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Abstract

ABSTRACT

The competences of project managers are a vital role in projects success. An exten-
sive literature survey was conducted to determine the constitution of an adequate
knowledge base for would-be project managers.

A detailed literature study was conducted. The literature review discussed how to
assess project management competencies. Technical skills and social cultural skills
were identified from the literature review. A comprehensive list of criteria was used to
generate the critical success factors.Based on the critical success factors that were
obtained from the literature in the content for the knowledge base was constructed.

This research then started to address what constitutes certification requirements.
Certification programs were identified globally for the study. This study identified what
the certification programs offered.

This research started by proposing a knowledge base and using the “grounded the-
ory approach” used content analysis to compare the proposed knowledge base with

project management certification programs.

The study concluded with recommendations on the gaps that exist in project man-

agement certification programs.
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Chapter One: General Introduction

CHAPTER ONE: GENERAL INTRODUCTION

1.1 Introduction

This research project developed an appropriate generic knowledge base to develop
competent project managers. The importance of project management, project man-
agement in the organizations, the right knowledge base, project management certifi-
cation, competency, the problem statement, research objectives and research ques-

tions are discussed.

1.1.1 Importance of project management

According to Thomas and Mullaly (2009a):

“If project management had no value, people wouldn’t use it. The trouble is,

nobody knows exactly what the value is. And many are starting to ask.”

The authors adopted five dimensions of value in their study of more than half of 65
participating project organizations. This constituted of satisfaction, alignment, process
outcomes, business outcomes, and return on investment. They found that the first
four could be measured directly, but the value of return on investment could only be

derived from the other measures.

Thomas and Mullaly (2009a) concluded that project management showed value but
organisations choose to implement project management not because of rationally de-
fined business case but because someone at senior level decided that order was bet-
ter than chaos. Thomas and Mullaly (2009b) stated that value comes from under-

standing ultimately.

Thomas and Mullaly (2009 a, b) statements are bold and out there to be discussed,

a few points on the importance of project management are discussed below.

The importance of project management is to deliver a successful project while man-
aging both the technical and social cultural aspects that are present during the pro-

ject.

Project Management Certification Programs: How appropriate are they? 1



Chapter One: General Introduction

Successful project management can be measured using the technical issues faced
during the project. The technical aspects are to ensure that the project is completed
within schedule, allocated budget, and meeting performance criteria. When the pro-
ject management systems are in place it is easier to identify areas of improvement
and see the gaps. The social cultural issues ensure that there is coordination be-
tween integration of teams and time, that resource are put to good use, risks are
identified and managed, and communication is maintained. The most important factor

of project management is the anticipation of even better profit than planned.

Srivannaboon (2006) stated that project management is a specialized form of man-
agement that is used to accomplish a series of business goals, strategies, and work
tasks within schedule and time. Smith (2003) and Srivannaboon (2006) recognized
that the strategic importance of project management in the corporate world is accele-
rating and one reason may be a strong belief by business leaders that have aligned
project management with business strategy. This can significantly enhance the

achievement of organizational goals, strategies, and performance.

1.1.2 Importance of the right knowledge base

Project management was developed originally from the technical fields (engineering

and construction) but now can be applied to a variety of activities (Smith 1999).

Smith (1999) claimed that most project managers started in the technical field of
study, become ‘accidental project managers’ but lacked the managerial functions to

manage project work.

The research surrounding project management competencies by Hartman and
Skulmoski (1999) suggested that if the competencies are improved then the

likelihood of the project success is also improved.

In order for project managers to successfully deliver the business objects through
project management, they needed the right knowledge base to start therefore this

research identified the constitution of the right knowledge base for project managers.

Project Management Certification Programs: How appropriate are they? 2



Chapter One: General Introduction

1.1.3 Competency

Different authors have different perspective of what competencies really mean. The
definition of competency varied depending on the stakeholders and the agenda.
Hoffman (1999) indicated that there are three definitions of the term:

“Competencies are either defined as observable performance, or the stan-
dards or quality of the outcome of the person’s performance, or the underlying

attributes of a person.”

Mirabile (1997) defined competencies as:

...... knowledge, skill, ability or characteristics associated with high perfor-

mance on a job, such as problem solving, analytical thinking, or leadership”.

McLagan (1989) suggested that:

“.....for the purpose of training and development, a competency is a cluster of
interrelated knowledge, skills, and attitudes that correlates with effective job
performance, can be measured and evaluated and that can be improved

through training and development.”

Association for the Advancement of Cost engineering AACE (2011) defined compe-

tency as:

“....the quality or state of being functionally adequate characterized by

marked or sufficient aptitude + attitude + skill+ strength + knowledge “.

Hoffman (1999) concluded that the purpose of defining competencies is to improve

human work performance.

Gareis and Huemann (1999) suggested that project management competencies can

be further developed after attainment of the ideal project management knowledge

Project Management Certification Programs: How appropriate are they? 3



Chapter One: General Introduction

base. Instruments for further development can include PM self-assessments, PM

benchmarking, and significant PM research initiatives.

The common attributes of what competencies mean is knowledge, skill, attitudes and
experience. Theses can be measured through outcomes that can be measured. The
competent individual needs to continuously develop their knowledge to keep up to

date with research, technology and tools on project management.

The literature review conducted by Ahadzie (2009) indicated the following to be the

strategic importance of competency based measure:

e Focus primarily on what mangers do that makes them successful or not. This
should therefore help to establish what makes them (i.e. managers) effective
and /or ineffective and also accountable for their actions.

¢ Provide the psychological and understanding needed for selecting and predict-
ing human performance.

¢ Resonate well with the potential expectation of HR managerial dynamics have
been shown to maximize developmental efficacy.

e Have the potential for achieving genuine economic value for organizations,
which is why there is an increasingly important recognition in their use in the

examination of managerial effectiveness.

Based on a study by Rwelamila (2007a) there are six competencies that a project

manager should possess. These are:

e Sense of ownership and mission — responsible for the project and other
broader organizational issues.

e Political awareness — knows who the influential players are, what they want
and how best to work with them.

¢ Relationship development — spends time and energy getting to know project
sponsors, users and contractors.

e Strategic influence — builds coalitions and orchestrates situations to overcome
obstacles and obtain support.

¢ Interpersonal assessment — identifies specific interests, motivations, strengths

and weaknesses of others.

Project Management Certification Programs: How appropriate are they? 4



Chapter One: General Introduction

e Action orientation — reacts to problems energetically and with a sense of ur-

gency.

Section 1.1.3 dealt with what competence really means, the strategic importance of
competence, and what competencies a project manger should posses. Literature in-
dicated that competence is not a static concept but can be developed constantly. A

few instruments were discussed for continuous development.

1.1.4 Project management certifications

The right professional certification is important and can add value to the certificate
holder, but this will depend on the type of knowledge base it uses or owns (i.e. it must
have the right knowledge base to add value to their members) and the reputability of
the certification body (i.e. have a set of standards and the ethical behaviours of the

selection process).

To be recognised in the market place a professional certification body need the fol-
lowing (Smith 2003):

e a body of knowledge

e a commitment to the ethical behaviours defined by characteristic of the profes-
sion

e a set of defined minimum standards that must be met for entry into the pro-

fession

Professionals usually require a review of their qualifications to determine if standards
of knowledge and achievement are met (Smith 2003). The purpose of a certification

is to acknowledge competencies in a professional.

Some organisations that provide project management certification are the Associa-
tion for the Advancement of Cost engineering (AACE), The Project Management In-
stitute (PMI), The UK Association for Project Management (UK APM), The Interna-
tional Project Management Associations (IPMA), The Australian Institute of Project
Management (AIPM), The America Academy of Project Management (AAPM), and

the International Association for Project and Program Management (IAPPM).

Project Management Certification Programs: How appropriate are they? 5



Chapter One: General Introduction

The basic core competencies of the AACE (2011) focused on the project manage-
ment process, legal skills, computer measurement, costing and risks. The candidate
needs to register with the AACE and pass the International Interim Cost Consultant
(ICC) exam to obtain the AACE certificate.

PMI (2011) published Project management body of knowledge (PMBOK) a knowl-
edge base for project mangers. The candidate that passes the entry requirement
must write a two hundred multiple-choice exams based on the nine knowledge areas
in PMBOK; the candidate must have a record of experience and graduate qualifica-
tion. The candidate will receive a project management professional (PMP) certificate

if the PMP requirements are met.

The UK APM (2011) assesses the candidate based on his needs to demonstrate a
high level of competence across the entire project life cycle and goes for an assess-
ment process against specific criteria. This ends with a peer review. The candidate

then obtains a certified project management certificate.

The IPMA (2011) is based on a competence baseline and based on the levels of pro-
ject management experience; the hours spent managing projects; self assessments,
interviews; formal examinations the individual can be grouped as a certified project
director, certified senior project manager, certified project manager or a certified pro-

ject management associate.

The AIPM (2011) focused on outcomes. The AIPM issues a certificate based on the

outcomes and the number of years as a practicing project manager.

The AAPM (2011) was the first to introduce postgraduate certification in project man-
agement. The candidate needs a graduate degree, project management training or

passes the AAPM examination to obtain a MPM (Master’s in Project management).

The IAPPM (2011) adds value to their members by allowing them to manage projects
and programs successfully. The IAPPM uses its CPPMBok (Certified project and
program management body of knowledge) as a knowledge base. IAPPM offers three-

level certified project and program management credentials based on their guidelines

Project Management Certification Programs: How appropriate are they? 6



Chapter One: General Introduction

and candidates can register as the certified project professional (CPP), the certified

project manager (CPM) or the certified project director (CPD).

Most professional associations have their own body of knowledge relevant to their
needs. The associations above will be discussed in detail in Chapter 2 of this re-
search report.

1.2 Definitions

1.2.1 Project

PMI (2004) defined a project as:

“.....as a temporary endeavor undertaken to create a unique product, service or

result. “

AACE (2011) defined mega project as:

".... with characteristics include requirements to manage numerous and concur-
rent activities (sub-projects), complex procurement, high risks and uncertainties,
social and environmental impacts, and project execution time exceeding 48
months. Typically, a mega-project will also exceed $1 billion dollars. However,
much smaller projects could also be classified as mega-projects because of pro-

Ject execution complexities."
UK APM (2011) defined a project as:

“.. a unique, transient endeavour undertaken to achieve a desired outcome.”

The common themes for what a project means are a temporary endeavour to achieve

a desired outcome.

1.2.2 Project management

PMI (2004) defined Project management as:

Project Management Certification Programs: How appropriate are they? 7



Chapter One: General Introduction

“...the application of knowledge, skills, tools, and techniques to project activities
in order to meet or exceed stakeholder needs and expectations from a project.
Meeting or exceeding stakeholder needs and expectations involves balancing
competing demands among: scope, time, cost and quality, stakeholders with
differing needs and expectations, identified requirements (needs) and unidenti-

fied requirements (expectations).”

AACE (2011) defined Project management as:

“...the utilization of skills and knowledge in coordinating the organizing, plan-
ning, scheduling, directing, controlling, monitoring and evaluating of prescribed
activities to ensure that the stated objectives of a project, manufactured product,

or service, are achieved.”

Levene (2011) defined Project management as:

“...the processes of managing change by planning the work, executing it, and
coordinating the contribution of the people and organizations with an interest in
the project. Project management is required when introducing any new entity or

making a change that involves moving from one state to another. “
UK APM (2011) defined Project management as:

“Project management is the process by which projects are defined, planned,
monitored, controlled and delivered such that the agreed benefits are realised.
Projects are unique, transient endeavours undertaken to achieve a desired out-
come. Projects bring about change and project management is recognised as

”

the most efficient way of managing such change.

The common themes for what project management means are using skill and knowl-
edge through the process planning, executing, monitoring and controlling activities

within a project to meet or exceed stakeholder expectation.

Project Management Certification Programs: How appropriate are they? 8



Chapter One: General Introduction

1.2.3 Project manager
AACE (2011) defined a project manager as:

“....an individual who has been assigned responsibility and authority for accom-
plishing a specifically designated unit of work effort or group of closely related
efforts established to achieve stated or anticipated objectives, defined tasks, or
other units of related effort on a schedule for performing the stated work funded
as a part of the project. The project manager is responsible for the planning,

controlling, and reporting of the project.”
UK APM (2011) defined Project manager as:

“The individual responsible and accountable for the successful delivery of the

project.”
Pivac, Pivac and Ravlic (2011) stated that:

“Project managers carry the major role in project completion and represent the
main responsible factor of a project success.”

The common themes for what a project manager means is an individual whom is re-
sponsible for the planning, monitoring, controlling and reporting of activities within the

project to achieve successful delivery of the project.
1.2.4 Skill
Hogan (2011) defined skill as the

“...proficiency on a specific task”.

Hogan (2011) stated that the definition included an evaluation of the level of profi-
ciency (e.g., highly skilled) and the task to be accomplished that are acquired through

learning and experience.

Esposto (2008) stated that:

Project Management Certification Programs: How appropriate are they? 9



Chapter One: General Introduction

“...the Macquarie Dictionary defines skill as ‘the ability that comes from knowl-
edge, practice, aptitude, etc., to do something well’. The basis of the definition

appears to have embedded in it the idea of competence, proficiency- to basi-

cally do something well and effectively. The definition also contains a dimension

of learning by doing or of incremental ability. ”
Spector (2011) stated that

“Skill refers to a person's current level of proficiency on a particular task or fam-
ily of tasks. Skills can be classified as either mental (e.g., report writing) or
physical (running a machinist's lathe), although most job tasks involve elements
of both. Skill reflects a person's current level of proficiency. In contrast, ability re-
flects the capability or capacity to develop a skill. Skills can be assessed by a
variety of devices, including assessment centres, psychological tests, situational

tests, and work sampling”

The common themes for what skill means, is that it's the ability that comes knowl-
edge, practice, aptitude to do something well. Skill refers to a person’s current level

of proficiency. Skills can be improved by knowledge and experience.

1.2.5 Knowledge

Audi (1995) defined knowledge as

“...justified true belief”

Adam (2011) defined knowledge as:

“Truth and belief, though independent, are both required for knowledge. Knowl-

edge requires that these two things, otherwise independent, come together.”

Zagzebski (2011) stated that

“Knowledge is a highly valued state in which a person is in cognitive contact

with reality.”
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The common attributes for what knowledge means are a highly valued state that

comes from truth and belief.
1.2.6 Body of knowledge (knowledge base)
UK APM (2011) defined BoK as:

“An inclusive term that describes the sum of knowledge within the profession of
project management. As with other professions, such as law and medicine, the
body of knowledge rests with the practitioners and academics that apply and

advance it.”
Livari, Hirschheim and Klein (2004) stated that:

“It is common for applied disciplines, especially established ones, to possess a
body of knowledge (BoK). Applied disciplines have established such a BoK,

which codifies the accumulated knowledge of the discipline.”

Stretton (2010) stated that

‘Knowledge standards or guides, which typically take the form of bodies of
knowledge, focus primarily on what project management practitioners need to
know to perform effectively. The most compelling argument for having a body of
knowledge for project management is to help overcome the ‘reinventing the
wheel” problem. A good body of knowledge should help practitioners do their job
better, by both direct referencing and by use in more formal educational

processes.”
PMI (2011) stated that there are five attributed of a professional body:

e “An identifiable and independent project management body of knowledge
(PMBOK standards).

e Supporting educational programs by an accredited institution (Accreditation).

e A qualifying process (Certification).

e A code of conduct (Ethics)

e An institute representing members with a desire to serve”

Project Management Certification Programs: How appropriate are they? 11



Chapter One: General Introduction

The common attributes of what a body of knowledge means are that it comes from
practitioners and academics and the purpose of BoK is to codify the accumulated
knowledge of the discipline. A good body of knowledge helps practitioners do their

job better and doesn’t allow them to reinvent the wheel.
1.2.7 Project management competencies

Project management competencies are not well understood. Very few authors have

looked at both project management and project management competencies.
Hartman and Skulmoski (1999) stated that:

“Project management competence research has focused on project manage-
ment skills and on the competences of the project manager and that project par-
ticipant competence is mainly used in organisations to help guide decision-

making on its human resources.”

Project management literature surrounding competency is described in Hartman and
Skulmoski (1999), as “simplistic, anecdotal or theoretical”. Not much information is
available on which competencies are most important for task performance and

project success. This observation is shared by the author.

Section 1.2 looked at the definitions of terms that will be used through out this re-
search report. Project, project management, project manager, skill, knowledge, body
of knowledge was defined. Competence was defined in section 1.1.3. This section

defined both project management and project management competencies.

1.3 The problem statement

Bigelow’s (2004) stated that industry research from Gartner Inc. showed that a
deficient project management workforce is one of the leading culprits for an
astounding $75 billion in profit loss each year. Poor project management

competencies accounts for 60% of the project failures.

Rwelamila’s (2007b) study on SA public sector organizations stated that at face value

project oriented organizations purport to be fully fledged POO and performing as
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competent PM organizations, but really are dependant on accidental project
managers. Rwelamila’s (2007b) study indicated that there is a lack of competent pro-

ject managers within SA and a need for competence in project management.

Bigelow’s (2004) and Rwelamila’s (2007b) argued that there is a lack of project man-
agement competencies and this is linked to project failure. Therefore it is important
for project managers to have the right knowledge base. Project management certifi-
cation is important for project managers because the purpose of a certification is to
acknowledge competencies in a professional. The lack of project management
knowledge can be addressed by studying the certification programmes globally.
Therefore this research addressed if project management associations provides ade-

quate knowledge to the base for project management practitioners.
This research focused on the following four questions.
¢ Are the PM voluntary associations or certification institutes providing adequate
PM knowledge base for their members?

¢ What constitute PM certification requirements?

e Are there any gaps between the ideal PM knowledge base and PM Certifica-

tion requirements?

e Do PM Certification requirements need to be reviewed towards providing ade-

quate PM knowledge base?

Gaps between

PM Certification Ideal and PM

Certifications

Requirements

Figure 1.1: Focus of this research report

The focus of this research report is depicted in Figure 1.1.
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1.4 Research objectives
The main questions of the research report are to:

i. Determine the content of the existing project management certification pro-
grammes.

i. Propose (an) ideal generic Project Management knowledge base & skills.

iii. Determine the gaps between the ideal project management knowledge base
and the project management certification programme base.

iv.  ldentification of initiatives for the development of common pm competencies.

1.5 Contribution of the study in relation to the existing body of knowledge

This research addressed at a global level the project management certification pro-
grammes that are available and the proposed of an ideal project management
knowledge base. This research addressed the lack of a competent knowledge base.
Most project mangers gain knowledge through experience, experience doesn’t de-
termine if the manger is practicing the right project management principles. Therefore
the aim of the study was to access the existing project management knowledge base
through project management certification programmes and proposed a more appro-

priate base.

1.6 Delimitation of the study
In brief, this research is limited to certification programmes only; therefore this re-
search does not cover project management degrees that are obtained from higher

learning institutions and diplomas.

Also this study does not cover the success rate of project managers with a project

management certification and project managers without certification.

1.7 Brief methodology

The problem statement was discussed in section 1.3 and the questions were dis-
cussed in section 1.4. A detailed literature review was completed to determine an

ideal project management knowledge base (Chapter 2). A content analysis was con
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ducted to look at each certification programme and access how appropriate they are

compared to the proposed ideal base.

1.8 Outline of the research report

Table 1.1 and Figure 1.2 provided the outline of this research report. This research

report consisted of five chapters as indicated in Table 1.1.

TABLE 1.1: Chapter outline

Chapter 2: Theory and Practice of | Constitutes the theory and practice of project
Project Management Certification | management certification programmes.

Programs

Chapter 3: Research Design and | Constitutes the types of methodologies and

Methods the methodology used in the study, the data
collected and analysed in this research re-
port.

Chapter 4: Results and Constitute the results and the discussions.

Discussions

Chapter 5: Conclusion and Constitutes the conclusion and the recom-

Recommendations mendation.

CHAPTER 1
1.1 Introduction General Introduction

1.1.1. Importance of project management
1.1.2 Importance of the right knowledge base
1.1.3 Competency

1.1.4 Project management certification

1.2 Definitions

1.3 The problem statement

1.4 Research objectives

1.5 Contribution of this study to the existing body of knowledge
1.6 Delimitation of the study

1.7 Brief methodology

1.8 Outline of the research report

1.9 Summary
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CHAPTER 2
Theory and application of Project Management
Certifications

v

CHAPTER 3
Research Design and Methods: Content Analysis

v

CHAPTER 4
Results and Discussions

J/

CHAPTER 5
Conclusions and Recommendations

Figure 1.2: Chapter one in context with the overall research report

1.9 Summary

This chapter clearly describes what the research report is about and a brief approach
to the research problem. The problem statement was described in section 1.3 and
the research questions in section 1.4. Brief definitions, the methodology, and limita-

tions are discussed.

Definitions for project management and competencies were discussed and it was
noted that different authors have different perspective of the term competency. The
most common attributes of competencies were picked up from the various definitions

and grouped together.
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CHAPTER TwoO: THEORY AND PRACTICE OF
PROJECT MANAGEMENT CERTIFICATION PROGRAMS

Chapter one provided the conditions for this research study. This chapter explored
literature on how project managers should be assessed, how institutions approach
project management certification, merits and demerits of certification, attributes of a
good project manager, project success factors and a knowledge base for project
managers. The chapter layout is provided in Figure 2.1.

CHAPTER 1
General Introduction

v

CHAPTER 2

Theory and application of Project Management
Certifications

2.1 Introduction
2.2 Assessing project management competencies
2.3 Certification programs: A global approach to certification
2.3.1 Certification programs
2.3.2 Summary: Certification programs
2.4 Certification merits and demerits
2.4.1 Merits of certification
2.4.2 Demerits of certification
2.5 Developing the knowledge base
2.5.1 Attributes of a good project management
2.5.2 Contributors to project failure/success
2.6 Critical factors for project success
2.7 Proposed content for project managers
2.8 Summary

e —

CHAPTER 3
Research Design and Methods: Content Analysis

v

CHAPTER 4
Results and Discussions

J/

CHAPTER 5
Conclusions and Recommendations

Figure 2.1: Chapter two in context with the overall research report
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2.1 Introduction

The following represents a brief summary of the theoretical and practical research
covered on project management certification programs. The early 1950s were noted,
as the project management era, where project management tools and techniques
were used for complex engineering projects. Prior to the 1950s projects were
managed on an adhoc basis using mostly Gantt charts (Kumar 2005).

Project management has moved to encompass techniques other than those of the
planning and scheduling of activities. There have been many developments over the
past fifty years to extend project management by incorporating detailed methods for

the management and control of cost, resources, quality, and performance.

Project management evolved from the 1950, since when project management asso-
ciation were formed. This chapter entailed a closer look at what were the project
management associations that were formed, the certification programs that are avail-
able, and what are the curriculum and the criteria to join in the respective associa-

tions.

2.2 Assessing project management competencies

Project management competencies assessments are important because this forms
the starting point for the project management associations to certify applicants. This

section deals with the theory on project management assessment.

Skills management and the assessment of skills are gaining popularity in human re-
source management (Homer 2001). Project management and project management

competence were defined in Section 1.2.

To assess competencies of employees and determine skill gaps allow organisations
to apply more cost effective; significant training and development practices; deter-
mine changes in individuals and team performances; and select better candidates
(Hoffmann 1999).
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Hoffmann (1999) suggested that if the performance standards are set and have been
achieved this means that competency has been achieved.

Homer (2001) stated that people skills are one of the most important foundations for
a company because they impact on every aspect of corporate process and ultimately
profit.

Crawford (2008) concluded that performance-based inference of competencies are
concerned with demonstration of the ability to do something at a standard considered
acceptable in the workplace, with an emphasis on threshold rather than high perfor-
mance or differentiating competencies. Threshold competencies are units of behav-
iour that are essential to do a job but that are not causally related to superior job per-

formance

Historically employers have hired and measured employees abilities and skill based
on intelligent quotient (IQ) alone. IQ was used to measures one’s ability to learn,
problem solve, and understand information. Intelligence has evolved to encompass

both IQ and emotional quotient (EQ).

Gordon (2010) defined EQ as the ability to identify and manage emotional informa-
tion in one self and others and focuses energy on required behaviour. These skills

complement the cognitive skills.

Carrick (2010) stated that Daniel Goleman introduced EQ as a yardstick to measure
leadership success, and there is a consensus that EQ can be developed through

learning and development.

Paterson (2011) stated that emotional intelligence plays a vital role at leadership level
and when star performers were compared with average performers at senior levels
then nearly 90% of the difference in their profiles was attributable to emotional intelli-

gence sKills rather cognitive ability or technical skill.

Hartman and Skulmoski (1999) suggested that assessment of competencies can be

examined by a model (Figure 2.2) for project management competencies, which
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include inputs, processes and outputs. Where inputs (can include and not limited to
knowledge; skills; traits; motives; self image; social role; and behaviour), process
competencies (examples of project management processes include planning; control-
ling and closing a project) and outputs (can include project performance metrics such
as budget and schedule compliance and project success criteria like customer satis-
faction). Hartman and Skulmoski (1999) discussed three components that are
needed for effective project management competencies that deal with outcomes. The

competencies included:

e Tools to help manage a project
e Process that allows to pick the right tools and use them well
« Knowledge (theory and experience) that provides the safeguards against

failure and promotes more reliable success.

Past . PM Task Project
. Competencies
Experiences Performance Performance

Contingencies

Figure 2.2: Preliminary project managers competency framework

Source: Hartman and Skulmoski (1999)

Section 2.2 involved the types of assessment for project managers’ assessments and
a number of views on how to assess the project manager. The common attributes
from section 2.2 indicated that by doing a something at standard threshold rather

than superior performance means that competency is achieved.

An individual needs to possess both 1Q and EQ to be competent, were 1Q is the

technical ability and EQ is the emotional quotient.
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Secondly there are many ways to measure competencies through outcomes or
examinations this gives an indication on the technical abilities and EQ can be
measured by psychometric assessments. The EQ can be developed through training

and development.

After discussing competence and the measurement thereof the next section is going

to cover a global approach to project management certification programs.

2.3 Certification programs: A global approach to project management

Professional standards are important for project management professionals. Certifi-

cation is necessary to practice or demonstrate competence in project management.

Gareis and Huemann (1999) stated that different societies are becoming more pro-
jects orientated. Their study looked at a plan on how to assess project management

competencies in project —oriented societies.

Different societies are offering different project management content and this can be
gained from studying the content of project management professional association.

This has been conducted in Section 2.3.1.

Smith (2003) presented the requirements of a professional certification body. These
requirements were mapped to the certification programmes to determine if they com-

ply with the criteria.

To be recognised in the market place a professional certification body need the fol-
lowing (Smith 2003):
a) a body of knowledge
b) a commitment to the ethical behaviours defined by characteristic of the profes-
sion
c) a set of defined minimum standards that must be met for entry into the pro-

fession
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a) Body of knowledge

A body of knowledge plays a significant role in project management because knowl-
edge is a principle source of competitive advantage. Lin (2010) concluded that a
good knowledge base can improve competitive advantage and generates new

knowledge effectively.

The body of knowledge should be composed of acceptable standards. Crawford
(2008) stated that there are a number of benefits that come with standardization
which are encouragement of technological innovation, guaranteeing marketplace
choice, competition, convenience, strategy for fostering economic growth via the
broad diffusion of technology and technical rules, and shaping foreign markets ac-

cording to the specification of local technologies.

Therefore the project management associations should possess a BoK were they

can keep their standards that contribute to their core competencies.

b) Ethical behaviours

The project management association should abide by some ethical standard and
have code of conducts in place on how the employees, members, board of directors
conduct themselves and their financial reporting. The association should abide by

ethical standards in the way they select candidates and the process of certifications.

There is no international recognized ethical code that is standardised for project
management associations, although each association abide by their own code of

practices.

c) Defined minimum standards

There is a distinction between licensure and minimum standards. The distinctions be-
tween these standards is that when licensure is required the professional may not
legally practice without a license while in the situation were professional certification

is used that government agency may certify that an individual has certain skills but
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may not prevent the practice of an occupation using these skills by people who do
not have such a certificate (Crawford and Pollack 2008).

To attain professional status, professional associations must be given legal responsi-
bility to determine who is qualified to practice. If there are no effective certification
schemes then it will be impossible for practitioners to lay claim to any sort of special

status or privilege (Zwerman and Thomas 2006).

The term that is defined as minimum standard that Smith (2003) mentioned are con-
sidered to be minimum quality standards used to identify those who have met the

standard, but not to prohibit those who have not.

2.3.1 Certification programs

The certification programs listed below offer project management certification to
organizations and individuals. The purpose of a certification program is to
acknowledge the competencies of individual in a professional area (Smith 2003). The

following certification institutes are discussed in this research report.

i. Association for the Advancement of Cost engineering (AACE)
ii. The Project Management Institute (PMI)
iii. The UK Association for Project Management (UK APM)
iv. The International Project Management Associations (IPMA)
V. The Australian Institute of Project Management (AIPM)
Vi. The American Academy of Project Management (AAPM)

Vii. The International Association for Project and Program Management (IAPPM)

A detailed view of how the association was formed, the code of conduct it followed by
the association, entry requirements, process for certification, core competencies and

the certification obtained will be examined for each of these associations.
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i The American Association of Cost Engineers
Background
The AACE was one of the first project management associations to form in 1957.
Early practitioners of project management that were specialists in planning and
scheduling, cost estimating, and cost/schedule control (project control) formed the
AACE (Amos 2005). The AACE released in 2006 the first integrated process for
portfolio, program and project management (Total Cost Management Framework).

The AACE demonstrates expertise in the knowledge of cost engineering.

Their certification program is accredited by the Council of Engineering and Scientific

Specialty Board as an engineering certificate (AACE 2011).

Professionalism
The AACE abide by the Canon of Ethics by having a defined body of knowledge and
code of ethics that managers need to abide by. The AACE has a certification process

and standards in place for certification of their professionals.

Entry requirements
The entry requirement to the AACE is a four year minimum degree and four years of
applicable experience or eight years of cost engineering, project management

experience.

Process for certification

Step 1: Must meet the entry requirements

Step 2: Must submit application instruction and fees

Step 3: Must submit a professional paper

The professional paper must consist of a minimum of 2500 word. The paper is a
technical paper that must be submitted electronically to the AACE staff. AACE
recommends that the technical paper topic that the applicant is familiar with or a
project that the applicant has already completed. The AACE has help guideline for
the process of putting the paper together.

Step 4: The applicant must then pass the AACE International Interim Cost Consultant
(ICC) exam.
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The ICC examination consists of a four part-part exam of 7 hours in total. The exam
consists of long answer, true/false and multiple-choice questions. The long answer
section consists of five questions where the applicant will select two out of the five

questions depending on their expertise. Of which the passing grade is 70%.

Core competencies

The basic core competencies of the AACE (2011) can be obtained from the following:

« AACE International Certification Study Guide, 3™ edition

e Recommended Practices

« Skills & Knowledge of Cost Engineering, 5™ edition

o« TCM Framework: An Integrated Approach to Portfolio, Program and Project

Management.

Section 1: Costs
This section consists of what are the cost elements, pricing, materials, labour,
engineering, engineering parts and tools economic costs and the activity-based cost

management

Section 2: Cost estimating
This section consists of cost estimating, process product manufacturing and discrete

product manufacturing

Section 3: Planning and scheduling

This section consists of how to plan and schedule projects

Section 4: Progress and cost control
This section consists of progress measurement and earned value for variable budg-
ets, tracking cost and schedule performance and performance and productivity man-

agement.

Section 5: Project management
This section consists of the project management fundamentals, project organisation

structure, project planning, project labour cost control, leadership and management
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of project people, quality management, value analysis, contracting for capital projects

and strategic asset management

Section 6: Economic analysis
This section consists of the basic engineering economics and applied engineering

economics.

Section 7: Statistics, probability and risk
This section consists of concepts of statistics and probability, basic concepts in de-

scriptive statistics and risk management.

Certification obtained
If the applicant manages to proceed through steps 1-3 successfully they will obtain
the:

o Certified Cost Engineer (CCE) used by engineers

o Certified Cost Consultant (CCC) used by non engineers

Comments by scholars

Skulmoski (2001) indicated that the AACE is a good example of a professional
organisation that has well established certification programs and that certification
from the AACE indicated demonstrable expertise in the most current skills and
knowledge. The author goes on to state that processes that contribute to project
success can be described in both the AACE International Certifications guide and the
PMI's PMBOK guide.

Skulmoski (2001) further indicated that the certified cost engineer has the basic
understanding of cost engineering skills and knowledge but the same cost engineer

however cannot be able to safely create a workable project schedule.

Observations

Although the CCE/CCC certification is accredited by both the Council of Engineering
and Specialty Boards and the International Cost Engineering Council, the focus of
the AACE is more cost estimation and controls, focusing more on economic analysis.

The cost engineering are used mostly for applications of scientific principles and
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techniques to cost estimating, controls, business planning and management science,

profitability analysis, project management, planning and scheduling.

This program like most associations requires that the candidate plan and organise
the requirements that need to take place for certification. If employers are in support

of this certification it makes it easier for the candidates to get certification.

ii The Project Management Institute

Background

The PMI was formed in 1969 in the USA. PMI published “A Guide to the Project
Management Body of Knowledge” (PMBOK Guide), which described project
management practices that are common. PMI also offers multiple certifications
programs. PMI was formed due to the fact that were many management practices
that were common to projects, these practices were then documented as “standards”
and thus the procedures and concepts necessary to support project management

was formed. The PMI certification is a standalone certification program.

Despite the lack of accreditation from an independent accrediting body, the
certification has gained wide acceptance from government and corporations (Chen
1999).

Professionalism

The PMI (2011) abide by their Code of Ethics by identifying and documenting a body
of knowledge (PMBOK). PMI has also established a code of ethics concerning ethical
behaviors for managers. The PMI has a certification program and exam that

professional need to achieve to attain certification.

Entry requirement
The applicant needs to have a four-year degree and at least three years of project
management experience, with 4,500 hours leading and directing projects and 35

hours of project management education, or A secondary diploma with at least five
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years of project management experience, with 7,500 hours leading and directing
projects and 35 hours of project management education (PMI 2011).

The hours of project management work must be recorded and the project
management work consists of leading and directing project tasks. If multiple projects
are worked during the same time, all the hours spent leading and directing project

tasks counts towards the total.

Where 35 contact hours addresses the learning objectives in project management.
One hour of classroom instruction equals one contact hour. The course hours may
include content on project quality, project scope, project schedule, project budget,
project communications, project risk, project procurement, and project integration
management (PMI 2011).

The applicant for the PMP credential must:

e Perform their duties under supervision and are responsible for all aspects of
the project for the life of the project.

e Lead and direct cross functional teams to deliver projects within the
constraints of schedule, budget, and scope. (Leading and directing project
tasks are identified in the PMP examinations specification. The applicant
needs to have experience in all five process group areas across all the project
management cycle. The five process areas are discussed in step 2).

e Demonstrate sufficient knowledge and experience to appropriately apply a
methodology to projects that have a reasonably well-defined requirements and

deliverables.
Process for certification

The process for certification is depicted in Figure 2.3 and the steps are listed as

follows:

Step 1: If the applicant meets the entry requirements then the applicant can apply
using the PMP application form on the PMI (2011) website. PMP Handbooks are

also available.

Step 2: The applicant then must write multiple choice examinations and must obtain

a pass mark of 69% of the total examination.
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The examination consists of 200 multiple choice questions and is usually a computer-

based test.

PMI core competencies are defined in PMBOK (PMI 2004). PMI (2004) defined

project management as encompassing five process groups:

e Initiating process

e Planning process

e Executing process
e Controlling process

e Closing process

Application Submission
You have 90 days to complete the
application once you started it.

\d

Application Completeness Review
5 days
{when submitted onling)

4

Applicant Payment Process
{you cannot schedule exam until you
submit payment of credential fees)

- ¥

Audit Process
(it your application is selected)
You have 90 days to send your ' o

Certification Cycle
Your certification cycle begins the day
you pass the exam and are bestowed
the credential

7

Credential Maintenance
3 years
Y. You are required to earn and report
60 professional development units -
PDUs- within this 3-year cycle

\/

W, Credential Renewal
You can complete the renewal process
once you have earned and reported 60
PDUs per the requirements and submit
renewal fees

/-

audit materials
PMI pracessas audit raterials in

5-7 days Credential Suspension

(the eligibility period begins upon 1 year p-erl?d
successful completion of the audit) Occurs on the third anniversary of the
Y day you passed the exam if you have

not fulfilled the Cantinuing Certification
Requirements toward credential
maintenance and renewal

4

Multiple-Choice Examination Eligibility

1 year A
from the date of the application - '

approval.
You can take the exam up to 3 times
during this 1 year.

>

Credential Expiration
Occurs at the end of your suspension
period if you did not fulfill the
Cantinuing Certification Requiremants
toward credential maintenance and
renewal. If you wish to hold the
credential again, you need to reapply.

Figure 2.3: PMP process

Source: PMI (2011)
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Core competencies

The core competencies of PMP support these five processes and are defined in the

guide to the Project Management Body of Knowledge (PMI 2004).

PMBOK has nine knowledge areas and depicted in Figure 2.4. The knowledge areas
listed in PMBOK (PMI 2004) are:

e Project integration management describes the processes required to ensure
that the various elements of project are properly coordinated. It consists of
project plan development, project plan execution, and overall change control.

e Project scope management describes the processes required to complete the
project successfully. It consists of initiation, scope planning, scope definition,
scope verification, and scope change control.

e Project time management describes the processes required to ensure timely
completion of the project. It consists of activity definition, activity sequencing,
activity duration estimating, schedule development, and schedule control.

e Project cost management describes the processes required to ensure that the
project is completed within the approved budget time. It consists of resource
planning, cost estimating, cost budgeting and cost control.

e Project quality management describes the processes required to ensure that
the project will satisfy the needs for which it was undertaken. It consists of
quality planning, quality assurance, and quality control.

e Project human resource management describes the processes required to
make the most effective use of people involved with the project. It consists of
organisational planning, staff acquisitions, and team development.

e Project communications management describes the processes required to
ensure timely and appropriate generation, collection, dissemination, storage,
and ultimate disposition of project information. It consists of communications
planning, information distribution, performance reporting, and administrative
closure.

o Project risk management describes the processes concerned with identifying,
analysing, and responding to project risk. It consists of risk identification, risk

quantification, risk response development, and risk response control.
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e Project procurement management describes the processes required to acquire

goods and services from outside the performing organisation. It consists of

procurement planning, solicitation planning, solicitation, source selection,

contract administration, and contract close-out.

Integration Management

* Project Charter Development

s Project Scope Statement
Development

= Project Plan Development

= Project Plan Execution

= Monitoring and Controlling of
Project Work

« Overall Change Control
« Project Closure

Scope Management
« Scope Planning
= Scope Definition

« Work Breakdown Structure
Development

* Scope Verification
= Scope Change Control

Time Management

e Activity Definition

Activity Sequencing

Activity Resource Estimating
Activity Duration Estimating
Schedule Davelopment
Schedule Control

Cost Management
+ Cost Estimating
» Cost Budgeting
» Cost Control

Quality Management
« Quality Planning

¢ Quality Assurance
= Quality Control

Human Resources Management
» Human Resource Planning

« Staff Acquisition

= Team Development

+ Team Management

Communications Management
» Communications Planning

. Information Distribution

o Performance Reporting
» Slakeholder Management

Risk Management

» Risk Management Planning
¢ Risk Identification

» Risk Assessment

» Risk Analysis-Quantitalive and
Qualitative

» Risk Respanse Planning
= Risk Manitoring and Control

Procurement Management

= Planning for Purchases and
Acquisitions

« Contract Planning

+ Requesting Seller Responses
{RFPs)

= Source Selection
» Contract Administration
+ Contract Close-out

~Based on information in Chapier
! of A Guide to the Project
Management Body of Knowledge,
Third Edition, (PMI, 2004).

Figure 2.4: The project management processes by knowledge areas

Certification obtained

Source: Stretton (2010)

If the applicant meets all the requirements and is successful then they obtain a

Project management professional Certification (PMP).

Bolles (2002) discussed the fundamental class for minimum project management re-

quirements for a project management course. He states that the following should be

required.
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e The history of project management as a professional

o Definitions of key word and terms

e Review of PMBOK Guide framework

e Overview of scope management processes and templates

e Overview of time management processes and templates

e Overview of communication management processes and templates
e Overview of risk management processes and templates

e Introduction of use of scheduling software (MS Project)

Comments by scholars

PMI has significant membership and is the largest of the project management

professional associations (Crawford and Pollack 2008).

Crawford and Pollack (2008) stated that PMI has developed arguably the most

significant project management standard, the PMBOK guide. The authors reiterate

that PMBOK is approved as an American National Standard by ANSI and

is

recognized by the Institute of Electrical and Electronics Engineers as an IEEE

standard.

Crawford and Pollack (2008) also argued that because PMBOK has been
developed in North America and is predominantly for the North American

audience.

Smith (2003) indicated that PMI’s accreditation fosters the attainment and mainte-
nance of excellence in graduate education programs for project management in
terms of standards and performance and further notes that PMI’s accreditation in-

terests lies exclusively within the field of project management.

Sawaya and Trapanese (2004) noted that PMI has become known as the project
management certification of choice for many organisations and is one of the most

widely used certification program to measure project management skills.

Craig (2002) stated that in the PMBOK guide there are a lot of statements of prin-

ciple and facts that could be disagreed upon, but PMI does care and you need to
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adjust your thinking to suit what’s in PMBOK or you won’t be able to pass the

PMP’s exam.

Alam, Gale, Brown, and Khan (2010) suggested that the focus on PMBOK through
the iterations has been centred on the technical skills deemed necessary for man-
aging projects relegating the social cultural skills to the background. From their lit-
erature study there is criticism from other authors considering that PMBOK essen-
tially focuses on project delivery and largely ignoring the front end stage of pro-

jects.

Chin, Yap and Spowage (2010) indicated that:

e Comprehensive knowledge base covering widely proven practices.

e it is a misconception that project managers just follow a process and the
project will take care of itself

e Has been argued that the PMBoK processes are rather bureaucratic and
may hinder the creativity of the project manager.

e A prescriptive application of PMBoK involves a lot of documentation and
reports as the primary communication mechanism within its framework.

e The nature of PMBoK make it difficult for project managers using PMBoK to
react quickly to unprecedented situations which is considered essential in

creative or changeable project environments.

Observations

Although the PMP is a widely recognised certificate and the largest membership
as indicated by Crawford and Pollack (2008) there are some flaws as noted by lit-

erature above and my observations below.

Firstly the body of knowledge only caters to certain specific audience as stated by
Crawford and Pollack (2008) this indicates that PMBoK is not as versatile as it is
portrayed and may not be adapted easily to international projects that do adopt the

PMBoK way of conducting a project.

Secondly as suggested by Craig (2002) you need to adjust your thinking to suit
PMBoK to pass the PMP exam but by merely passing an exam doesn’t equip the

future PM in the work environments to conduct projects successfully.
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Thirdly PMBoK only focuses on the technical skills as indicated by Alam, Gale,
Brown, and Khan (2010) and not the social cultural skills required by PM’s manag-

ing projects successfully.

iii The UK Associations of Project management

Background

The AMP was founded in 1972 as an educational charity and standard setter. The
APM is committed to developing and promoting project and programme manage-
ment for project management professional through qualifications and membership.
The APM (2011) has five dimensions of professionalism that can benefit its mem-
bers which breadth, depth, achievement, commitment and accountability. APM
(2011) is in the process of applying for the Royal Charter so that their project

management professional have chartered status.

The purpose of the Chartered status is to acknowledge project management pro-
fessionals, provide a framework for improving project performance, and raise the
profile and value of project management. UK APM is aligned with the IPMA 4 level

certification programme.

Professionalism

The UK APM (2011) has the APM Code of Professional Conduct and their
professional body of knowledge APMBoOK. The professional have to abide by the
APM codes of professional conduct. The UK APM professional need to undergo a
certification program that constitutes training, experience and an interview to qualify

for the certification.

Entry requirement

To become a member of APM the applicant needs to have 5 years experience as
a project management practitioner, teacher or researcher. The application is re-
viewed then by an APM membership panel. The applicant must show practical ex-

perience in managing projects or key control functions within a larger project, or
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teaching and/or researching project management from a practical and professional
position. The guide to the category of application is listed in Table 2.1

Process for certification

The assessment must be completed within 6 months of your initial application.
Step 1: This phase consist of submission of application forms. The applicant
needs to complete an application forms, a self assessment form including a

statement of strengths and weaknesses, curriculum vitae and a project outline.

This must include the appropriate fee.
Step 2: Completion of a project report.

Step 3: An interview with a panel of assessors.

Project Management Certification Programmes: How appropriate are they?
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Core competencies

UK APM core competencies in project management are the APMBoK and

are depicted in Figure 2.5.

The APM Body of Knowledge is a key component of the APM Five Dimensions

of Professionalism. It defines the areas required to manage any successful pro-

ject and forms the basis of APM's qualifications, accreditation, research, and

publications.

APM Registered Project Professionals will demonstrate capability in 29 core

competences which are categorised as behavioural, technical and contextual

Behavioural competence

Leadership — The ability to establish vision and direction, to influence
and align towards a common purpose, and empower and inspire peo-

ple to achieve project success.

Professionalism and ethics- Professionalism is demonstrable aware-
ness and application of qualities and competencies covering knowl-
edge, appropriate skills and behaviours. Ethic covers the conduct and

moral principles.

Communication- Communication is the giving, receiving, processing

and interpretation of information.

Teamwork- Teamwork is the process whereby people work collabora-
tively towards a common goal as distinct from other ways that indi-

viduals can work within a group.

Conflict management-Conflict management is the process of identify-
ing and addressing difference that, if unmanaged would affect the pro-

ject objectives.

Negotiation- is a search for agreement, seeking acceptance, consen-
sus and alignment of views. In a project it can take place on an infor-

mal basis throughout the project lifecycle or on a formal basis.
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Behavioural characteristics- are elements that separate and describe
a person’s preferred way of acting, interacting and reacting in a variety
of situations.

Technical competence

Stakeholder management- Stakeholder management is the system-
atic identification, analysis and planning of actions to communicate

with, negotiate with and influence stakeholders.

Project risk management-is a structured process that allows individual
risk events and overall project risks to be understood and managed

proactively, optimising project success.

Project quality management-is the discipline that is applied to ensure
that both the outputs of the project and the processes by which the

outputs are delivered meet the required needs of the stakeholders.

Scheduling is the process used to determine the overall project dura-

tion and when activities and events are planned to happen.

Resource management- identifies and assigns resources to activities
so that the project is undertaken using appropriate levels of resources

and within acceptable duration.
Project management plan- brings together all the plans for the project.

Information management and reporting- is the collection, storage, dis-
semination, archiving and appropriate destruction of the project infor-

mation.

Change control- is the process that ensures all changes made to a
project’s baseline scope, time, cost and quality objectives or agreed

benefits are identified, rejected, approved or deferred.

Budgeting and cost management- is the estimating of costs and the
setting of an agreed budget, and the management of actual and fore-

cast costs against the budget.
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Project reviews- project reviews take place throughout the project life-
cycle to check the likely or actual achievement of the objectives speci-
fied in the project management plan.

Scope management- is the process by which the deliverables and

work to produce them are identified and defined.

Issue management — is the process by which concerns that threaten
the project objectives and cannot be resolved by the project manager

are identified and addressed.

Project success and benefits management — is the satisfaction of
stakeholder needs and is the measured by the success criteria as

identified and agreed at the start of the project.

Requirement management- is the process of capturing, analysing and
testing the documented statement of stakeholder and user wants and

needs.

Estimating- uses a range of tools and techniques to produce esti-

mates.

Business case- provides justification for undertaking a project.

Contextual competence domain

Project life cycle- consists of a number of distinct phases. The lifecy-
cle allows the project to be considered as a sequence of phases

which provide structure and approach.

Organisational roles- are roles performed by individuals or groups in a
project. Both roles and responsibilities within the project must be de-

fined.

Governance of project management- is concerned of areas of corpo-

rate governance that are specifically related to the project activities.

Project sponsorship — is an active senior management role, responsi-

ble for identifying the business need, problem or opportunity.
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e Health safety and environmental management- is the process of de-
termining and applying appropriate standards and methods to mini-
mize the likelihood of accidents, injuries or environmental impact dur-

ing the project and during the operation of its deliverables.

o Organisational structure — is the organisational environment within

which the project takes place.

APMBoK

1.GENERAL 4, TECHNICAL 6.ORGANIZATIONAL
® Project managemenl  Design, implementation, and * Life cycle deslgn and mgt.
| ® Program management handover management » Opportunity
® Project control = Requirements management » Design and development
» Estimaling | |« Implementation
» Technology management * Handover
* \alue engineering * (Post-) project evaluation
2.STRATEGIC # Modeling and testing review

# Project success criteria + Configuration management * Organizalion structure

* Sirategy/project mgt. plan * Organization roles
— = \alue management
© Risk management
* Quality management 5.COMMERCIAL
® Health, safety, environmant » Business casa 1.PEOPLE
| | = Marketing and sales * Communications

= Financial management * Teamwork

® Procurement = Leadership
3.CONTROL ;
® Work content & scope mgt. i sankdn : g‘;gﬂﬁtm"awm

* Time scheduling/phasing
|| * Resource management

# Budgeting and cost mat.
® Change control
# Eamned value management
* |nformation management

+ Personnel management

Figure 2.5: The association of project management body of knowledge

(Source: Stretton 2010)

Certification obtained

Certificated Project Manager with the APM Registered Project Professional
(RPP).
Comments by scholars

Crawford and Pollack (2008) stated that APM developed an independent body
of knowledge standard, the APM body of knowledge and stated that the

Project Management Certification Programmes: How appropriate are they?
40



Chapter Two: Theory and Practice of PM Certification Programs

document takes a significantly different perspective on project management in

terms of what is considered to be relevance and how information is conveyed.

Stretton (2010) indicated in his literature review that when UK launched its
certification program in the 1990’s, they did this because they felt that PMI’s
PMBoK did not adequately reflect the knowledge base that project management
professional needed and stated that the reason why APM did not use PMBOK
is because PMI's models are focused on generic processes required to
accomplish a project “on time, in budget and to scope” APM reflects a wider
view of the discipline to address both the context of project and the
technological, commercial, and general management issues which APM believe

are successful to the completion of a project.

One of the key differences in PMBOK and APM is that PMBOK knowledge ar-
eas focus on knowledge and practice that are applicable to most projects most
of the time while contextual issues are discussed in the framework section while
APMBOK includes knowledge and practice that may apply to some projects
and/or part of the time, which is a much more inclusive approach. This is noted
where PMBOK excludes safety whereas APM specifically includes safety
(Stretton 2010).

Alam, Gale, Brown, and Khan (2010) suggested that the realisation of the im-
portance of social-cultural skills was reasonably noted by UK APM when they
established UK APMBoK. The important aspects relating to people skills such
as communication, team work, leadership, conflict management, negotiations,
human resource management, behavioural characteristics, learning and devel-
opment, and professionalism and ethics. The authors further stated that the

APMBOoK is used as a major guide in British management education.

Chin, Yap and Spowage (2010) indicated that:

e Most influential publication of what constitutes the knowledge base of a
profession.
e APMBOoK is targeted more to people whom are already involved with pro-

ject management having both the required knowledge and experience.
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e Claiming to be a practical document, it lacks the focus of in addressing
technical, commercial or environmental issues that may relate to the im-
pact of the project environment.

e APMBOK has been referred to as a more proper set of practices com-
monly to govern projects and its emphasis in the management of people

rather than being manager focused.
Observations

APMBoK was formed because they didn’t agree with PMBoK totally as stated
by Stretton (2010) and APMBoK introduced measures on how to assess the so-
cial cultural skills required by project managers. APMBoK recognises that pro-
ject management is not just simply applying tools and techniques in a mechani-
cal manner. APMBoK looks at the people related skills that are required by

PM’s as well.
iv The International Project Management Associations
Background

The IPMA was founded in Europe in 1967 as a federation of national project
management association. IPMA (2011) represents more than fifty project
management associations from continents of the world and promotes project
management to business and organisations. The main aim of IPMA is to certify
project managers, award successful project teams and research projects, and

provide a number of project management publications.
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Figure 2.6: ICB competency baseline
Source: IPMA (2011)

The IPMA Competence Baseline (IPMA 2011) indicated in Figure 2.6 covers:

“Technical competences, contextual competences, and behavioural
competences...... The ICB sets out the knowledge and experience ex-
pected from the members of the association. It contains basic terms, prac-
tices, methods and tools for professional project management, as well as

specialist knowledge and experience.”

Professionalism

The rules and regulations governing the operation of the certification system
can be found in the ICRG (IPMA Certification Regulation and Guidelines). The
IPMA has the ICB version 3 has its body of knowledge and professional need to
comply with the code of conduct. IPMA has a certification and program that pro-

fessional need to achieve this is discussed in the process for certification.
Entry requirement

The type of certification is based on the four levels listed in Figure 2.7 and Table
2.2 (IPMA 2011). The IPMA Competence Baseline (ICB) is the basis for the

IPMA 4 Level certification system.
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IPMA Competence Levels

|

e |
Certified Project Manager

_ D Certified Project Management Associate

A Certified Projects Director

Certified Senior Project Manager

Level A: Certified Projects Director able to manage

complex project portiolios and programmes.

manoge complex projects. Minimum five years of

experience.

of experience.

working in a project.

Figure 2.7: Levels of competencies required by the IPMA

Source: IPMA (2011)

TABLE 2.2: IPMA levels to accompany Figure 2.7 above

Source: IPMA (2011)

IPMA Level A- Certified Projects

Director

The candidate has at least five years
of experience in portfolio management
and/or programme management with
strategic relevance, of which three
years were is responsible leadership
functions in the management of com-
plex portfolios or programmes and has
two years of experience in managing

projects.

IPMA Level B - Certified Senior

Project Manager

The candidate has at least five years
of project management experience, of
which three years were in responsible
leadership functions of complex pro-

jects.

IPMA Level C - Certified Project

Manager

The candidate has at least three years
of project management experience
in responsible leadership functions of

projects with limited complexity.

IPMA Level D- Certified Project

The candidate has experience in the
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Management Associate project management competence
elements is not compulsory; but it is an
advantage if the candidate already has

applied his project management

knowledge to some extent.

Process for certification

IPMA is a global project management certification program. To apply
candidates need to contact the Member Association (MA) in the country where
certification is an independent third party assessment based on a level-specific
combination of self-assessment, a written exam, a report on the management of
a project, programme or portfolio and an interview. The IPMA certification is
based on four levels of certification programs and is designed as an on-going

competence development process.

The assessor will assess the aspects listed in Figure 2.8 but the basic core
competencies of the IPMA are the ICB Version 3. The steps for certification are

as follows:

Step 1: The candidate need to contact the MA in your country to get application

forms.

Step 2: Apply online by paying the membership fees

Step 3: An assessor will be assigned to the candidate to ensure that
documentation are in order. The assessment is based on the three competence
ranges, behavioural, technical and contextual. The candidate needs to fill out
self-evaluation forms. The self evaluation forms assess the personal qualities of
the candidate. The assessor will have an interview with the candidate. The

candidate will then require writing the IPMA exam based on ICB version 3.

Step 4: The assessor will evaluate the candidate’s results from the self
evaluation forms, interview and exam to fit the candidate to Figure 2.7 and

Table 2.2. The candidate will be notified of the results from the assessor.
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To achieve the IPMA certification, candidates must demonstrate an acceptable

level of understanding, knowledge and practical experience of project manage-

ment as defined by the IPMA Competence Baseline as depicted in Figure 2.7
and Table 2.2.

Core competencies

ICB version 3 contains the following topic.

¢ Handling specific project management phases:

(o]

(0]

Effective preparation and start-up of projects

Auditing and health checks of project management

e Performing project management disciplines:

0

(0]

(o]

(o]

Managing project risk, uncertainty and value in new ways
Coaching and facilitation as a lever for efficiency in projects
Intercultural management competence for project success

Leading projects from a distance

e Managing corporate programmes and projects processes:

(o]

(0]

Programme management to innovate effectively

Managing the corporate project portfolios
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Behavioural competences

This range covers the project
management behaviour and
skills. The ICB contains 15 beha-
vioural competence elements.

= L eadership

» Engogement £ motivation
= Self-control

= Assertiveness

= Relaxation

* Openness

= Creativity

= Results orientation
» Efficency

= Consultation

= Negotiation

= Conflict € crisis

= Reliability

» Volues appreciation
= Ethics

Figure 2.8: IPMA eye of competence
Source: IPMA (2011)

Certification obtained

This range covers the project
management competence in mana-
ging relations with the permanent
organisations and the ability to
function in a project focused organi-
sation. The ICB contains 11 contextual
competence elements.

= Project orientation

* Programme orientation

= Portfolio orientation

* Project programme £ portfolio
implementation

« Permanent organisation

= Business

= Systems, products € technology

= Personnel management

» Health, security, safety ¢ environ-
ment

« Finance

* Legal

Technical competences

This range covers the project
management technical content,
sometimes referred to as the solid
elements. The ICB contains 20
technical competence elements.

= Project manaogement success
= Interested parties

« Project requirements £ objectives
= Risk £ opportunity

* Quality

« Project organisation

= Teamwork

= Problem resolution

= Project structures

= Scope £ deliverables

= Time € project phases

= Resources

= Cost € finance

= Procurement £ contract

= Changes

« Control € reports

= Information € documentation
= Communication

« Start-up

= Close-out

Based on the applicant’s experience (refer to Figure 2.7 and Table 2.2) the

applicant can qualify for the following certification after the assessments:

Certified Projects Director

Certified Senior Project Manager

Certified Project Manager

Certified Project Management Associate

Comments by scholars

The largest member of the IPMA is the UK APM, which has had considerable

influence on the development of the IPMA. An earlier version of the APM Body

of Knowledge (APM, 2006) was one of the key documents referenced in writing
of the ICB: IPMA Competence Baseline (IPMA, 1999). So far, the successes of
the IPMA have been hampered by its federated structure, by the differing priori-
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ties of its national association members, and by lack of funds available for inter-
national and global development (Crawford, 2004b, p. 1393).

After the compilation of UK APMBOK the European countries started to develop
their own BOK in 1993. The purpose of the ICB was to harmonize the then ex-
isting European bodies of knowledge with the primarily purpose of providing a
reference base for its member associations to develop their own National Com-
petence Baseline (NCB) this provides the basis for certification of their project

managers (Stretton 2010).

Alam, Gale, Brown, and Khan (2010) indicated that IPMA produced an amal-
gam of the national Bok’s called the IPMA ICB in order to harmonise the na-
tional project management qualifications. The authors further indicated that ICB
has created version 3 which cater for the social-cultural skills of a project man-
ager. The ICB version 3 is based on the latest project management theory
combined with modern practices and demands from 40 member associations
from all over the world. Managing a project successfully require a mix of con-

ceptual, technical and behavioural competencies.

Chin, Yap and Spowage (2010) indicated that:

e World’s oldest project management organisation

e The certification tends to enforce project management experience as
mandatory certification aspects.

e The IPMA cover knowledge, experience and personal attitude and is
supported by a qualification process which includes training and coach-
ing. However the certification tends to enforce project management ex-
periences as mandatory certification aspects.

e |PMA contents are moderately detailed and delivered in a high level
structure in contrasts with PMI's PMBoK.

e In comparison PMI with over 200 000 members and the accepted de
facto standard, IPMA stands at 40 000 members

Project Management Certification Programmes: How appropriate are they?
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Observations

IPMA came up with ICB version 3 to amalgamate BoKs as stated by the
following authors Crawford (2004), Stretton (2010) and Alam, Gale, Brown, and
Khan (2010). IPMA assesses professional based on their eye of competence
that looks at the behavioural, contextual and technical aspects of the individual.
Also the IPMA assesses projects from an international project management

competence.

v The Australian Institute of Project Management
Background

The first project managers that organized to manage project in Australia was
the Project Managers Forum (PMF) which was formed in 1976.

PMF growth created a demand for professionalism. The decision to turn the
PMF into a professional Institute was made in 1987 to AIPM. The purpose of
the AIPM was for the recognition of a project management qualification of world
standard. In 1997 AIPM instituted 'Registered Project Manager' status to mem-
bers who satisfy the AIPM criteria. The qualification is based on 'National Com-
petency Standards’, which have been defined. The AIPM measures outcomes

to demonstrate a candidate’s competence (AIPM 2011).
Professionalism

The AIPM (2011) has the Code of Ethics for members of the AIPM. The AIPM
has adopted the PMBoK has their knowledge base and professionals need to
abide by professional code of conduct. AIPM has a certification program that is

based on outcomes approach.

Entry requirement

A qualification issued by a registered training organisation (RTO) and at least
five years relevant experience in pm. AIPM (2011) has made changes to the

levels of certification and this is depicted in Figure 2.9.
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Master Project Director Ao dedined e C:’r::}::t%';: :';;: g

i (MPL) (CPPD)
Registered Project Manager T C;I::?::t :Ir::::::_ﬂ

| L y (CPPM)
Qualified Project k Certified Practising
Practitioner Mo dedived 25 Project Practitioner

(CPF) ) (CPPF)

o

Figure 2.9 AIPM levels for project management (Previous and
Current Levels)

Source: AIPM (2011)

Process for certification

The assessor will assess the aspects listed in Figure 2.10 but the basic core
competency of the AIPM is the PMBoK (AIPM 2011). The steps for certification

are as follows:

Step 1: The applicant needs to become a member with the AIPM by sending a

basic CV, application forms and paying the AIPM registration fees.

Step 2: The applicant needs to log in and complete the RegPM online applica-

tion forms.

Step 3: The applicant needs to contact and work with an assessor whom is a
registered RegPM.

Step 4: The applicant needs to complete the assessment from the RegPM.

Step 5: The assessor will submit and assessment report, which will be certified,

by the assessment manager and the process will be checked for completion.

Step 6: After three years the certification needs to be renewed through the con-

tinuous professional development program.
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Guide to RegPM Levels

Function

Scope

Cost

Quality

Human Resources

Communications

Risk

Procurement

Integration

Project Practitioner (Apply)

» Contribute 1o scope definition
» Apply project scope controls

» Contribute 1o the development of project schedules
= Monitor agreed schedule

» Update agreed schedule

» Contribute to implementation of project schedules
= Participate in assessing time management outcomes

» Contnbute to the development of the project budget
= Monitor project costs
» Contribute to project budget reconciliation processes

» Contribute to quality planning
= Apply guality policies and procedures
» Contribute to continuous improvement process

» Assist with determination of human resource
requirements

= Establish and maintain productive working
refationships

» Contribute to team building

= Assist with human resource control

» Contribute to conclusion of human resource practices

» Contribute to communications planning

» Conduct information management activities

» Communicate project information

= Contribute to assessment of communications
management cutcomes

» Aszist with risk analysis and planning
= Perform risk control activities
» Contribute to assessing risk management outcomes

» Assist with contract and procurement planning

= Contribute fo contractor selection process

» Conduct contracting 2nd procurement activities or
SEIViCES

+ Conduct finalisation activities

‘Not required at this level

Figure 2.10 Guide to the RegPM registrations

Project Manager (Plan and Manage)

= Define the project context

= Guide the development of project scope definition
activities

= implement scope controls

= Determine project schedule
= implement project schedule
= Assess time management outcomes

= Determine project budget
= Manitor and control project budgets and costs
» Conduct project financial completion activities

= Determine guality requirements
= Implement quality assurance
= implement project guality improvements

= implement human resource and stakeholder
planning activities

= Implement staff training and development

= Manage the project team and stakeholders

* Assess human resource outcomes

= Plan communications processes

= Manage information

= Manage project reporting

= Assess communications management outcomes

= Determine project risk events

= Monitor and manage opportunities
= Monitor and manage project risk

» Assess risk management outcomes

= Determine procurement reguirements

= Follow agreed procurement processes

= Conduct contracting and procurement activities

= implement contract and/or procurement

= Manage contract and procurement finalisation
procedures

= Agree gnd establish life cycle reporting and
mieasurement systems

= Manage integration of all project management
functions

= Coordinate internal and external environments

= implement project activities throughout life cycle

= Assess project integration outcomes

Source: AIPM (2011)

Core competencies

AIPM core competencies

Competency standards for project management (NCSPM).

Project Director (Direct and Manage)

» Define, plan and direct program/ project scope
throughout iife cyde

= Direct program/ project scope

» Direct scope change activities

» Direct programy project exit criteria

» Develop project/program schedules
* Direct project/program schedules
* Anafyse time management outcomes

» Direct project/program budget development

» Direct programy project costs and accounting
» Direct programy project budget reconciliation
including at completion

» |dentify guality requirements

= Conduct program/ project quality assurance
» Manage the quality management process

» Ensure effective human resource systems

» Ensure effective systems for project organisation
and staffing

» Ensure effective systems for staff performance
management process

» Manage organisational change implications

» Understand program participants and other
stakeholders

» Provide program team leadership

» Monitor program team worklcad

» Monitor and maintain program team and individual
performance

= Build program team cohesion

» Develop project staff

* Assess human resource outcomes

*» Plan program/ project communications

» Direct programy project information

= Direct programy project communications

» Anafyse communications management outcomes

» Plan for the management of risk
» Direct programy project risk
» Aszess risk management oufcomes

» Plan programy project contracting and procurement

= Direct set up of contract and procurement
» Direct contract and procurement process
= Direct finalisation of contracts

» Direct integration of all functions of project
management

= Direct the internal programy project environment to
meet external needs & expectations

» Guide and direct program/ projects throughout
project life cycles

in project management are the National

The AIPM adopted the PMBOK as the knowledge-base for the NCSPM.
Competency units within the NCSPM are established against the Certificate

IV, Diploma and Advanced Diploma qualifications levels set out within

the Government accredited Australian Qualifications Framework.
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The NCSPM is structured around nine units of knowledge

¢ Integration management

e Scope management

e Time management

e Cost management

e Quality management

e Human resources management
e Communications management
¢ Risk management

e Procurement management

Certification obtained
Registered Project Manager (RegPM)
Comments by scholars

Crawford and Pollack (2008) stated that AIPM remained unopposed as the
national project management associations until 1996, by 2003 PMI chapters
were most in all Australian capital cities and that relationship between AIPM

and the Australian PMI varies from friendly cooperation to active competition.

Skulmoski (2001) indicated that the AIPM has the most developed out-put
based competency standards and these standards contain performance

criteria which specify outcomes that demonstrate competent performance.

Stretton (2010) states that the main reason for the AIPM to develop their own
competency standards was the recognition that the possession of knowledge
about a subject does not necessarily mean competence in applying the
knowledge in practice. The Australian Government was very active in

promoting the national competency standards for their professionals.

The format of the AIPM is to promote the performance orientated recognition
of competence in the work place and includes the following main

components:
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o Units of competency: the significant major functions of the profession

o Elements of competency: the building blocks of each unit competency

o Performance criteria: the type of performance in the work place that
would constitute adequate evidence of personal competence

o Indicator range: describe more precisely the circumstances in which

the performance criteria would be applied.

The AIPM content is no different from PMI content and the ANCSPM align
with the nine knowledge areas of the PMBOK guide.

Observations

The AIPM uses the PMBoK body of knowledge, AIPM just assess their
project managers through outcomes based approach. The same comments
that apply to PMI apply to AIPM because they are using the same body of

knowledge.
Vi The American Academy of Project Management

Background

The American Academy of Project Management (AAPM) International Board of
Standards 1996 was the first to institute post-graduate certifications such as the
Master Project Manager (MPM). The AAPM also issues the post-graduate

standards body of knowledge for executives.

The AAPM Global Board of Standards issues Project Management - Board Cer-
tification to qualified applicants who have met the requirements of: education,

training, experience, industry knowledge, ethics, and continuing education.

Professionalism

The AAPM (2011) has the AAPM ™ Professional Ethics. The AAPM has their
body of knowledge in their MPM handbook and the professionals need to abide
by the professional code of conduct. The AAPM has a certification program that

is based post graduate qualifications.
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Entry requirement

Three years of project management experience and PM training for the applica-
tion of the Master Project Manager (MPM), or if the candidate has a master’'s
degree, qualified Project management training and experience an executive

waiver can be applied.

Process for certification

Step 1: The candidate needs to have an approved AAPM degree, training or
pass the AAPM examination. If the candidate has three years and greater of
project management experience and the required education, he may apply for
MPM board certification.

Step 2: The candidate must submit their resume to the board for approval. If the
candidate does not have the above he may write an AAPM exam and obtain a

pass mark of 70% or higher then he can apply for the board certification
Core competencies

The AAPM core competencies are present in the MPM Handbooks The MPM
handbook is derived from actual reviews of mission critical information systems
projects. The MPM states that it sets out a concise, high-level framework for

project management.

AAPM has the MPM handbook in conjunction with the accredited training pro-

viders:

e Meeting the mission: This section consists of the purpose of the
project, identifying the stakeholders and the customers. Managing expec-
tation of the customers. The expectations of the project. How does the
mission fit into the company’s mission? The purpose of this section is to
align activities with strategies, people and processes.

o Strategies: This section consists of articulating the business objectives,

the technical environment, and the project plan.
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o People: This section identifies the project participants and how are they
organised. This section also deals with communicating with the organisa-
tional leadership, the project leadership, the team members, the stake-
holders and the customers.

e Processes: This section teaches the applicant how to define the plan-
ning processes, the technology management, and the control of tasks.

Certification obtained

The applicant that meets the entry requirements and is successful with the

certification procedure will obtain Master Project Manager (MPM).

Comments by scholars

Kinkus (2007) stated that AAPM offer accreditation for project managers whom
did not plan their careers far enough to earn a graduate degree before gaining
their job title

Observations

AAPM was the first certification program that offered post graduate qualifica-

tions in project management.

There is not much scholarly comment about the AAPM only a few stating the

certification and offering of the program as indicated by Kinkus (2007).

vii The International Association of Project and Program Management

Background

The IAPPM is a worldwide leading project and program organisation that
offers certification to individuals and corporate that has project management
experience and knowledge. IAPPM supplements existing bodies of

knowledge with practical methods for achieving project success.
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Professionalism

The IAPPM has its own code of professional ethics. The IAPPM has created
their body of knowledge the CPPM BoK and the professionals need to abide by
the code of conduct according to the IAPPM. The IAPPM has a certification
program that is discussed further in the process for certification listed below.

Entry requirement

The type of certification is based on the three levels listed in Figure 2.11.

Sanior and experienced project and program management executives,
who want to go beyond the CPM and other business [ project

Cerlified Project Director (CPD) management certifications

Experienced project and program managers and senior level managers,
who want o bulld on expertise, acquire new skills, and expand their
knowledge focusing on today's higher-level strategic project and
program management issues

Certified Project Manager (CPM)

Project team members, students al undergraduale and graduate
students, and entry-level project management practitioners, who seek to
aslablish and demonstrate a commaon base of knowledge and terms in
the field of project and program managemeni

Certified Project Professional (CPP)

Figure 2.11: IAPPM Project and Program Management Certification

Framework

Source: IAPPM (2011)

Where the following refers to the Figure 2.11

Certified Project Manager (CPM) - The Certified Project manager (CPM)
credential is for experienced project and program managers and senior level
managers, who want to build upon their expertise, acquire new skills, and

expand their knowledge on project management

Project Management Certification Programmes: How appropriate are they?
56



Chapter Two: Theory and Practice of PM Certification Programs

Certified Project Professional (CPP) - The Certified Project Professional
(CPP) credential is designed to recognize individuals who seek to establish
and demonstrate a common base of knowledge and terms in the field of pro-
ject and program management, such as project team members, students at
undergraduate and graduate students, and entry-level project management
practitioners who will use CPP as a stepping-stone to achieve Certified Pro-
ject Manager (CPM) credential.

Certified Project Director (CPD) - The Certified Project Director (CPD) is
the globally recognized and most prestige level of project and program man-
agement credential, which is designed for senior and experienced project
and program management executives. The CPD certification allows experi-
enced senior managers and executives to acquire new skills and advanced
techniques in managing and controlling today’s complex project and program

management

Process for certification

Experienced project management candidates who are interested to achieve the

CPM credential are required to meet the following requirements, complete the

comprehensive project and program management training, and exams prior to

submitting a CPM credential application.

At the time of the application, the candidate must hold a minimum university ba-

chelor’s degree or above. The candidate is required to complete the following

four (4) tracks in order to attain the CPM credential.
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TABLE 2.3: Process for IAPPM Figure 2.12 above certification require-
ment Source: IAPPM (2011)

CPM Credential Track

Description

Track 1: Academic / Pro-
fessional Background

Bachelor’s university degree or above, or globally
equivalent; OR Certified Project Professional
(CPP); AND

Track 2: Project Man-
agement Experience

Minimum 4 years / 48 months non-overlapping
project and program management experience
during which at least 5,000 hours are spent lead-
ing and directing project tasks in all project and
program management domains; AND

Track 3: Project Man-
agement Education and
Training

36 of contact hours of CPM project and program
management training on CPPMGuide syllabus;
AND

Track 4: CPM Examina-
tion

Pass the 3- hour CPM Examination, which is
comprised of questions based on the IAPPM
CPPMGuide Body of Knowledge

Core competencies

IAPPM core competencies are the CPPM BoK which is their body of

knowledge in project management. This consists of the following modules.

001 - General Project & Program Management
002 - Risk & Crisis Management

003 - Requirements Management

004 - Human Resources Management

005 - Communications Management

006 - Quality Management

007 - Information Technology

008 - Teamwork and Motivation

009 - Portfolio and PMO's

010 - Governance Management
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Certification obtained

The applicant if successful will obtain the Certified Project Manager (CPM)

Credential.
Comments by scholars

Cappel (2009) stated that the IAPPM provides three levels of PM certification as

discussed in the above from section process for certification.
Observations

There is not much scholarly comment about the IAPPM only a few stating the

certification and offering of the program as indicated by Cappel (2009).

IAPPM (2011) feel that although there are bodies of knowledge that are avail-
able there is still a need to supplement theses guides. IAPPM (2011) claim that
they focus on all stakeholders in a project and not only the project managers as

the traditional bodies of knowledge.

IAPPM (2011) also claim that they do not wish to just copy an existing body of
knowledge because “no single BoK will ever be fully complete or comprehen-

sive”.

2.3.2 Summary: certification programs

Section 2.3.1 looked at the professionalism, entry requirements, process for
certification, core competencies and certification that are obtained once the
applicant is successful. This section concluded with Table 2.4 that provided a
summary of what was covered throughout section 2.3.1 and also provides

the current trends for certification.
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Certification trends:

Towards a global approach of competency based standards for project

managers

A global effort for the development of a framework of Global performance based
standards for project management personnel (GPBSPMP) was initiated in 2000.
Representatives from major international project management associations had
been facilitated by Dr L.H. Crawford to develop a maximally inclusive emerging
standards that will incorporate inputs from virtually all project management

knowledge and competency standards (Stretton 2010).

Future trends on certification are indicating a global standard for certification
and one standard process for certification. This will enable project managers to
have standard competencies and methodologies. This will assist projects that

are conducted on an international basis immensely.
Project management organisational certification

Few organisations are practicing organisational certification because even for
the most mature organisations people need to be competent. The PMI is de-

veloping the organisational project management maturity models (OPM3).

Future trends for certification are also indicating organisational certification. This
is quite a difficult task because project managers and accidental project man-

agers need to be competent.

The next section is going to provide merits and demerits of certification pro-

grams.
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2.4 Project management certification merits and demerits

Project management focuses on project management processes. Literature re-
lated to project management certification focuses on the assumption that project
management certification adds value (Gokaydin 2007). The following listed lit-

erature describes the merits and demerits of project management certification.

2.4.1 Merits of certification

The value of project management certification is supported by Ireland (2003)
president of the American Society for the Advancement of Project Management.
Ireland (2003) pointed out that certifications in project management benefit both
the individual and the organisation. Ireland (2003) stated that project stake-
holders gain return on investment because of quality of work, well thought out
decisions and the capability to deliver quality, and timely and cost effective

products and services.

Marsan (2007) stated experts agree that some technical certifications are still
worth time and effort. There is a demand for Six Sigma and PMI certification. A
salary survey was conducted and 159 certified and 156 non-certified skills to
see which affect salaries the most. The results indicated that employees with
certifications were earning more than those with non-certified skills for some
time and the last time non-certified skills but experience was valued than certifi-

cation during the third quarter of 2001.

Mochal (2002), the president of Ten Step, Inc., a project management consult-
ing and training firm, pointed out that the focus for project managers needs to
be delivering value, not just process. Mochal (2002) described three groups of
thoughts related to project management. Pointing out that some people believe
that regardless of the context of the project, a project manager can manage any
project. Conversely, other people believe that project managers need to be sub-
ject matter experts to manage a specific project. The third group believes that
they do not need to follow any particular type of project management processes

to deliver a successful project.
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2.4.2 Demerits of certification

Coatello (2009) stated that certification programs are becoming more of a
“check of the box” type of an approach and stated that there has being abuse
by all parties concerned. The author stated that he values credentials but is ap-
palled by the abdication around the topic. His argument is based on that organi-
sations drive firms to select individuals on the basis of certification but are doing
a poor job of owning the responsibility of ensuring they’ve properly vetted and

leveraged.

Glassie (2003) stated that the conclusions about individual professional compe-
tence cannot be reached based on certification status, as certification only
measures factors that tend to indicate competence, instead of measuring com-

petence directly.

Zwerman and Thomas (2006) stated that knowledge-based certifications that
exist today simply show that you have some background knowledge and can
pass an examination, not that you can successfully manage projects on any

clearly definable criteria.

2.5 Developing the knowledge base

This section builds the knowledge base for project managers.

Figure 2.13 indicated that the competency required by a project manager can
be identified from working backwards by identifying the critical success factors.
The same philosophy as indicated in Figure 2.13 will be used to generate the

knowledge base.
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Reverse Assumption

1
~N

Project

Project Organizational

Y

Competence

Success Performance

Figure 2.13: Linking competence and project success/ organisation per-
formance
Source: Adapted from Crawford (2005)

The following section will look at the attributes of a good project manager, con-
tributors to project failure and success to generate critical factors that could then

be associated with what constituents the appropriate knowledge base.

2.5.1 Attributes of a good project manager

The attributes of what makes a good project manager was used as the first cri-
teria to establish the critical factors that contributed to what constitutes the

knowledge base.

A study by Tiwari and Kaushik (2011) indicated that the most desired person in
the industry will have the following attributes as depicted in the pyramid in Fig-
ure 2.14. The authors further stated that an ideal candidate would have the right
mix of all the skills and that would hit the ground running and be productive from

day 1.
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IDEAL CANDIDATE

SOFT SKILLS

/ TECHNICAL SKILLS (213 Yr Degree\
/ FORMAL EDUGATION ( 4 Yr Degree} \

Figure 2.14: Qualification pyramid
Source: Tiwari and Kaushik (2011)

The study by Tiwari and Kaushik (2011) can also be used to depict the right
combination of skills that a project manager requires to conduct successful pro-
jects. The project manager needs an undergraduate degree, industry technical

skills, soft skills and industry exposure.

The observations from Kerzner (2006) suggested that projects fail to meet time
and cost targets due to poor morale, lack of motivation, poor human relations,
poor productivity, and lack of commitment from employees. Therefore it is evi-
dent from Kerzner’'s observation that people-related issues play a crucial role in

project performance.

Hartman and Skulmoski (1999) discussed that with improved project
competencies the more successful a project. Gareies (2000) and Gareies and
Huemann (2000) discussed the role description of the project manager, which is
listed in Figure 2.15. These attributes was used as a second criteria to build the

success factors of what constitutes the knowledge base.
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Functions in the project start process

Organisation of the project start process (together with the core team members)

Know-how transfer from the pre-project phase into the project together with the project team members
Agreement on project objectives together with the project team members

Development of adequate project plans together with the project team members

Design of an adequate project organisation together with the project team members

Development of a project culture, establishment of the project as a social system together with project team
members

e Performance of risk management and discontinuity management together with the project team members

¢ Design of project-context-relations together with project team members

e Implementation project marketing together with project team members

Functions in the project coordination process

Disposition of resources for the performance of work packages

Controlling the results of work packages, ensurance of quality of work packages
Approval of work package results

Communication with members of the project organisation

Communication with representatives of relevant environments

Continuous project marketing

Functions in the project controlling process

Organisation of the project controlling process (together with the core team members)

Determination of the project status together with the project team members

Agreement on or planning of corrective actions together with the project team members

Further development of the project organisation and the project culture together with the project team
members

Re-definition of project objectives together with the project team members

Redesign of project-context-relations together with the project team members

Project marketing togsther with the project team members

Preparation of progress reports together with the project team members

Functions in the project discontinuity management process

¢ Organisation of the discontinuity management process (crisis or chance management) together with the
project owner

e Confributions regarding the crisis resolution or the chance together with the project team members
Functions in the project close-down process

e Organisation of project close down-process together with the project core team

¢ Emotional close-down of the project and regarding the contents together with the project team members

¢ Transfer of know-how into the line organisation together with project team members and representatives of
the line organisation

e  Final project marketing together with the project team members

Figure 2.15: Role description “project manager”

Source: Gareies (2000) and Gareies and Huemann (2000)
This section looked at attributes of a good project manager.

2.5.2 Contributors to project failure/ success

The second criteria that was used to build the success factors was to look at
what makes a project fail and what makes a project succeed. Analysing what
constitutes project success and failures helped contributed towards building the

success factors.

Project Management Certification Programmes: How appropriate are they?
69



Chapter Two: Theory and Practice of PM Certification Programs

Andreev (2011) suggested that certain factors determine the success or failure
of projects, determination of these critical success factors needs to be based on
a comparative analysis of the specific features of successful and unsuccessful

projects.

“Success” defined by Andreev (2011) as

“...as an aspect of firm performance that largely corresponds to proper as-

sessment of innovations” or

“... as the attainability of the desired results of the innovation processes”

Project success depends on many factors. Many have defined criteria for pro-
ject success. A project is successful when it passes four criteria i.e. when it is
completed within schedule, within budget, within the original set of performance
and quality standards and the client’s satisfactions criterion, where it is ac-

cepted by the end user.

This section identified some of the critical success factors that allow the project
to be completed successfully as defines above. Success factors can be attrib-
uted to many factors and can be classed as technical and social-cultural skills
that are required by the project manager to successfully complete a project. The
technical skills required are discussed in section 2.5.2 (c) and the social-cultural

skills required are discussed in section 2.5.2 (d).

a) Project failure

The inverse of project success is project failure; therefore most of the factors
that cause a project to fail can be related to what can cause a project to be suc-
cessful. Figure 2.16 indicated the percentage of failed projects in the IS sector
and the most frequent failure factors in descending order of frequency. Although
Figure 2.16 was focused on the IS sector but these factors can be applied gen-

erally to project management failures for all sectors.
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The failure factors are found in at least sixty percent of projects. Cerpa and
Verner (2009) stated that projects did not suffer from just one failure factor but
had multiple problems and many of the factors are related to each other. The

study shows that the most frequent factors are.

Delivery date impacted the development process

2. Project was underestimated
Risk were not re-assessed, controlled, or managed through the
project, and

4. Staff was not rewarded for working long hours.

Software Project Failure Factors Percentage of Projects (%)
In-house | Outsourced Overall
Delivery date impacted the development process g93.9 90.5 929
Project under-estimated 83.7 76.2 814
Risks were not re-assessed, controlled, or managed through the 3.4 80.9 a7
project
Staff were not rewarded for working long hours 816 571 743
Delivery decision made without adequate requirements 83.7 476 7249
information
Staff had an unpleasant experience working on the project 83.7 476 729
Customers/Users not involved in making schedule estimates 69.4 76.2 714
Risk not incorporated into the project plan 65.3 809 70.0
Change control not monitored, nor dealt with effectively 63.3 85.7 70.0
Customer/Users had unrealistic expectations 69.4 66.7 B68.6
Process did not have reviews at the end of each phase 755 476 671
Development Methodology was inappropriate for the project 714 52.4 B5.7
Aggressive schedule affected team motivation 69.4 57.1 65.7
Scope changed during the project 67.3 57.1 643
Schedule had a negative effect on team member’s life 714 479 62.9
Project had inadequate staff to meet the schedule 63.3 57.1 61.4
Staff added late to meet an aggressive schedule 61.2 619 61.4
Customers/Users did not make adequate time available for 61.2 571 60.0
requirements gathering

Figure 2.16: Project failures

Source: Cerpa and Verner (2009)
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b) Project success dimension identified by scholars

Shenhur, Levy and Dvir (1997) discussed the criteria for measuring project

success that must reflect the different view which included the organisation, the

project team, and the end-user as depicted in Table 2.5.

TABLE 2.5: Project Success Dimensions 1
Source: Adapted from Shenhur, Levy and Dvir (1997)

Project Success
Dimensions

Criteria

Meeting Design Goals

Meeting operational specifications
Meeting technical specifications
Meeting time goals

Meeting budget goals

Impact on the customer

Fulfilling customer needs
Solving major operational problems
Actually used by the customer

Level of customer satisfaction

Benefits to the organisation

Level of commercial success
Generated a large market share
Opened a new market

Opened a new line of products

Developed a new technology

Zxikael and Globerson (2006) did an extensive literature review and discovered

the following criteria for project success.
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TABLE 2.6: Project success dimensions 2
Source: Adapted from Zxikael and Globerson (2006)

Critical Success factors | Project plan

Top Management Support
Personnel Recruitment
Monitoring and feedback
Customer involvement

Project requirement and Objectives
Adequate Spending

Technical tasks

Communication

Project Strategy

Trouble Shooting

High quality processes
Ownership

Goal commitment of project team
Customer acceptance

Realistic expectations

Smaller project milestones
On-site project manager

Politics

Logistics requirements

c) Technical skills required

Portny (2010) defined a project has been successful when it has produced the
desired results within the established timeframe with the allotted resources and
stated that the following three factors are essential to create the greatest
chances for successfully completing a project: a clear and specific agreed-upon
statement of the desired outcomes, comprehensive lists of all people who are
interested in (needed to support, and/or affected by your project) and a com-

plete and detailed listing of all required project work.
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Starting the Organizing and Doing the Work Closing the Project
Project Preparing
Audience List | * Specifying » Clarifying objectives * Resolving conflicts | ® Sharing closure
D= Drivers the business (D) (S, D) information (S, D)
S = Supporters need (D.) ‘ ¢ Creating the WBS (8) | * Providing progress | * Obtaining final
¢ Determining | » Estimating resource reports (S, D) approvals and
feasibility (S) needs (S) * Approving signoffs (S, D)
e Identifying » Approving needed requested changes | ¢ Distributing final
avai]able resources (SJ (S; D) ])IOieCl repOnS
resources (8) | Assigning roles (S) * Sharing project (S, D)
o Approving project results (S, D) . Reco?rtlzmg
plan (S, D) BEapics
. . performance (S, D)
¢ Developing the project P
communication plan ¢ Con uct}ng o
(S, D) post-project
evaluation (S, D)
Objectives ¢ Incorporating | ® Clarifying required ¢ Quality testing ¢ Developing final
desired deliverables, products, | e progress reporting closure check list
benefits and results o Confirming * Evaluating project
Into project | o Providing basis for the required results are performance
Bhj S WBS being produced ¢ Planning and
 Evaluating change conducting the
requests post-project
« Confirming evaluation
continued need for
project
Work ¢ Assigning roles + Making task s Ensuring all work
Breakdown * Developing schedule assignments is done
Structure e Estimating personnel | ® Setting up schedule | ¢ Closing charge
needs and resource accounts
* Estimating required tracking systems * Planning and
funds » Collecting schedule conducting the
« Esimating other and cost data post-prfliecl
resources required evaluation

Figure 2.17: Project stages taking into account audience list, objectives

and work breakdown structure.
Source: Portny (2010)

Figure 2.17 lists all the tasked that must be accomplished during the project.

Client satisfaction is also a determinant for the sustainable project orientated
company. Browne and Donnabhain (1999) identified key issues and concepts
relevant to Client-Project manager relationship using customer service, service

quality and customer satisfaction.
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Hartman and Skulmoski (1999), Turner (2006) and Turner and Miller (2005)
suggested that there are parallels between business and project management
research and topics such as leadership, communication, teamwork, success,

risks alignment are been examined by both disciplines.

Gareis and Huemann (2000) described how project orientated societies can
assess, describe and further develop PM competencies. The paper puts
forward a proposal of modeling a project orientated society, develops measures
of PM competencies of the society, identify demands for development and

evaluate ongoing transfer.

Table 2.7 represents the summary of the literature review that identified the
technical skills required for project performance. With a list of several factors of
understanding project management standards, risk methodology, documenta-
tion control, understanding how to take make changes in the schedule as well
taking into account the impact of the changes, defined goals and objectives
contract and legal aspects and financial skill are important for a project manager

from a technical side.

TABLE 2.7 Summary of the technical skills required for project success

Project management
standards and methodology

Zxikael and Globerson (2006); Portny (2010
Gareies (2000); Gareies and Huemann (2000);
Aspden (2004); lka, Diallo and Thuillier (2009);
Elkjaer and Felding (1999)

Risk Assessments Metho-
dology

Portny (2010); Gareies (2000); Gareies and
Huemann (2000); Cerpa and Verner (2009);
Elkjaer and Felding (1999)

Documentation Manage-
ment (keeping proper
records)

Gareies (2000); Gareies and Huemann (2000)

Scope and Change aspects
and management

Cerpa and Verner (2009) Gareies (2000);

Gareies and Huemann (2000)

Learning Culture and Au-
dits in place

Zxikael and Globerson (2006); Gareies (2000) ;
Gareies and Huemann (2000);

Andersen, Birchall, Jessen and Money (2006)
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Objectives aligned to man- | Shenhur, Levy and Dvir (1997); Zxikael and
agement support Globerson (2006)

Contract and Legal Issues | Koetsier, Grefen and Vonk (2000); Kwak,and
Anbri (2009); Grefen, Aberer, Hoffer and
Ludwig (2000)

Financial Kosaroglu, M. and Hunt, R.A (2009); Cerpa and
Verner (2009)

d) Social-cultural skills required: People related factors for Project Success

Table 2.8 represents the literature review that identified the people-related fac-
tors for project performance. With a list of several factors of project success, top
management support and a clear definition of a project’s mission are identified

as some of the important factors.

Studies on project success identified success factors, which include clearly de-
fined goals, top management support of resources, detailed plan and implemen-
tation processes, consultation with clients and stakeholders to determine expec-
tations, monitoring and feedback, adequate communication with all the stake-

holders including the project team, and ability to handle unexpected problems.

TABLE 2.8 Summary of the social-cultural skills required for project

success
Communication Narciso and Verner (2009); Johannessen and
Olsen (2011); Adenfelt (2010); Ochieng and
*Clear Price (2010); Hossain and Wu (2009), Vance
Communication (2009); Ponnappa-Brenner (2008) ; Henderson

(2008); Ayers (2007); Otter and Emmitt

** Effective team members (2007)**; ( Kraus (2006); (Gillard and

play a role in communication | Johansen (2004); Andersen, Birchall, Jessen
and Money (2006)***

***Strong Project Commit-

ment
Defined Roles and Re- Jacques (2008); Maire (2011); Sommerville,
sponsibilities Craig and Hendry (2010); Wan, Nor, and Mar-

jani (2009); De Vries (2009);*Kelley and Lee
*Direct Managerial Support | (2010)

Understand and known Ahlemann, Teuteberg and Vogelsang (2009);
the Expectation Ireland (1992); Zells (1983); Shah (1990)
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Project Management William (1993); Liberatore (1987); Gareies
processes (2000); Gareies, and Huemann (2000); Shen-

hur, Levy and Dvir (1997); Anantatmula (2010)
Trust Lajiness and Feldhaus (2011); **Maurer

(2010); David (2007)
**Stable pool of project team
members

Outcomes Portny (2010); Crawford (2008); Hartman and
Skulmoski (1999)

This section looked at literature that causes a project to fail and be successful.
This section assisted as one of the criteria that were used in establishing the

project success factors.

2.6Critical factors for project success

Taking into account project success factors, what makes a project fail and
attributes of a good project manager, those criteria was used to generate the

requirements of the critical success factor for a project to be successful.

TABLE 2.9 Success factors for project success

Project Success Factors

Technical Skills Required

PSF 1 Understand project management standards and
process used from planning to implementation. En-
sure that standards and procedures are followed
properly and fairly. Tools and techniques can be

used to enhance this success factor.

PSF 2 Risk analysis methodology to ensure identification,
planning and mitigation strategies are in place. En-
sure that the firm has a risk methodology that is

standardized throughout the company.

PSF 3 The project manager needs to keep proper records
and documentation in place for the duration of the

project.

PSF 4 The project manager needs to have the ability for
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proper scheduling of activities and scope manage-
ment of the project. The project manager needs to
have change control to adapt be flexibility if it is re-

quired during the duration of the project

PSF 5

The project manager needs to understand the
project performance measures for the project to pro-
vide feedback on the progress of the project. The
project manager must be able to understand the
quality requirements to be able to do audits on the
project to ensure that when the project is not within
cost, quality and time then he can plan to recover

quickly by having the performance checks in place.

PSF 6

The project manager needs to have a learning cul-
ture in place so that he can learn from past mistakes
and avoid them in future performance. He needs
also to motivate his team to learn and be more ef-

fective.

PSF 7

Project objectives to be aligned with the business

objects thus obtaining upper management support.

PSF 8

Contract and Legal management: the project man-
ager needs to understand the legal implications and
the contractual implications during the projects from

contractors and the clients.

PSF 9

Value Analysis: Understand financial implications
and the EVA, RIO, and the NPV.

Social-Cultural Skills Required

PSF 10

Strong communication skills need to be built for con-
flict management, reporting, giving feedback and the
work breakdown structure. Clear communication
between all stakeholders during the project lifecycle

and effective people/team performance
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management needs to be established which
involves coaching, motivation and intercultural

management.

PSF 11

The project manager needs to have clearly defined
roles and responsibilities for the team that he man-
ages. Have a clear organ gram with defined roles
and responsibilities for all resources managed

throughout the project lifecycle.

PSF 12

The project manger needs to understand and know
the expectations of the stakeholders which include
his team members. The project manager needs to
know what customer expects at the end of the deliv-
erable. The project manager needs to manage the
expectation of the human resources as well as the

customer throughout the project lifecycle.

PSF 13

The project manager needs to understand the
project management processes and standards to
conduct detailed plans and the implementation

processes,

PSF 14

The project manager needs to understand the out-
come of the project to ensure that he delivers what
is expected. The project manager must have quality
checks throughout the project lifecycle to ensure
that the project is within cost, quality and time.
Resource planning for productivity

Time management of resource

Risks ldentification and Mitigation

Risk identification strategies

This section identified the critical success factors for successful projects.
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2.7 Proposed content for competent project managers

Based on the critical success factors that were obtained from the literature in

Table 2.9 the content for the knowledge base was constructed in Table 2.10.

TABLE 2.10: Knowledge base for project mangers

Knowledge | Description Addressing
Areas Success
Factor

1. Project Understand the project management process PSF 1, 14,
Management | from planning, implementation, monitoring and 13,2,11,6
Techniques | controlling. Understand quantity and be ableto | and 10

conduct risk mitigation and assessments. Tech-

niques for conducting post project reviews thus

conducted to create learning environment

(Tools can be used to enhance this content e.g.

Microsoft Project and Excel for the Risk As-

sessment.)
2 Change Techniques for change and scope management | PSF 4, 3 and
and Scope of the project. Standards and procedures needs | 10
Management | to be defined and in place. This would enhance

proper documentation and reporting thus also

improving communication skills.
3 Stake- Techniques for understanding the requirements | PSF 12 and
holder Man- | of stakeholders customer requirements and 7
agement team expectations.
4 Conflict Techniques needed to resolve conflict between | PSF 11
Management | all stakeholders including customer, contractor

and team members.
5 Financial Techniques needed to understand financial cal- | PSF 9
Management | culations such EVA, ROI, NPV.
6 Contract Techniques needed for understanding contracts | PSF 8
and Legal and legal implications of contracts.
requirement
7 Perfor- Techniques needed to conduct performance PSF 5
mance Man- | management for the project and team perfor-
agement mance.

This section identified the knowledge base required for competent project man-

agers.
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2.8 Summary

This chapter began with how to assess project management competencies. Li-
terature indicated that for a project manager to be competent a standard should
be met and this doesn’t require the project manager meet the standard with su-

perior performance in meeting.

This chapter mainly focused on global project management certification pro-
grams. Seven different project management certification programs were studied
in detail and are summarized in Table 2.4 with the core competencies of each

project management certification program identified.

Different certification programs focused on different goals and achievements

depending on the objectives of the certification organisation.

Certification merits and demerits were listed. Research showed that there is a
demand for the PMI certification and those with certification earn more than
those that don’t. It was also argued that certification is becoming more of a

“check of a box” instead of adding any value.

This chapter then covered the key project success/failures and attributes of a
good project manager. The critical factors that were identified were used to map

the knowledge base.
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CHAPTER THREE: RESEARCH DESIGN AND METHODS

Chapter two provided the literature surrounding PM Certification Requirements, cov-
ered in Section 2.3 and the proposed ideal PM knowledge base was developed in

Section 2.7 (indicating the progress thus far in Figure 3.1).

This Chapter explored the research methodologies that can be used to test the cur-
rent PM certification knowledge base with the ideal PM knowledge base identified in
Section 2.7.

Develop an Ideal Gaps between
PM Knowledge Ideal and PM
Base Certifications

Review of PM
Knowledge base

PM Certification

Requirements

Figure 3.1: Progress thus far

This chapter explored the literature on research methodologies and the method of

analysis used in this research. The chapter layout is provided in Figure 3.2.

CHAPTER 1
General Introduction

v

CHAPTER 2
Theory and application of Project Management

Certifications

v

. CHAPTER3 .
Research Design and Methods: Content Analysis

3.1 Introduction
3.2 Research design
3.2.1 Qualitative research design
3.2.2 Quantitative research design
3.3 Sample design and sample size
3.4 Data collection method
3.5 Methodology selected
3.5.1 Method of analysis
3.6 Research instrument
3.6.1 Establishing the allocated scores
3.7 Ethical considerations
3.8 Summary
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CHAPTER 4
Results and Discussions

J/

CHAPTER 5
Conclusions and Recommendations

Figure 3.2: Chapter 3 in context with the overall research report

3.1 Introduction

This section discussed the theory of research designs, sample design and sample
size, data collection method, method of analysis, selected a methodology for this
study, and discussed the research instrument and the ethical considerations taken

into account in this study.

There are two broad types of analysis that can be conducted i.e. Qualitative and
Descriptive Research Design (Quantitative). A third analysis that can be still be con-
ducted is the mixed method approach, which is a mixture of both qualitative and

guantitative analysis.
3.2 Research designs
This section discussed the research design methods.

3.2.1 Qualitative research design

Qualitative research design’s purpose is to gather a comprehensive understanding of
human behavior and the reasons that govern such behavior (Leedy and Ormrod
2005).

Cassell and Symon (1994) gave the following list of defining characteristics for qualit-

ative research.
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“ a focus on interpretation rather that quantification; an emphasis on subjectivity
rather that objectivity; flexibility in the process of conducting research; an orienta-
tion towards process rather than outcome; a concern with context—regarding
behaviour and situation as inextricably linked in forming experience; and finally,
an explicit recognition of the impact of the research process on the research sit-

uation”

There are several different approaches to qualitative analysis. They all focused on a
phenomenon in its natural setting in the real world and they involve studying the phe-

nomenon in all its complexity in a multifaceted dimension.

The strength of the qualitative method: (Leedy and Ormrod 2005):

e Are useful when a subject is too complex to be answered by a simple yes or
no hypothesis.

e These types of designs are much easier to plan and carry out.

e Qualitative research methods are not as dependent upon sample sizes as

quantitative methods.

The weakness of the qualitative method: (Leedy and Ormrod 2005):

e This method requires a lot of careful thought and planning, to ensure that the
results obtained are as accurate as possible.

e The data from qualitative analysis cannot be mathematically analyzed in the
same comprehensive way as quantitative results, so this method can only give
a guide to general trends.

¢ Itis a lot more open to personal opinion and judgment.

e Any qualitative research design is usually unique and cannot be exactly re-

created, meaning that they do lack the ability to be peer reviewed.

3.2.2 Quantitative research design

The quantitative research design is sometimes referred to as true science. They util-

ize traditional mathematical and statistical means to measure results.
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Hopkins (2000) defined quantitative research design:

“...Is to determine the relationship between one thing (an independent variable)
and another (a dependent or outcome variable) in a population. Quantitative re-
search designs are either descriptive (subjects usually measured once) or ex-
perimental (subjects measured before and after a treatment). A descriptive study
establishes only associations between variables. An experiment establishes

causality”

The strength of the quantitative method :( Leedy and Ormrod 2005):

e This method is an excellent way of finalizing results and proving or disproving a
hypothesis.

e The quantitative structure is standard across many scientific fields and discip-
lines.

¢ Following the statistical analysis, a comprehensive answer is obtained and the
results can be legitimately discussed and published.

e This method tries to filter out external factors, if properly designed, and so the
results gained can be seen as real and unbiased.

¢ Quantitative experiments are useful for testing the results gained by a series of
qualitative experiments, leading to a final answer, and a narrowing down of

possible directions for follow up research to take.

The weakness of the quantitative method: (Leedy and Ormrod 2005):

e The studies must be carefully planned to ensure that there is complete rando-
mization and correct designation of control groups.

e This method usually requires extensive statistical analysis.

3.3 Sample design and sample size

Project Management institutions and associations that offered PM certification pro-
grams were identified globally. All the existing global certification programs were con-
sidered. This study was then limited to the existing global certification program;
therefore this research did not cover project management degrees that were obtained
from higher institutions and diplomas. Seven global certification programs were iden-
tified for this study and are listed in Section 1.14 of this report.
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3.4 Data collection method

The data was collected from the webpage’s and handbooks of the PM certification

program associations.

3.5 Methodology selected

The literature in the fields of qualitative content analysis was comprehensive with re-

searchers that are able to conduct detailed studies of a content analysis, for example:

Forman and Damscroder (2008) stated that:

“...in qualitative content analysis, data are categorized using categories that are
generated, at least in part, inductively (derived from data), and in most cases
applied to the data through close reading. Qualitative content analysis is one of
many qualitative methods used to analyze textual data. It is a generic form of da-
ta analysis in that it is comprised of an a theoretical set of techniques which can
be used in any qualitative inquiry in which the informational content of the data is

relevant.”

Elo and Kyngas (2008) indicated in Figure 3.3 confirmed that

“Content analysis as a research method is a systematic and objective means of
describing and quantifying phenomena. It is also known as a method of analyz-
ing documents. Content analysis allows the researcher to test theoretical issues
to enhance understanding of the data. Through content analysis, it is possible to
distil words into fewer content related categories. It is assumed that when classi-
fied into the same categories, words, phrases and the like share the same

meaning.”

Project Management Certification Programmes: How appropriate are they? 86



Chapter Three: Research Design and Methods

What is already known about this topic

Content analysis is used in many studies in nursing and
it has a long history, but there has been little discussion
of its use.

Content analysis may be used with either qualitative or
guantitative data and in an inductive or deductive way.
Content analysis is a flexible method and there are no
simple guidelines for data analysis, which makes it

challenging for the researcher.

What this paper adds

Content analysis is extremely well-suited to analysing
data on the multifaceted, sensitive phenomena char-
acteristic of nursing.

The use of inductive content analysis is recommended
when there are no previous studies dealing with the
phenomenon or when knowledge is fragmented.

A deductive approach is useful if the aim is to test an
earlier theory in a different situation or to compare
categories at different time periods.

Figure 3.3: Summary of research of qualitative content analysis

Jauch, Osborn and Martin (1980) summarized that one asset of this method is that;
other researchers can replicate the findings and investigators can compare their find-

ings with those generated from a structured content analysis of cases and concluded

with the following:

“We find it particularly interesting that using a somewhat novel method highlights

Source: Elo and Kyngas (2008)

problems in better-established data-collection techniques.”

Titscher, S. Meyer, M. Wodak, R. and Vetter, E (2000) indicated that content analysis

is
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"The longest established method of text analysis among the set of empirical me-
thods of social investigation referred only to those methods that concentrate
on directly and clearly quantifiable aspects of text content, and as a rule on ab-

solute and relative frequencies of words per text or surface unit"

These researchers agree that the distinguishing characteristics of content analysis
must consist of characterizing the data and needs to be replicated. The content anal-
ysis focuses on the frequency with which words or concepts occur in texts or across

texts.

Table 3.1 lists types of qualitative research designs methods (Leedy and Ormrod
2005). After analyzing Table 3.1 qualitative content analysis methodology was se-
lected as the most appropriate methodology. The basic idea is to take a list of con-
cepts and a set of texts and count the number of times each concept occurs in each

text.

In order to interpret and evaluate the constitution of the knowledge base contained in
the certification programs, a content analysis technique was applied. This type of qu-
alitative analysis was used for analyzing the contents of the knowledge base from the

certification programs and comparing it with the proposed base that was developed.
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TABLE 3.1: Distinguishing characteristics of different qualitative designs

Distinguishing Characteristics of Different Qualitative Designs

Purpose

Focus

Data Collection

Data Analysis

Case Study

To understand one
person or situation

One Case or a few cases within
their natural setting

Observations
Interviews
Appropriate written documents

Categorizations and

interpretation of data in terms of]
common themes

Synthesis into an overall
portrait of cases

Ethnography

To understand how behaviors
reflect the culture of a group

A specific field site in which a
group of people share a
common culture

Participant observations
Structured or unstructured
interviews with informants

Artifact/document collection

Identification of significant
phenomena and underlying
structures and beliefs
Organization of data into a
logical whole

Phenomenol
ogical Study

To understand an experience
from participant’s points of view,

A particular phenomenon as it
is
typically lived and perceived by
human beings

In-dept unstructured interviews
Purposeful sampling of 5-25
individuals

Search for the ‘meaning units’
that reflect various aspects of
the experience
Intergration of the meaning
units into a ‘typical’ experience

Grounded
Theory Study|

To derive a theory from data
collected in a natural setting

A process including human
actions and interactions and
how they result from and
influence one another

Interviews
IAny other relevant data sources

Prescribed and systematic
method of coding the data into
categories and identifying
interrelationships. Continual
interweaving of data collection
and data analysis. Construction
of a theory from the categories

s P

Content
Analysis

To identify the specific
characteristics of a body
of material

Methodology Selected

Any verbal, visual or
behavioral form of
communication

Identification and
possible sampling of the
specific material to be
analyzed
Coding of the material in
terms of predetermined
and precisely defined

characteristics

Tabulation of the
frequency of each
characteristic
Descriptive or inferential
statistical analysis as
needed to answer
research question

Source: Adapted from Leedy and Ormrod (2005)

3.5.1 Method for analysis

The procedure was selected from Leedy and Ormrod (2005). This procedure was
aligned with Figure 3.4 obtained from Kohlbacher (2006).

Project Management Certification Programmes: How appropriate are they?

89




Chapter Three: Research Design and Methods

Theory

3
Coding agenda

TS,

o | —
[ | =%
o | —»

| R

Information

L 4
Analysisf

interpretation

Figure 3.4: Basic proceeding of qualitative content analysis
Source: Kohlbacher (2006)
Procedure (Leedy and Ormrod (2005)

Step 1: The researcher indentifies the specific body of material to be studied.

Step 2: The researcher must define the characteristics or qualities to be examined in
precise, concrete terms.

Step 3: The researcher must break down items of a complex material into small, ma-
nageable segments to be analyzed separately.

Step 4: The researcher must scrutinize the material. When the material is entirely ob-
jective, one single judgment is enough, but if subjective, more judgments may be, 2

or 3 are required, and then a composite of the judgments is used.

From the methodology mentioned above and as depicted in Figure 3.5. Steps 1 and
2 have been completed thus far. Steps 3 and 4 will be discussed further in the results

section.
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Figure 3.5: Progress from the procedure

Step 1: The contents of the knowledge base from the PM certification programs were
used as the body of material that was assessed in this study. This was identified in

chapter 2 under section 2.3.

Step 2: The knowledge base characteristics were defined and are listed in chapter 2
under section 2.7.

Step 3: This knowledge base from the certification programs was broken down into

manageable segments.

Step 4: The knowledge base from the certification programs was compared to the

proposed knowledge base that was developed in Chapter 2 under section 2.7.

3.6 Research instrument

The raw data was collected from the web pages and handbooks from the certification
institutions. The data was structured to ensure a reliable and valid comparison of the

proposed knowledge base with the certification programs knowledge base.

The methodology relied on the “grounded theory” approach, which offered response
to objectivity. Under the structures of grounded theory a content analysis, through the

use of a coding frame was used.
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3.6.1 Coding frame

Carley (1993) stated that when coding a text the researcher must choose between

using a predefined set of concepts and developing a list of concepts during the

process of coding:

“Having a predefined list of acceptable concepts can be done by specifying ei-

ther which concepts are to be coded or which are to be deleted.”

text

fext

categornies

Initial read Tdentify specific Label the Reduce overlap Create a model
through text segments of segments of and redundancy mncorporating
data information information to among the most important
create categories categories categories
Many pages of | Many segments of | 30-40 categones 13-20 3-8 categories

Figure 3.6: The coding process

Source: Thomas (2003)

Thomas (2003) discussed the approach to an overview for the coding process, which

is depicted in Figure 3.6.

Thomas (2003) stated that:

“The intended outcome of the process is to create three to eight summary cate-

gories, which in the coder’s view captures the key aspects of the themes in the

raw data and which are assessed to be the most important themes given the

research objectives. Inductive coding which finishes up with more than about

eight major themes can be seen as incomplete. In this case some of the cate-

gories may need combining or the coder has not made the hard decisions

about which themes or categories are most important.”
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The coding frame that was used in the study is the proposed knowledge base. This
was developed in Section 2.7. This study employed two attributes i.e. frequency and
intensity where frequency meant counting whether something occurred or not in the

content and the intensity was the strength of the themes in the content.

3.6.2 Establishing the allocated scores

A comprehensive scrutiny of each of the seven certification programmes was con-
ducted to establish the extend of coverage of the knowledge areas mentioned in Ta-
ble 2.10.

Theses knowledge areas defined a typical project management programme to devel-
op competent project managers and are reproduced in Table 3.2 with the allocated

scores.

Each of the seven knowledge areas were given a score of 100 points, therefore the

maximum points a certification knowledge base could get would be 700 points.

TABLE 3.2: Knowledge base with allocated scores

Knowledge Areas Description and the Allocated Scores
1 Project Management | Understand the project management process from
Techniques planning, implementation, monitoring and controlling.
(PMT) (55 %)
(Total = 100 %) Understand quantity and be able to conduct risk miti-

gation and assessments. (25%)

Techniques for conducting post project reviews thus
conducted to create learning environment (20%)

(Tools can be used to enhance this content e.g. Mi-
crosoft Project and Excel for the Risk Assessment.)

2 Change and Scope Techniques for change and scope management of the

Management project. (20%)
(C&SM)
(Total = 100 %) Standards and procedures needs to be defined and in

place. (50%)

Proper documentation and reporting thus also improv-
ing communication skills. (30%)
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3 Stakeholder Manage-
ment
(SM)

(Total = 100 %)

Techniques for understanding the requirements of
stakeholder’s customer requirements (70%) and team
expectations. (30%)

4 Conflict Management
(CM)
(Total = 100 %)

Techniques needed to resolve conflict between all
stakeholders including customer (50%), contractor
(10%) and team members. (40%)

5 Financial Management
(FM)
(Total = 100 %)

Techniques needed to understand financial calcula-
tions such EVA, ROI, NPV.

6 Contract and Legal re-
quirement
(C&LR)

(Total = 100 %)

Techniques needed for understanding contracts
(50%) legal implications of contracts. (50%)

7 Performance Manage-
ment
(PM)
(Total = 100 %)

Techniques needed to conduct performance man-
agement for the project (50%) and team performance.
(50%)

Therefore: PMT + C&SM + SM+ CM + FM + C&LR + PM =700 %

To establish whether a certification program was adequate an adequacy scale was

developed based on percentage points. This scale was constructed as follows in Ta-

ble 3.3:

TABLE 3.3: Adequacy scale

Scale Extremely Inadequate Moderately Adequate
Parameters Inadequate q adequate 9

Scale 0-25% 26-50% 51-75% 76-100%
Percentage

3.7 Ethical considerations

Before considering this research topic ethical issues through all phases of the re-
search process were considered. The data was collected from the webpage’s and
handbooks of the PM certification program association. One of the ethical issues of
this study is whether to keep the names of the PM associations anonymous. Howev-
er this data is available without restraint, therefore readers have a right to know this

type of information.
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3.8 Summary

This chapter focused on the research design and methodology. Qualitative research
is often taken to mean inductive, theory generating, subjective and nonpositivist while
guantitative research is often taken to mean deductive, theory testing, objective and

positivist.

The method chosen for this study was the qualitative content analysis. The types of
research designs, sample design and sample size, data collection method, method of
analysis, research instrument and the ethical consideration were discussed. Justifica-

tions for the choice of method chosen were presented.

The next section will discuss the results and the analysis of the certification pro-

grams.
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CHAPTER FOUR: RESULTS AND DISCUSSIONS

Chapter three provided the research methodology that was used in this study.
Figure 4.1 provided the progress thus far i.e. determined each of the PM require-
ments from the certification programs and developed what could be described as an

ideal knowledge base.

This chapter discussed results and the analysis from the content analysis identifying
the gaps from each of the certification program compared to the knowledge base that

was developed. The chapter ends with the discussion of the findings.

The chapter layout is provided in Figure 4.2 for more clarity of how Chapter 4 fits into

the overall research report.

Develop an Ideal Gaps between
PM Knowledge Ideal and PM
Base Certifications

Review of PM
Knowledge base

PM Certification

Requirements

We are here

Figure 4.1 Progress thus far

CHAPTER 1
General Introduction
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¢

CHAPTER 2
Theory and application of Project Management
Certifications

v

CHAPTER 3
Research Design and Methods: Content Analysis

\

CHAPTER 4
Results and Discussions

4.1 Introduction
4.1.1Data description
4.1.2Approach to answering the research questions
4.1.3Coding frame and adequacy scale
4.2 Presentation of the results and analysis
4.2.1 Presentation of results
4.2.2 Adequacy of the programs
4.2.3 The inadequacy of the knowledge areas
4.2.4 Individual certification program scoring obtained
4.3 Validity of the answers to the research questions
4.4 Discussion of results
4.5 Summary

CHAPTER 5
Conclusions and Recommendations

Figure 4.2: Chapter 4 in context with the overall research report
4.1 Introduction

This section presented the results and the analysis from the content analysis study,
provided the data description, how the research questions were approached, coding
frame and adequacy scale, presented the result and analysis, discussed the adequa-
cy of the certification programs, identified the inadequacy of the knowledge areas,
the analysis of the individual program scoring and discussed the validity of the an-
swers from the research questions, discussions of the findings and ends with the

summary
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4.1.1 Data description
This research report started with four research questions that needed answers. The

analysis was based on a qualitative content analysis using a coding frame.

In order to interpret and evaluate the constitution of the knowledge base contained in
the certification programs, an extensive content analysis was performed. This was
used for analysing the contents of the knowledge base from the certification pro-
grams and comparing it with coding frame. An adequacy scale was developed with

scale parameters to establish whether a certification program was adequate or not.

4.1.2 Approach to answering the research questions

Research questions

Chapter one provided four research questions that required to be answered and are
reproduced in Table 4.1. The first question to be answered will address the central

issue of this study:

Research Question 1:“Are the PM voluntary associations or certification

institutes providing adequate PM knowledge base for their members?”

After and extensive literature review a proposed ideal knowledge base was devel-

oped and this addressed the second research question:

Research Question 2: “What constitute PM certification requirements?”

The next two questions will be discussed in detail during the results and analysis sec-

tion.

Research Question 3:“Are there any gaps between the ideal PM knowl-

edge base and PM Certification requirements?”

Research Question 4:“Do PM Certification requirements need to be re-

viewed towards providing adequate PM knowledge base?”
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Research question listing and classifications

The “grounded theory” approach was used. The end result of this research will be

answers to the research questions that will describe a phenomenon.

will answer the following questions.

TABLE 4.1: Results per certification program

No. Research Question

Research “Are the PM voluntary associations or certification in-

Question 1 stitutes providing adequate PM knowledge base for
their members?”

Research “What constitute PM certification requirements?”

Question 2

Research “Are there any gaps between the ideal PM knowl-

Question 3 edge base and PM Certification requirements?”

Research ‘Do PM Certification requirements need to be re-

Question 4 viewed towards providing adequate PM knowledge
base?”

4.1.3 Coding frame and adequacy scale

This chapter

The objectives of the study were defined in chapter one. The coding frame was con-

structed from literature to determine pre-defined themes of interest. The themes were

allocated scores. The coding frame and the adequacy scale was developed in Chap-

ter 3, section 3.6 and reproduced in Table 4.2 and Table 4.3 for convenience. Codes

and labels were attached to pieces of the raw data, which was relevant to the

themes.
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TABLE 4.2: Knowledge base with allocated scores

Knowledge Areas

Description and the Allocated Scores

1 Project Management
Techniques
(PMT)

(Total = 100 %)

Understand the project management process from
planning, implementation, monitoring and controlling.
(55 %)

Understand quantity and be able to conduct risk miti-
gation and assessments. (25%)

Techniques for conducting post project reviews thus
conducted to create learning environment (20%)

(Tools can be used to enhance this content e.g. Mi-
crosoft Project and Excel for the Risk Assessment.)

2 Change and Scope
Management
(C&SM)

(Total = 100 %)

Techniques for change and scope management of the
project. (20%)

Standards and procedures needs to be defined and in
place. (50%)

Proper documentation and reporting thus also improv-
ing communication skills. (30%)

3 Stakeholder Manage-
ment
(SM)

(Total = 100 %)

Techniques for understanding the requirements of
stakeholder’s customer requirements (70%) and team
expectations. (30%)

4 Conflict Management
(CM)
(Total = 100 %)

Techniques needed to resolve conflict between all
stakeholders including customer (50%), contractor
(10%) and team members. (40%)

5 Financial Management
(FM)
(Total = 100 %)

Techniques needed to understand financial calcula-
tions such EVA, ROI, NPV.

6 Contract and Legal re-
quirement
(C&LR)

(Total = 100 %)

Techniques needed for understanding contracts
(50%) legal implications of contracts. (50%)

7 Performance Manage-
ment
(PM)
(Total = 100 %)

Techniques needed to conduct performance man-
agement for the project (50%) and team performance.
(50%)
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TABLE 4.3: Adequacy scale

Scale Extremely Inadequate Moderately Adequate
Parameters Inadequate q Adequate 9

Scale 0-25% 26-50% 51-75% 76-100%
Percentage

4.2 Presentation of the results and analysis

The scores were determined after an extensive content analysis for the seven know-

ledge areas of the selected certification programs.

Three analyses were conducted; one was to examine the adequacy of each program.

The second was to get an overall comparative picture of the adequacy of the know-

ledge areas. The third focused on the adequacy of coverage of the content of the

seven knowledge areas per individual programs. This analysis led to the gaps that

exist per certification program.

4.2.1 Presentation of results

The results from the content analysis are presented in Table 4. 4 below and a de-

tailed results table is present in Appendix A.
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TABLE 4.4: Results per certification program

Aveage
Score Per
Knowledge Areas| AACE PMI UK APM IPMA AAPM IAPPM KA
Project Management
Techniques 40 92 92 88 72 87 78.50
Change & Scope
Management 49 85 86 77 75 80 75.33
Stakeholder Man-
agement 40 20 50 60 90 50 51.67
Conflict Manage-
ment 30 20 60 30 60 40 40.00
Financial Manage-
ment 100 80 75 54 30 40 63.17
Contract & Legal
Requirements 40 30 55 30 40 20 35.83
Performance Man-
agement 40 40 60 80 40 40 50.00
Average Score per
Certification Pro-
gram 48.43 52.43 68.29 59.86 58.14 51.00

4.2.2 Adequacy of the programs

Results of the analysis for the adequacy of all the programs are presented in Figure

4.3. The results indicated that AACE is not adequate were as the other five-

certification program are moderately adequate. AACE has the lowest score of 48%
and UK APM scored the highest of 68.29%.
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Certification Program Scoring
100.00

90.00
80.00
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68.29

48.43
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AACE PMI AAPM

UK APM IPMA IAPPM

Figure 4.3: Comparative analysis of the certification program scoring

According to the analysis PMI, UK APM, IPMA, AAPM and IAPPM are in the moder-
ately adequate band (51-75%), which indicated that theses five programs are ade-
guate but still requires some adjustments in certain dimensions to become fully ade-

quate.

These results provide part of the answer to the research question 1:

Research Question 1:“Are the PM voluntary associations or certification

institutes providing adequate PM knowledge base for their members?”

From the results the certification programs are only moderately adequate in providing
would-be competent project managers, indicating that there still are gaps. The next

dimensions provide the gaps of the certification programs.
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4.2.3 The inadequacy of the knowledge areas

Further analysis was conducted to obtain the average impression of each dimension
for all programs through averaging the scores. This will answer the next research

question if the knowledge areas within the certification program are adequate

Research Question 2 “Are there any gaps between the ideal PM knowledge

base and PM Certification requirements?”

The results are summarised in Figure 4.4. On average the results indicated that two
of the knowledge areas are adequate i.e. Project management techniques (PMT) and
the Change and Scope management (C&SM). According to the measurement scale
both PMT and C&SM are adequate, but this is at the lower level of the scale. This
means that on average certification programs are adequate in those knowledge ar-
eas. (Note that this is an average score and the next section will provide an analysis

of each individual certification program.)

According to the measurement scale Financial Management (FM) and Stakeholder
Management (SM) are moderately adequate on average. This means that although
theses knowledge areas are adequate there still are gaps that need to be addressed

in these areas.

According to the measurement scale Conflict Management (CM), Performance Man-
agement (PM) and Contract and Legal Requirements (C&LR) are inadequate on av-
erage, this means that generally certification programs do not focus on theses as-

pects therefore sometimes neglecting the core knowledge areas.

Theses scores are average scores of the knowledge areas and indicated the per-
formance of the certification programs in general. If each of the programs are isolated

and analysed on their own some programs may differ from the average as indicated.
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Average Scoring
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Figure 4.4: Average scoring of the knowledge areas

Each individual certification program was then analysed next focusing on the same
research question to determine the gaps of each of the individual certification pro-
gram against the proposed knowledge base.

4.2.4 Individual certification program scoring obtained

This section indicated the scoring obtained by each of the individual certification pro-
grams using the coding frame developed and the adequacy scale developed in
Chapter 3, Tables 3.2 and 3.3 respectively.

(a) Association for the Advancement of Cost engineering (AACE)
The results presented in Figure 4.5 indicated that AACE is adequate in Financial
Management (FM= 100%).

AACE is inadequate in Project Management Techniques (PMT=40%), Change and
Scope Management (C&SM= 49%), Stakeholder Management (SM=40%), Conflict
Management (CM=30%), Contract and Legal Requirments (C&LR=40%) and
Performance Management (PM=40%).
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AACE Scoring
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Figure 4.5: AACE scoring

The Cost Estimating Guide focuses on cost estimates inputs, cost estimate
classifications, cost estimate methods, the development processes, cost outputs and

cost expectations.

The supporting skills and knowledge of a cost engineer also focuses on elements of
cost, elements of analysis and enabling knowledge. The first aspect focuses on the
costs and the enabling knowledge focus on society, people and the organization,
information management, quality management and the environment, health and

safety.

AACE focus more on producing successful cost engineers therefore these individuals
that get the AACE certification are competent in carrying out the costing aspects of a

project but are not fully competent to carry out certain aspects of projects.
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(b) The Project Management Institute (PMI)

The results presented in Figure 4.6 indicated that PMI is adequate in Project
Management Techniques (PMT= 92%), Change and Scope Management (C&SM =
85%) and Financial Management (FM = 80%). One of the nine knowledge areas in
PMBOK, Chapter 4: Project Integration allows effective PM techniques and scope

and change management.

PMI is inadequate in Contract and Legal Requirements (C&LR=30%) and
Performance Management (PM=40%). Chapter 12 discussed the project
procurement management focusing mostly on the procurement plan, conduct
procurements, administer procurement and close procurement. There is however
very little focus on the contract and the legal requirements. Chapter 9 discussed HR
management of the project team but focuses mostly on identifying the skills,

availability and improving the competencies of the team.

PMI is extremely inadequate in Stakeholder Management with a score of (SM=20%)

and Conflict Management with a score of (CM=20%).

PMI has developed a chapter in version 4 relating to stakeholder management,
project integration relating to developing the stakeholder requirements. There is also
mention in Chapter 10 that puts forwards a stakeholder analysis but this needs to be
developed further to understand all stakeholder requirements so that all stakeholders
can work in a uniformed approach. Chapter 9 focuses on HR performances; this
however does not focus on the teams’ expectation to determine if they are aligned
with the project without proper understanding between all stakeholders deliverables

will be difficult to achieve.
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PMI Scoring

100

90 -

80 -

70

60 -

50 -

40 -

30 -

20

o i B

0 - ‘ ‘ ‘
M

PMT C&SM SM FM C&LR PM
B PMI Scoring

Figure 4.6: PMI scoring

(c) The UK Association for Project Management (UK APM)

The results presented in Figure 4.7 indicated that the UK APM is adequate in Project
Management Techniques (PMT= 92%), Change and Scope Management (C&SM =
86%) and Financial Management (FM = 75%). UK APM BoK listed seven sections
that deal with Project management in context, planning the strategy, Executing the
strategy, Techniques, Business and Commercial, Organisation and Governance,

People and the profession.

Chapter 2 focused on how the stakeholders’ needs are measured and the success
criteria. The project management plan and project risk management are discussed in
this section. Chapter 3 focused on Scope management, scheduling and Resource

management.

UK APM is moderately adequate in Conflict Management (C&LR=55%) and
Performance Management (PM=60%). Chapter 7 focused on Conflict Management
and it is identified in APM Bok as a process of identifying and addressing differences
that when unmanaged would affect the project objectives. Conflict management
needs to focus on all stakeholders as well including the customers, contractors and

the team.
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Section 7.6 deals with human resource management and polices that deal with
retention, reward, personal development and training and career development.
Therefore there is a lack of tying in how an individual is contributing to the project

success and more focus on training and career development.

UK APM is inadequate in Stakeholder Management (SM=50%). The UK APM BoK
has a Section 2.2 regarding stakeholder management. However more effort should

be done on how Stakeholders should be managed and prioritized.

UK APM Scoring
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Figure 4.7: UK APM scoring

(d) The International Project Management Associations (IPMA)

The results presented in Figure 4.8 indicated that IPMA is adequate in Project
Management Techniques (PMT= 88%), Change and Scope Management (C&SM =
77%) and Performance Management (PM = 80%). IPMA focuses mostly on the front
end of the projects. IPMA has an auditing and health checks technique throughout

the project.

IPMA is moderately adequate in Stakeholder Management (SM=60%) and Financial
Management (PM=54%).
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IPMA focuses mostly on the projects start up less emphasis is done on stakeholder
analysis. There is a section that deals with Intercultural management competence
that gives knowledge for working in cultural diverse teams in global environment but

less effort is placed in understanding the team expectations

IPMA is extremely inadequate in Contract and Legal requirements (C&LR=30%) and
Conflict Management (CM=30%). Although IPMA have sections on coaching and
leading projects from a distance this focuses on a how the PM should adapt to new
location requirements this does not focus on the techniques needed to resolve
conflicts between all stakeholders which included the customer, contractor and the

team members.
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Figure 4.8. IPMA scoring

(e) The American Academy of Project Management (AAPM)

The results presented in Figure 4.9 indicated that AAPM is adequate in Project
Management Techniques (PMT= 72%), Change and Scope Management (C&SM =
75%) and Stakeholder Management (FM = 90%).
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The AAPM Bok Chapter 1 focused on making the project work, knowing the project
stakeholders and amplifying the voice of the customers. Chapter 5 dealt with the

project management processes.

AAPM is moderately adequate in Conflict Management (CM=60%). Not much
information is mentioned on conflict management more emphasis is placed on strong

project leadership where there is a central point of responsibility.

AAPM is inadequate in Financial Management (FM=30%), Contract and Legal
Requirements (C&LR=40) and Performance Management (PM=40%). Not much
information is mentioned on the project manager understanding Financial

Management, Contract and Legal Requirements and the Performance Management.

The section that dealt with the project team members focus only internally on the
performance management of the team and the core team members this needs to be

interlinked with the team performance.

AAPM Scoring
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Figure 4.9: AAPM scoring
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() The International Association for Project and Program Management (IAPPM)

The results presented in Figure 4.10 indicated that IAPPM is adequate in Project
Management Techniques (PMT= 87%), Change and Scope Management (C&SM =
80%). The CPPM Guide has definition for project, programs and portfolios. The
IAPPM have a framework for projects, programs and portfolios that are organized
and aligned relation to internal or external forces. Chapter 6 of the guide discussed
project management life cycle methodologies and discussed strategies for selecting a

methodology to match the choice of the life cycle model.

IAPPM is inadequate in Stakeholder Management (SM=50%), Financial
Management (FM=40%) and Conflict Management (CM=40%).

Not much information in the guide related to prioritising and management of
stakeholders although Chapter 4 discusses the framework for identifying the external
and internal forces. Not much information in the guide discussed Financial and
Conflict management although some mention on managing the cultural aspects, a
virtual team management and symptoms of a problematic team is mentioned in
Chapter 12.

IAPPM is extremely inadequate in Contract and Legal Requirements Management
(C&LR=20%). Some information is mentioned in the audit procedure about legal
reviews and contract breach in Chapter 11 but this does not describe the techniques

needed for understanding contracts or the legal implications of a contract.
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IAPPM Scoring
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Figure 4.10: IAPPM scoring

4.3 Validity of the answers to the research questions
Research Question 1

Research Question 1: Are the PM voluntary associations or certification

institutes providing adequate PM knowledge base for their members?”

Support for research question one was demonstrated with content analysis and aver-
aging the scores obtained for all the knowledge areas of each certification program.
The adequacy scale that was developed assisted in determining which band each
program could be classed in.

The observations from Figure 4.3, the comparative analysis of the certification pro-
gram scoring, indicated that five out of the six-certification program are in the moder-

ately adequate band indicating that these programs are adequate.

The AACE is the only certification program that falls out of the adequacy band. This

can be considered as an outlier.
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The results indicated that although AACE provides certain aspects to project suc-
cess, these individual that obtain the certification are not fully competent to carry out
certain aspects of projects. Based on triangulation this confirms the results obtained
by the study were Skulmoski (2001) indicated that certified cost engineers have the
basic understanding of cost engineering skill and knowledge but the same cost engi-

neer cannot be able to safely create a workable project schedule.

The five out of the six-certification programs are adequate they scored in the range of
51-68%. This is in the range 357 points — 478 points out of a total of 700 points.
Therefore the certification programs do have gaps that need to be addressed. These

gaps are addressed in Research Question three.

This answers research question one that the certification programs are providing
adequate knowledge for project managers but they do have gaps in certain knowl-

edge areas that need to be addressed.

Research Question 2

Research Question 2: “What constitute PM certification requirements?”

Support for research question two was demonstrated with analysing the theoretical
requirements for certifications. Smith (2003) presented the requirements of a profes-
sional certification body. These criterions were mapped to the certification pro-

grammes to see if they comply with the criteria.

The criterions required three conditions to be met, a body of knowledge, ethical be-
haviours to be met and defined minimum entry requirements. All of the certification

programs had the three criteria in place.

The body of knowledge needs to be adequate to train competent project managers.
This research question is aligned with question one. The ideal knowledge base was

used to test whether the certification programs provided adequate knowledge base.
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This has been proved in research question one were five out of the six-certification

programs provided moderately adequate knowledge base.

This answers research question two, that five out of the six-certification programs
have the correct PM certification requirements in place to train competent project

managers.

Research Question 3

Research Question 3: “Are there any gaps between the ideal PM knowl-

edge base and PM Certification requirements?”

Support for research question 3 is obtained from the actual scores obtained. Al-
though the certification programs provided moderately adequate knowledge base.
They scored in the range of 51-68% or 357 points — 478 points out of a total of 700
points. This indicated that there are gaps in each of the certification programs that

need to be addressed.

The average score obtained per knowledge area are listed in Table 4.5. The general
trend on averages showed that gaps exists in Contract and Legal Management,
which scored the lowest, Conflict Management, Performance Management, Stake-
holder Management and Financial Management. These results indicated on average
that although the certification programs provides adequate technical know how for
would - project managers they lack on the social-cultural skills that they need. The
AACE is an exception because they scored low on technical abilities but high on

other areas.
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TABLE 4.5: Average score per knowledge area scoring and gaps

Knowledge Areas Scoring
Project Management Techniques 78.50%
Change and Scope Management 75.33%
Stakeholder Management 51.67%
Conflict Management 40%
Financial Management 63.17%
Contract and Legal Requirments 35.83%
Performance Management 50.00%

(a) AACE
The results indicated in Table 4.6 showed that the AACE was only adequate in

Financial Management.

Therefore the AACE have gaps in the following areas Project Management
Techniques, Change Scope management, Stakeholder Management, Conflict

Management, Contract and Legal Requirements and Performance Management.

This means that AACE will produce members that cannot do critical aspects of a
project. The critical aspects of the project mean planning, implementing, controlling

and monitoring.

The certification holders will not be able to do:

e The basic technical abilities of planning, implementing, monitoring and
controlling a project.

e Have the skills for change and scope management of projects.

e Be able to understand the stakeholders’ requirements and be able to manage
the stakeholder requirements.

e Understand contract and the legal implications of the contract

e Techniques to conduct performance management on the team and projects

successfully.
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This means that the certification holders are skewed to having knowledge on certain

aspects of the projects therefore these members will find it difficult to conduct

projects successfully at first and need to gain experience in the gaps mentioned.

TABLE 4.6: AACE individual scoring and gaps

Knowledge Areas Scoring
Project Management Techniques 40%
Change and Scope Management 49%
Stakeholder Management 40%
Conflict Management 30%
Financial Management 100%
Contract and Legal Requirments 40%
Performance Management 40%

(b) PMI

The results in Table 4.7 indicated that PMI are adequate in Project Management

Techniques, Change and Scope Management, Financial Management

Therefore PMI have gaps in the following areas, Stakeholder Management, Conflict

Management, Contract and Legal Requirements and Performance Management.

This means that PMI will produce members that will know how to do the technical

aspects of a project but will struggle with the social-cultural aspects of a project.

The certification holders will not be able to:

e Manage the stakeholder requirements properly.

e Understand contract and the legal implications of the contract

e Techniques to conduct performance management on the team and projects

successfully.

This means that the certification holders are skewed to having technical knowledge of

the projects therefore these members will find it difficult to conduct the social-cultural
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aspects of the projects successfully and need to gain experience in the gaps

mentioned.
Based on triangulation this confirms the results obtained in the study were Alam,
Gale, Brown, and Khan (2010) stated that PMBoK only focuses on the technical skills

and not the social cultural skills required by PM’s managing projects successfully.

TABLE 4.7: PMI individual scoring and gaps

Knowledge Areas Scoring
Project Management Techniques 92%
Change and Scope Management 85%
Stakeholder Management 20%
Conflict Management 20%
Financial Management 80%
Contract and Legal Requirments 30%
Performance Management 40%

(c) UK APM

The results indicated in Table 4.8 indicated that UK APM is adequate in Project

Management Techniques, Change and Scope Management, Financial Management

Therefore UK APM have gaps in the following areas, Stakeholder Management,
Conflict Management, Contract and Legal Requirements and Performance

Management.

This means that UK APM will produce members that will know how to do the
technical aspects of a project but will face some problems with the following aspects:
e Manage the stakeholder requirements properly.
e Understand contract and the legal implications of the contract
e Techniques to conduct performance management on the team and projects

successfully.
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This means that the certification holders are skewed to having technical knowledge of
the projects therefore these members will find it difficult to conduct certain aspects of

the projects successfully and need to gain experience in the gaps mentioned.

TABLE 4.8: UK APM individual scoring and gaps

Knowledge Areas Scoring
Project Management Techniques 92%
Change and Scope Management 86%
Stakeholder Management 50%
Conflict Management 60%
Financial Management 75%
Contract and Legal Requirments 55%
Performance Management 60%

(d) IPMA
The result in Table 4.9 indicated that IPMA is adequate in Project Management

Techniques, Change and Scope Management and Performance Management.

Therefore IPMA have gaps in the following areas, Stakeholder Management, Conflict

Management, Contract and Legal Requirements and Financial management.

This means that IPMA will produce members that will know how to do the technical
aspects of a project and the performance management aspects of the project but will
struggle with the managing stakeholders, conflict, contract and legal aspects and

financial aspects of a project.

The certification holders will not be able to:
e Manage the stakeholder requirements properly.
e Understand contract and the legal implications of the contract
¢ Understand the techniques to resolve conflict among stakeholders, contractors
and team members.

e Understand fully the techniques to understand the financial calculations.
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This means that the certification holders are skewed to having technical knowledge
and the performance management aspects of the projects therefore these members
will find it difficult to conduct certain social-cultural aspects of the projects

successfully and need to gain experience in the gaps mentioned.

TABLE 4.9: IPMA individual scoring and gaps

Knowledge Areas Scoring
Project Management Techniques 88%
Change and Scope Management 7%
Stakeholder Management 60%
Conflict Management 30%
Financial Management 54%
Contract and Legal Requirments 30%
Performance Management 80%

(e) AAPM
The results in Table 4.10 indicated that AAPM is adequate in, Change and Scope

Management and Stakeholder Management

Therefore AAPM have gaps in the following areas Project Management Techniques,
Conflict Management, Financial Management, Contract and Legal Requirements and

Performance Management.

This means that AAPM will produce members that will know how to do the
stakeholder management and the change and scope management aspects of a

project but will struggle with social-cultural aspects of a project.

The certification holders will not be able to:
e Conduct post project reviews and create a learning environment.
e Understand contract and the legal implications of the contract
e Techniques to conduct performance management on the team and projects

successfully.
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e Understand fully the techniques to understand the financial calculations.
e Understand the techniques to resolve conflict among stakeholders, contractors

and team members.

This means that the certification holders are skewed to having technical knowledge of
the projects but not able to handle post project reviews and create a learning
environment. Also these members will find it difficult to conduct the social-cultural

aspects of the projects successfully and need to gain experience in the gaps

mentioned.
TABLE 4.10: AAPM individual scoring and gaps
Knowledge Areas Scoring

Project Management Techniques 2%
Change and Scope Management 75%
Stakeholder Management 90%
Conflict Management 60%
Financial Management 30%
Contract and Legal Requirments 40%
Performance Management 40%

(f) IAPPM

The results in Table 4.11 indicated that IAPPM is adequate in Project Management

Techniques and Change and Scope Management.

Therefore IAPPM have gaps in the following areas, Stakeholder Management,
Conflict Management, Contract and Legal Requirements, Financial Management and

Performance Management.

This means that IAPPM will produce members that will know how to do the technical

aspects of a project but will struggle with the social-cultural aspects of a project.
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The certification holders will not be able to :

This

Manage the stakeholder requirements properly.

Understand contract and the legal implications of the contract

Techniques to conduct performance management on the team and projects
successfully.

Understand the techniques to resolve conflict among stakeholders, contractors
and team members.

Understand fully the techniques to understand the financial calculations.

means that the certification holders are skewed to having technical knowledge of

the projects therefore these members will find it difficult to conduct the social-cultural

aspects of the projects successfully and need to gain experience in the gaps

mentioned.
TABLE 4.11: IAPPM individual scoring and gaps
Knowledge Areas Scoring
Project Management Techniques 87%
Change and Scope Management 80%
Stakeholder Management 50%
Conflict Management 40%
Financial Management 40%
Contract and Legal Requirments 20%
Performance Management 40%

Research Question 4

Research Question 4: “Do PM Certification requirements need to be re-

viewed towards providing adequate PM knowledge base?”

Support for Research Question 4 is obtained from the analysis of the gaps from the

previous research question. Depending on the certification program offering this indi-

cated knowledge areas were certifications programs were strong and weak therefore
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although the overall score was indicating that the certification program was within the
moderately adequate band there were also knowledge areas were certification pro-

grams scored way below the adequate levels required.

Figure 4.11 provides a view towards this question and it was noted which certification
program scored better in certain knowledge areas than the others. For example the
AACE are the best in Financial Management, PMI and UK APM are the best in Pro-
ject Management Techniques, UK APM is the best in Change and Scope Manage-
ment, AAPM is the best in Stakeholder Management, UK APM and AAPM are the
best in Conflict management, UK APM is the best in Contract and Legal Require-

ments and IPMA is the best in Performance Management.

Knowledge Areas
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Figure 4.11: Knowledge areas

The converse for the above can also be applied. We can also identify certification

programs that scored the lowest per knowledge as indicated by Figure 4.11.

For example AACE scored the worst in Project Management Techniques and
Change Scope Management, PMI scored the worst in Stakeholder management and

Conflict management, AAPM scored the worst in Financial Management, IAPPM
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scored the worst in Contract and Legal management, AACE, PMI, AAPM and IAPPM

scored the worst in Performance Management.

4.4 Discussion of results

The first research question of this report “Are the PM voluntary associations or certifi-
cation institutes providing adequate PM knowledge base for their members?” was
answered in Section 4.3 of Chapter four. This section indicated that only one certifi-
cation program was not adequate were as the other five were in the moderately ade-
guate band. This indicated that although the certifications programs were moderately
adequate scoring between (51 — 68%) there were some gaps that exist to make the

programs inadequate.

The second research question “What constitute PM certification requirements?” was
answered in, Section 4.3. Chapter two discussed in detail the certification require-

ments for each program.

The third research question “Are there any gaps between the ideal PM knowledge
base and PM Certification requirements?” were answered in Section 4.3. These sec-
tions indicated on average that that nearly all of the certification programs provided
adequate knowledge in PMT and C&SM both scoring an average of 78.5 % and
75.3% respectively, moderately adequate in Financial Management (63.17%) and
Stakeholder Management (51.67%) but not adequate in Performance Management
(50%), Conflict Management (40%) and Contract and legal management (35.83%).
Therefore there are gaps that exist in these areas that need to be addressed. Also an
individual analysis was performed per certification program to determine were the

gaps are.

The fourth research question “Do PM Certification requirements need to be reviewed
towards providing adequate PM knowledge base?” This was answered in Section
4.3. It was noted that depending on the certification program offerings, each of them
had their own strong knowledge areas; indicating that each certification program is
competent in their own specialities and each of them have their own gaps depending

on the knowledge areas.
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4.5 Sensitivity Analysis

A sensitivity analysis was conducted in Appendix B, taking into account a 5% fluctua-
tion in the scoring of the results therefore determining whether if the scoring in-

creased by a 5% or decreased by 5% how robust are the findings.

From this sensitivity analysis a 5% increases in the scoring of each competency re-

guirement causes no affect on the results.

From this sensitivity analysis a 5% decrease in the scoring of each competency re-

quirement indicate that:

e PMI and UK APM are above the scale for “Understand the project manage-

ment process from planning, implementation, monitoring and controlling.”

e |APPM, IPMA, PMI, UK APM are above the scale for “Understand quantity and

be able to conduct risk mitigation and assessments.”

e AACE is above the scale for “Techniques needed to understand financial cal-
culations such EVA, ROI, NPV”

e UK APM is above the scale for “Techniques needed to resolve conflict be-

tween contractor ”

4.6 Summary

The presentation of raw results has been made in this chapter. Tables and graphs
were used to analysis the data. Interpretations and the discussion of the results were

also conducted. Chapter 5 will discuss the conclusions and recommendations.
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CHAPTER FIVE: CONCLUSION AND RECOMMENDATIONS

Chapter four provided the results and discussions. This chapter discusses the con-
clusion and recommendations. This chapter concludes the overall research investi-
gation. Figure 5.1 indicates that all the objectives of the research have been ad-
dressed. The conclusions and the recommendation of the research are presented,
after which areas of future research are proposed. The chapter layout is provided in

Figure 5.2.

PM Certification Develop an Ideal Gaps between Review of PM
Requirements PM Knowledge Ideal and PM Knowledge
Base Certifications Base

Figure 5.1 Progress thus far

CHAPTER 1
General Introduction

\

CHAPTER 2 |
Theory and application of Project Management

Certifications

¢

. CHAPTER3 )
Research Design and Methods: Content Analysis

¢
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CHAPTER 4
Results and Discussions

;

CHAPTER 5
Conclusion and Recommendations
5.1 Introduction
5.2 Conclusions
5.2.1 The ideal knowledge base
5.2.2 Core/ noncore project management knowledge areas
5.2.3 Inadequacy of the certification programs
5.2.4 Technical abilities versus social cultural abilities
5.2.5 Project management certification requirements
5.2.6 Project management development programs
5.3 Recommendations
5.3.1 The ideal knowledge base
5.3.2 Core / noncore project management knowledge areas
5.3.3 Inadequacy of the certification programs
5.3.4 Technical abilities versus social cultural abilities
5.3.5 Project management development programs
5.4 Future Research
5.4.1 Post graduate programs

Figure 5.2: Chapter 5 in context with the overall research report

5.1 Introduction

This section presented the conclusions, provided recommendations and discussed
further research. This chapter presented the conclusions to the research based on
the detailed content analysis that was conducted and were presented in Chapter 4,
provided the recommendations and future research that can be done after this re-

search.

5.2 Conclusions

5.2.1 Theideal knowledge base

The Ideal knowledge base should be composed of the right mix of technical skills and

social cultural skills.

Project Management Certification Programmes: How appropriate are they? 127



Chapter Five: Conclusions and Recommendations

The success of a project consists of project managers demonstrate that they have
skills in both areas.

5.2.2 Core/noncore project management knowledge areas

Project management certification programs are focusing less on the core competen-
cies that are required for project managers and are covering noncore knowledge

areas.

5.2.3 Inadequacy of the certification programs

The scores indicated the general trend showed on average that gaps exist in Con-
tract and Legal Management, which scored the lowest, Conflict Management, Per-
formance Management, Stakeholder Management and Financial Management. This
indicated on average that the certification programs are still lacking in the social-

cultural aspects.

5.2.4 Technical abilities versus social cultural abilities

a) Technical skills

Most of the certification have adequate knowledge areas containing the project
management technique of conducting a project. This entailed the planning,
implementation, monitoring, and controlling. Most of the certification programs
indicated that they have adequate knowledge base in change and scope

management

b) Social cultural skills

Most certification programs indicated that knowledge areas containing the conflict

management, stakeholder management and performance management are lacking.
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5.2.5 Project management certification requirements

Most certification programs have minimum certification requirements that allow appli-
cants to join. Most of certification minimum requirements consisted of a bachelor’s

degree and a number of years of experience.

Most certification programs have levels were applicants can be placed based on their
current capabilities and have requirements for each level (i.e. a project management
student will not have the same expertise as a project manager with 12 years of pro-
ject management experience, therefore based on applicants qualification, experi-

ence, knowledge, skill an applicant will be placed in different levels.

Most certification programs have generated their own standards that applicants need
to meet. These standards determine whether the candidate is competent project

manager.

5.3.6 Project management development programs

Many organisations rely on certification programs to hire ‘competent project manag-
ers’. However if the certification programs have gaps the project managers that are
considered to be ‘competent’ by the certification programs will also have gaps in their

development.

Therefore certification programs need to review their knowledge base to ensure that

the development of the project managers have been achieved holistically.
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53 Recommendations

5.3.1 The ideal knowledge base

Project management as a career attracts many individuals recently. The ideal knowl-
edge base should be composed of the right mix of the technical aspects as well as
the social cultural aspects that are required to develop project managers. The ideal
knowledge base that was developed in this research addressed both aspects that are

required to develop competent project managers.

5.3.2 Core / noncore project management knowledge areas

It is recommended that certification programs need to review their knowledge base to
ensure that they focus on the core competencies. The core competencies of what's
required have been addressed in Chapter 2, Table 2.10.

5.3.3 Inadequacy of the certification programs

The certification programs knowledge base needs to be reviewed to address the in-
adequacies that exist. This research could be used to improve the existing know-
ledge base project manager’'s need.

5.3.4 Technical abilities versus social cultural abilities
Certification programs need to start focusing on developing their social cultural as-

pects.
5.3.5 Project management development programs
Organisations should work with the certification programs in addressing the skills that

are lacked and not rely exclusively on project certification programs for the develop-

ment of project managers.
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5.4 Further research

The scope of this work was limited to certification programs only. Future research can

incorporate the following:

5.4.1 Post graduate programs at learning institutions

Similar studies can be conducted to determine whether project management post
graduate programs provides adequate knowledge base to post graduate students at-
taining post graduate qualifications in project management. The knowledge base that
has been proposed in this research could be used to compare the adequacy of the

project management programs.
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APPENDIX A: Detailed Results Layout

Knowledge Area |Competence Required Score AACE AAPM IAPPM IPMA PMI UK APM
) Understand the project management process from planning,
Project implementation, monitoring and controlling. 55 5 45 >0 43 >4 >4
hq_an?]ggment Understand quantity and be able to conduct risk mitigation 5
ecP'?/ﬁ_ues and assessments. 0 15 15 22 22 23 23
( ) Techniques for conducting post project reviews thus
conducted to create learning environment 25 10 12 15 17 15 15
Techniques for change and scope management of the
Change and  |project. 20 10 15 15 15 15 16
Scope
Management |Standards and procedures needs to be defined and in place. >0 20 35 40 42 45 45
(C&SM) Proper documentation and reporting thus also improving
communication skills. 30 19 25 25 20 25 25
Techniques for understanding the requirements of 20 30 o 10 2 o o
Stakeholder  [stakeholder’s customer requirements
Management [Techniques for understanding the requirements of team
expectations. 30 10 25 25 25 10 20
Techniques needed 10 resolve conflict between all 50 1s 35 20 15 o o
Conti stakeholders including customer
Mangnelr(r:]tent Techniques needed to resolve conflict between contractor 10 5 5 5 5 5 10
9 Techniques needed to resolve conflict between and team
members. 40 10 20 15 10 5 20
Financial Techniques needed to understand financial calculations such
Management |EVA, ROI, NPV. 100 100 30 40 54 80 75
Contract and |Techniques needed for understanding contracts 50 25 20 20 15 15 30
Legal Techniques needed for understanding legal implications of
Management |contracts 50 15 20 20 15 15 25
Techniques needed to conduct performance management for <0 30 35 20 20 -0 20
Performance  |the project
Management |[Techniques needed to conduct performance management for
50 10 25 20 40 20 30

team performance.




APPENDIX B : Sensitivity Analysis
Sensitivity Analysis - If the Scoring changed by a 5% increase

Knowledge Area [Competence Required Score AACE AAPM IAPPM IPMA PMI UK APM
. 58 15 45 50 49 54 54
Project Understand the project management process from
Management [planning, implementation, monitoring and controlling.
Techniques . .
(PMT) Understand quantity and be able to conduct risk 21 15 15 22 22 23 23
mitigation and assessments.
Techniques for conductlng post prOJect reviews thus 2 10 " 1s 17 1s 1s
conducted to create learning environment
Technigues for change and scope management of 21 10 15 15 15 15 16
Change and the project.
Scope Standards and procedures needs to be defined and in
Management andards and procedures needs to 52.5 20 35 40 42 45 45
(C&SM) place.
Proper documentation and reporting thus also
improving communication skills. 315 19 25 25 20 25 25
Technlques,for understandln.g the requirements of _ 30 65 30 35 10 30
Stakeholder stakeholder’s customer requirements
Management |Techniques for understanding the requirements of 0 - - - 10 20
team expectations. 315 1
Techniques n.eeded. to resolve conflict between all 55 15 35 20 15 10 30
stakeholders including customer
Conflict Techniques needed to resolve conflict between
Management  [contractor 105 > > > > > 10
Techniques needed to resolve conflict between and
team members. 42 10 20 15 10 5 20
Financial Techniques needed to understand financial 105 100 30 40 <4 20 75
Management  |calculations such EVA, ROI, NPV.
Conlt_ractland Techniques needed for understanding contracts >2:5 25 20 20 15 15 30
M €ga Techniques needed for understanding legal
anagement implications of contracts 52.5 15 20 20 15 15 25
Techniques needed to cqnduct performance 525 30 35 20 40 20 30
Performance |management for the project
Management i rform
g Techniques needed to conduct performance - 10 - 20 20 20 30

management for team performance.




Sensitivity Analysis - If the Scoring changed by a 5% decrease

Knowledge Area |Competence Required Score  |AACE AAPM IAPPM IPMA PMI UK APM
Project Understand the project management process from 52 15 45 50 49 54 54
Management |planning, implementation, monitoring and controlling.
Techniques Understand quantity and be able to conduct risk
(PMT) mitigation and assessments. 19 15 15 22 22 23 23
Techniques for conducting post project reviews thus
conducted to create learning environment 24 10 12 15 17 15 15
Techniques for change and scope management of 19 10 15 i 1 15 16
Change and [the project.
Scope Standards and procedures needs to be defined and in
47.5 20 35 40 42 45 45
Management |place.
(C&SM) Proper documentation and reporting thus also
improving communication skills. 28.5 19 25 25 20 25 25
Techniques for understanding the requirements of 66.5 30 o 30 35 10 20
Stakeholder  [stakeholder’s customer requirements )
Management |Techniques for understanding the requirements of
team expectations. 28.5 10 25 25 25 10 20
Techniques needed to resolve conflict between all 475 is 3 20 15 10 20
stakeholders including customer )
Conflict Techniques needed to resolve conflict between 95 5 s s . . o
Management |contractor :
Techniques needed to resolve conflict between and
team members. 38 10 20 15 10 5 20
Financial Techniques needed to understand financial
Management |calculations such EVA, ROI, NPV. > 100 30 40 54 80 75
Contract and | Techniques needed for understanding contracts 47.5 25 20 20 15 15 30
Legal Techniques needed for understanding legal
Management |implications of contracts 47.5 15 20 20 15 15 25
Techniques needed to conduct performance 475 30 3 20 20 20 20
Performance |management for the project :
Management |Techniques needed to conduct performance
47.5 10 25 20 40 20 30

management for team performance.
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