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Preface

Incentive for the new version

As Lao Tse stated: A long journey starts with one step. The IPMA started defining and assessing
the competence required for a project management certificate in the 1990s. The IPMA Competence
Baseline Version 2.0 was based on the competence baselines of four European project management
associations. It was used for a decade as the basis for the further development and later for the
validation, of the national certification systems in about thirty countries. The main focus of the
IPMA Competence Baseline Version 2.0 was on the description of the knowledge and experience
required to deal with the technical issues of project management. In addition, the personal attitudes
required of a project manager and the overall context in which project management operates were
addressed.

Now, project managers manage their projects, programmes and portfolios in a fast changing context
with many interested parties and external influencing factors. The projects are more numerous,
more complex and more varied in nature. The demands for behavioural competences of manag-
ers and team members have become more pronounced and demanding. Conversely, we are facing
a strong sense of individualism. The need for comprehensive descriptions of the competences for
managing projects, programmes and portfolios in this changing context is obvious.

This has created the demand for an adequate standard of professional behaviour. The ‘personal
attitudes’ as documented in the IPMA Competence Baseline Version 2.0 are becoming more impor-
tant. The project manager’s success largely depends on the competence available in this range. To
develop and realise good project plans and results, the project manager’s behavioural competences,
such as motivation and leadership, are an essential addition to his technical competence. Finally
the project manager has to deal successfully with the organisational, economic and social context
of the project.

For these reasons the International Project Management Association (IPMA) chose the project
management competences from three ranges: the technical range, the behavioural range and the
contextual range. We required forty-six elements to describe the competence of a project manager,
the professional specialist who plans and controls a project. He is the person who acts in a transpar-
ent manner for the sake of the whole project, programme or portfolio to satisfy the expectations of
the customers, the partners delivering goods and services for the project and the other interested
parties. The project manager is able to involve specialists when needed and is respected by them
when he has to make, sometimes difficult, decisions. He also has to motivate specialists to use their
knowledge and experience for the benefit of the project, programme or portfolio.
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Executive Summary

The International Project Management Association (IPMA) is replacing the IPMA Competence
Baseline (ICB) Version 2.0b from the year 2001 by this, the ICB Version 3.0 which has major changes
to the content.

The ICB provides the official definition of the competences expected from project management
personnel by the IPMA for certification using the universal IPMA four-level-certification system.

The 40 IPMA Member Associations were actively involved throughout the project to develop Ver-
sion 3.0 of the IPMA Competence Baseline. Their contributions have ensured that the text reflects
their requirements and practices in assessing project management competence.

The IPMA Competence Baseline is the common framework document that all IPMA Member As-
sociations and Certification Bodies abide by to ensure that consistent and harmonised standards
are applied. As such, the majority of its content focuses on the description of the competence ele-
ments.

To meet the needs of those interested in the practical application of the ICB, the certification process
is described for each level, together with a taxonomy and a self-assessment sheet.

Professional project management is broken down into 46 competence elements that cover the fol-
lowing: technical competences for project management (20 elements); behavioural competences
of project personnel (15 elements); and the contextual competences of projects, programmes and
portfolios (11 elements).

The eye of competence represents the integration of all the elements of project management as seen
through the eyes of the project manager when evaluating a specific situation. The eye also repre-
sents clarity and vision. After processing the information received, the competent and responsible
professional in project management takes appropriate action.

The IPMA Competence Baseline is the basis for certification by the certification bodies of the Mem-
ber Associations, who use these competence elements in assessing candidates. National cultural dif-
ferences are addressed in National Competence Baselines by adding specific competence elements
and content to the ICB. Validation of the National Competence Baselines by IPMA ensures their
conformity to the ICB and the global recognition of certificates awarded by the national certifica-
tion systems.

The ICB should be of most use to individuals and assessors when undertaking an assessment. How-
ever, it can also be used as a guide for the preparation of training materials, for research purposes
and as a general reference document for people seeking information about applied project manage-
ment.
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Chapter 1

Introduction

For clarity, project managers will always be referred to in the male gender (he, him, himself or his)
but it is clearly understood that the female gender would equally apply (she, her, herself or hers).

The IPMA Competence Baseline (ICB) is neither a textbook nor a cookbook. It offers access to the
technical, behavioural and contextual competence elements of project management. The ICB is not
intended to prevent an individual from thinking independently or having his own opinion; examples
are listed to help, not to limit.

This chapter provides an overview explaining the reasons why a certification system for assessing
competence in project management was established and describes the basic terms, requirements and
concepts of the certification system of the International Project Management Association (IPMA).

Since the IPMA started with the development and implementation of its universal certification sys-
tem the main goal was to certify project management personnel with a globally accepted four-level-
certification (4-L-C), that can also be used in a career development system for project management
personnel. The main interested parties are:

* Project management personnel  interested in a universally accepted certification system

= Management of organisations interested in delivering and receiving good project
management services and in personnel development

= Certification assessors interested in a clearly understandable certification
content and process

=  Universities, schools, trainers interested in providing a sound basis for an accepted
qualification

The ICB should be of most use to individuals and assessors when undertaking an assessment. How-
ever, it can also be used as a guide for the preparation of training materials, for research proposals
and as a general reference document for people seeking information about applied project manage-
ment.

The eye of competence represents the integration of all the elements of project management as
seen through the eyes of the project managers when evaluating a specific situation. The eye also
represents clarity and vision. See Fig. 1.1.
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Figure 1.1 The Eye of Competence

1.1 Projects

The number of projects, programmes and portfolios is growing at an exponential pace, worldwide. In
the past thirty years project management has been a discipline which has developed tremendously
and increased in visibility.

More and more different kinds of projects are managed professionally. In the past, construction
and defence projects dominated the scene. Now they are still important but are in the minority.
We are dealing with projects in, for instance, information and communication technology (ICT),
organisational development, product development, marketing changes, production development,
research, events, political projects, legislation projects, educational projects and social projects in
many different sectors of the economy.

The question “Is project management necessary?” is rarely asked today. The relevant questions are:

* What are the deliverables, methods and tools of professional project management?

* What constitutes quality in project management?

= How competent should the project personnel be for a given project, phase, and area of responsi-
bility?

* How good is the project management of a particular project?

1.2 Professional project management

To be professional, the discipline of Project Management has to have rigorous standards and guide-
lines to define the work of project management personnel. These requirements are defined by
collecting, processing and standardising the accepted and applied competence in project manage-
ment.

Project quality is defined as fulfilling the requirements agreed for the project. Project management
quality is defined as fulfilling the requirements agreed for the management of the project. The opti-
mum situation for a project organisation is that all the people, the project teams and resource pro-
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viders involved in project management are competent to carry out their work and to take individual
responsibility.

The ICB contains basic terms, tasks, practices, skills, functions, management processes, methods,
techniques and tools that are used in good project management theory and practice, as well as spe-
cialist knowledge and experience, where appropriate, of innovative and advanced practices used in
more specific situations.

1.3 Basicterms

The basic terms for project management certification are derived from the ISO/IEC 17024 standard

‘General requirements for bodies operating certification of persons’ and are as follows:

= Competence is the demonstrated ability to apply knowledge and/or skills, and, where relevant,
demonstrated personal attributes.

= A certification scheme contains the specific requirements related to particular categories of peo-
ple to which the same standards and rules, and the same procedures apply.

= The certification process encompasses all activities by which a certification body establishes that
a person fulfils specified competence requirements.

= The assessment is the mechanism which determines a candidate’s competence by one or more
means such as written, verbal, practical, and observational.

= A qualification demonstrates the personal attributes, education, training and/or work experi-
ence of the individual.

The assessment does not measure or predict the future. It evaluates the past and present knowledge
and experience of the candidate based on the evidence presented by the candidate and checked by
the assessors. This evaluation is a good indicator that future projects will be managed successfully.
In addition it is a good basis for planning professional development.

1.4 Benéefits of the certification

Enrolment in the certification programmes is an incentive for the managers of projects, programmes
and portfolios and the members of the project teams to:

= expand and improve their knowledge and experience;

* continue their education and training;

= improve the quality of project management;

= last but not least — achieve the project objectives more effectively.

The benefits of the certification programmes are:

= for the project personnel: to obtain an internationally recognised certificate acknowledging their
competence in project management;

= for suppliers of project management services: to demonstrate their employees’ professional
competences;

= for the customers: to increase certainty that they will receive ‘state-of-the-art’ services from a
project manager.
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1.5 Fundamental Principles of the IPMA Competence Baseline (ICB)

IPMA developed the ICB from National Competence Baselines and then enhanced it in a continuous
improvement process. A key benefit for clients is that the basis for the candidates’ competences is
not specific to particular companies, organisations, disciplines, sectors of the economy or coun-
tries.

The culture of companies, organisations, disciplines, sectors of the economy and countries are taken
into account in the interviews and assessment reports, as well as by choosing one assessor from the
relevant sector (the second assessor is from another sector). The cultural aspects of a country can
be included in a National Competence Baseline (NCB).

The official ICB language is English and every Member Association (MA) may decide to use the ICB
directly for its certification. The MA can also decide to develop an NCB based on the ICB. The rules
for developing an NCB are then as follows:

= there is a one-to-one relationship between the competence elements in the ICB and the NCB;

= the MA may add content to the existing ICB competence elements up to a total of 10% to reflect
the local situation and ways of doing business;

= the MA may add up to a total of 10% of additional competence elements to reflect the local situ-
ation and practices;

* the MA may adapt to the local situation and practices in translating the ICB to its NCB.

The validation of the MA’s NCB is under the formal responsibility of IPMA during the implementa-
tion phase.

The ICB focuses on the competence description, but includes a summarised description of IPMA’s
universal certification system in Chapter 3. This provides an insight to the reader, into how the ICB
is applied in the certification process. The IPMA regulations and guidelines and the regulations and
guidelines of the certification bodies will be developed after the publication of the ICB (this volume)
which will itself be further developed. The regulations and guidelines of IPMA and the certifica-
tion bodies of the Member Associations, that are in force at the time of the certification process
concerned, are applied.

The eye of competence is an appropriate symbol for the ICB, as it relates to the human being, who is
the most important part in any assessment of competence in project management.

The ICB defines forty-six competence elements, complemented by the key relations between them
and described in three ranges grouping technical, behavioural and contextual competences.

Each competence element includes a title, a description of the content, a list of possible process
steps and experience criteria required per level. The key words and the key relations to other ele-
ments are listed at the end of each element for comprehensive reading.
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The ICB does not recommend or include specific methodologies, methods, and tools. Instead, the

subject areas, methods for determining tasks and, where they illustrate the latter well, some exam-

ples of methods are described. Methods and tools may be defined by the organisation. The project

manager should choose the appropriate methods and tools for a particular project situation.

1.6 IPMA’s universal four-level-certification (4-L-C) system
The certificates awarded to individuals are based on an assessment of their competences in typical

project management activities that occur in their daily working lives. In the IPMA Certification

System, the following four categories of people, to which the same particular standards apply, are

specified:

Certified Projects Director (IPMA Level A): means that the person is able to direct an impor-
tant portfolio or programme, with the corresponding resources, methodologies and tools, that
is the subject of the certification rather than the management of a single project. To take on this
responsibility an advanced level of knowledge and experience would be required.

Certified Senior Project Manager (IPMA Level B): means that the person is able to manage
a complex project for which the criteria are defined in Chapter 3. Sub-projects are normal, i.e.
the project manager is managing by sub-project managers rather than leading the project team
directly.

Certified Project Manager (IPMA Level C): means that the person is able to lead a project
with limited complexity which signifies that he has demonstrated the corresponding level of
experience in addition to the ability to apply project management knowledge.

Certified Project Management Associate (IPMA Level D): means that the person is able
to apply project management knowledge when he participates in a project in any capacity and
common knowledge is not sufficient to perform at a satisfactory level of competence.

I Projects directors (A)
®0®0 PM associates (D)

M Project managers (C)

A Senior project managers (B) @80 PM associates (D)

289 PMassociates (D)
projects with limited complexity [

M Project managers (C)
® ® PM associates (D)

sub-projects ©

complex projects [

portfolios or programmes

(M) Projects director (IPMA Level A)
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Senior project manager (IPMA Level B)
Project manager (IPMA Level C)
Project management specialist (IPMA Level D)

cemp

Highly qualified, experienced and recognised expert in a special field (IPMA Level D)

Figure 1.2 IPMA’ universal four-level-certification (4-L-C) system

Project management is the primary objective of the certification scheme, not the project itself. The
levels are not restricted to hierarchical thinking. A project management specialist on the level D
(®) may be, apart from his good general knowledge in project management, a highly qualified, ex-
perienced and recognised expert (O) in a specialised field. For example, he may have an additional
qualification in cost management. On each level project management involves carrying out a range
of tasks and making decisions, in a local, regional, national or international context.

The levels provide a suitable framework for developing career paths and organisational maturity
models as well as for personnel development programmes of individuals, companies and other or-
ganisations.

1.7 Requirements

For each function and responsibility, the key question for the self-assessment and third party

assessment is “How competent is the individual and for what work tasks?”. The basis for answering

this question is:

= The description of the project management work tasks (competence element descriptions);

* The description of the required degrees of competence per IPMA Level (Taxonomy, Appendix
4);

= The description of how to assess the value of the level of competence on a scale from 0 through
10 (Chapter 3).

In the ICB there are three ranges containing related competence elements:

= 20 technical competence elements deal with the project management matter, on which the
professionals are working;

= 15 behavioural competence elements deal with the personal relationships between the indi-
viduals and groups managed in the projects, programmes and portfolios;

= 11 contextual competence elements deal with the interaction of the project team within the
context of the project and with the permanent organisation.

For each competence element, the knowledge and the experience are assessed, using a scale where
values from 0 (no competence) through 10 (absolute maximum) are used. The values in between
these extremes are defined in Chapter 3.

Knowledge does not mean just correctly reproducing facts, but also understanding relationships,
knowing how to apply project management in practical situations and interpreting methods. The
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evidence that the individual has the required level of knowledge is normally provided by answering
questions.

The project manager doesn’t gain much experience from doing the same type of project for many
years. He should apply the knowledge in real and different situations (e.g. projects of different sizes,
different kinds of projects, different organisations, branches of the organisation and/or cultures).

1.8 Education and training

A full separation between certification, education, and training is required. The assessor’s task is
limited to assessing the existing competence of the candidate. As a matter of course the candidates
need education and training in project management to be successful in the certification process.
However, no specific kind of education or training is required for the certification.

Although no direct relationship exists, the education and training institutions probably want to

improve the chance of their scholars, students or course participants achieving a certain certificate,

for example:

* The project management programme of an advanced professional school or a training course
aspires to prepare its students well for the IPMA Level D certification.

= A project management master programme or postgraduate course wants to ensure that its can-
didates are well prepared to pass the IPMA Level C (or B) certification.

In relation to the second example, it should be noted that education and training cannot replace the
individual having an adequate level of experience that is necessary for passing the certification of
IPMA Levels C to A.

1.9 Assessment

The assessment is carried out by at least two assessors who are experienced experts, certified in
project management. One assessor comes from the sector of the economy to which the report of the
candidate is related, the other is from a different sector. The assessor has to be certified at least to
the level at which he certifies candidates. In addition to evidence submitted in writing, the candi-
dates present themselves in person for interview with the assessor. The individual interview is the
most important part of the assessment.

The assessment should be planned and structured in a manner which ensures that all scheme re-
quirements are objectively and systematically verified with sufficient documented evidence pro-
duced to confirm the competence of the candidate (ISO/IEC 17024, article 6.2.3).

The assessment components are:

= Entryrequirements: Mainly based on a certain number of years of relevant experience (for the
respective IPMA Level; it can be related to the educational level attained by the candidate). This
is carried out by self- assessment.

Chapter 1 Introduction 7



= Written exam: Several types of questions (multiple choice questions, direct text questions,
open essays, intellectual tasks) with reference to the ICB, to be answered by the candidate in a
limited period of time.

* Report: Covering the subjects that describe the management of a real project, programme or
portfolio (depending on the IPMA Level), with reference to the ICB, on an appropriate number
of pages.

*  Workshop (optional): Problem solving as part of a small team on an example project, observed
by one or several assessors, revealing the actions of the candidates in different roles, especially
the role of the (sub-) project manager.

= Interview: Answers to specific, representative questions prepared on the basis of the candi-
date’s report (can be extended to the self-assessment, written exam questions, workshop results,
replies from referees) with reference to the ICB.

The assessors do not train or coach the candidates. They mark written exams; perform workshops;
ask questions of the candidates; evaluate their reports, answers, actions and presentations; make
a proposal on the outcome (pass or fail) and provide the main reasons for a negative decision. The
certification body makes the final decision.

1.10 World wide cooperation
The qualification and competence programmes have been a major topic in the discussions of the
project management associations around the globe for many years.

IPMA has been in existence since 1965. Its vision is to generate and promote professionalism in
project management. This major undertaking would not be possible without the IPMA member as-
sociations, of which there are approximately forty spread throughout the world. The IPMA family
works together to develop and maintain a universal standard of project management competence.
Most of the member associations signed an agreement with IPMA on the validation of their quali-
fication and competence programmes, and are operating a multi-level certification programme in
project management.

IPMA is exchanging views and professional experience with other project management associations
that created project management knowledge, competence and maturity models which are designed
for global use, such as in the U.S., Ausralia, and Japan.

1.11 Professional literature in project management

IPMA publishes professional literature references for the certification on its website (www.ipma.ch).
Each certification body publishes a professional literature list which is useful for acquiring and up-
dating knowledge in project management.

IPMA is collaborating with the International Journal of Project Management.

Several member associations are publishing regional or national journals and magazines on Project
Management.

8 ICB - IPMA Competence Baseline Version 3.0



Chapter 2

Key concepts

The aim of this chapter is to describe a limited number of key concepts necessary for an understand-
ing of the ICB. Each competence element, as described in Chapter 4, contains a description of the
competence element itself.

2.1 Competence

Competence has its origins in the latin word ‘Competentia’ which means “is authorised to judge”
as well as “has the right to speak’;.... so the world hasn’t changed so much in this regard. We're
looking for competent project managers to orchestrate project activities. Increasingly, competence
descriptions and competence management have changed Human Resource Management in many
organisations.

A competence is a collection of knowledge, personal attitudes, skills and relevant experience needed
to be successful in a certain function. To help candidates measure and develop themselves and to
help assessors to judge a candidate’s competence, the competence is broken down into competence
ranges. The ranges are mainly dimensions that together describe the function and are more or less
independent. Each range contains competence elements that cover the most important competence
aspects in the particular range.

In the third version of the ICB, it was decided to describe competent project management in three

different ranges:

* The technical competence range - to describe the fundamental project management compe-
tence elements. This range covers the project management content, sometimes referred to as the
solid elements. The ICB contains 20 technical competence elements.

* The behavioural competence range - to describe the personal project management compe-
tence elements. This range covers the project manager’s attitudes and skills. The ICB contains
15 behavioural competence elements.

* The contextual competence range - to describe the project management competence ele-
ments related to the context of the project. This range covers the project manager’s competence
in managing relations with the line management organisation and the ability to function in a
project focused organisation. The ICB contains 11 contextual competence elements.

These three ranges are represented figuratively in the eye of competence, see fig. 1.1.
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2.2 Competence element

Every competence element in each range is described in terms of the knowledge and experience
required. After a general description, stating the meaning and the importance of the competen-
ce element, itis broken down into Possible process steps to help the candidate as well as the asses-
sor to understand how the competence element can be applied in a project and Topics addressed
to aid further reading and internet searching. The knowledge and experience required at each
IPMA Level is described in Key competence at Level statements. There is finally a Main relations
section which lists related competence elements. The behavioural competence elements are, for
the sake of assessment, also supported by pairs of statements related to Adequate behaviours
versus Behaviours requiring improvement.

Possible questions that could be asked about individual competence elements are:

Q. Isn’t there overlap between competence elements?
A. Yes, there certainly will be. If the competence elements are considered to cover a range, then
there will inevitably be overlap.

Q. Are all competence elements of equal weight?

A. This is intended to be the case, but a project situation or specific type of project can raise some
competence elements to the crucial category. Apart from this, for some competence elements
there is more literature or knowledge than for others.

Q. Can a competence element provide guidance to me on how to carry out a project?

A. No, the ICB is not a cookbook on how to do projects. However, the description of the Possible
process steps can help the candidate to apply and implement a competence. The Topics addressed
help the candidate to find the relevant literature to learn more about the competence element.

All 46 competence elements are considered to be core in describing competent project manage-
ment.

2.3 Competence baseline

The IPMA is built on the practices and involvement of some 40 national project management as-
sociations and respects national cultural differences. This means that there must be space to add a
national section per competence element as well as to add extra competence elements to reflect any
cultural differences.

IPMA also guarantees that IPMA certificates issued in one country are valid everywhere. This re-
quires a firm basis for harmonisation of the national certification systems. Project management per-
sonnel should be able to manage successfully in other organisations, other sectors of the economy
and in other countries.
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To deal with this balance of interests the ICB is considered to be the compulsory part allowing

several add-ons.

Member IPMA Competence Baseline Organisation
Association Version 3 specific
Add-on

1 1
1 1
1 1
1 1
1 1
1 1
1 1
i specific ! Add-on
1 1
1 1
1 1
1 1
1 1
1 1
1 1

Figure 2.1 /CB and Add-ons

2.4 Competence level
IPMA chose to define four levels of competence:

At IPMA Level A: the candidate has to have: demonstrated successful use of the competence
elementsin the coordination of programmes and/or portfolios; guided programme and/or project
managers in their development and in the use of the competence elements; been involved in
implementing the competence elements or relevant methodology, techniques or tools in projects
or programmes; and contributed to the development of the project manager’s profession by
publishing articles or presenting papers on his experiences or by outlining new concepts.

At IPMA Level B: the candidate has to have demonstrated successful use of the competence
elements in complex project situations. The candidate has also guided (sub) project managers in
their application and implementation of the competence.

At IPMA Level C: the candidate has to have demonstrated successful use of the competence
element in project situations with limited complexity. The candidate might need to be guided in
the further development of the competence element.

At IPMA Level D: only knowledge related to the competence element is assessed (by written
examination).

The certification process and criteria for certification at each IPMA Level are described in chapter

3. The specific knowledge or experience and the behavioural criteria for each element are described

in chapter 4.

2.5 Taxonomy criteria

The taxonomy of competence is graded along a scale from 0 through 10 for knowledge as well as

experience. This is graded for each competence element as follows:

0 means that a candidate has no knowledge and/or experience

1 to 3 means that a candidate has a low level of knowledge and/or experience

4 to 6 means that a candidate has a medium level of knowledge and/or experience
7 to 9 means that a candidate has a high level of knowledge and/or experience

10 means that a candidate has exceptional knowledge and/or experience
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The required level of knowledge or experience differs per IPMA certification level. The requirements
get higher or are at least the same for the IPMA Levels from D to A.

The knowledge and experience of the individual should become deeper (from knowing facts to
the ability to evaluate and apply methods) and broader (from one to several different kinds of
projects).

The taxonomy is elaborated on further in Appendix 4.

2.6 Assessment of competence

The assessment of the 46 competence elements and any added national competence elements re-
quires a distinguishing certification process. Knowledge and experience can be assessed from the in-
dividual’s Curriculum vitae, the written exam, the 360-degree feedback or the workshop, the project
report, the references and the interview itself (see Chapter 3.2, Certification Process). The 360-de-
gree feedback involves three other people who rate the candidate’s competence. If three people who
know the candidate well from different viewpoints consider the candidate to be beyond reasonable
doubt at a certain level, this could aid the assessors.

The effectiveness of the assessment can benefit from the so called STAR-method. The assessor asks
the candidate to describe a Situation from the project report he has produced stating the Task the
candidate had to carry out in that situation, what Activity he performed in that situation and what
Result was achieved. This gives a result oriented view based on what the candidate did to master a
challenging situation.

To ensure the exchangeability of certificates it is recommended that foreign assessors are used as
well as exchanging exam materials and experience between national associations.

2.7 Project, programme or portfolio

In Chapter 4 in the contextual area, three elements (3.01 Project orientation, 3.02 Programme ori-
entation and 3.03 Portfolio orientation) address the competence needed from project management
personnel to participate in an organisation that takes up these orientations as part of its organisa-
tional model. Competence element 3.04 Project, programme & portfolio implementation, describes
the competences required to implement each of the orientations.

This chapter aims to describe definitions of Project, Programme and Portfolio as well as interrela-
tions between the three concepts.

To distinguish an IPMA level A candidate from an IPMA level B candidate, it is crucial for the IPMA
to ensure that there is substance behind the terms project, programme or portfolio. At IPMA level A
the candidate has to have shown effective use of the competence elements in directing projects in
programmes and/or portfolios, within the context of the permanent organisation and in relation to
the strategy of the organisation.
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A portfolio can contain programmes as well as projects. In the ICB, “portfolio” means a programme
portfolio, a project portfolio, or both. Similarly, “portfolio manager” and other portfolio-related
terms are meant to include programmes, projects, or both.

2.7.1 Project

A project is a time and cost constrained operation to realise a set of defined deliverables (the scope to
fulfil the project’s objectives) up to quality standards and requirements. Project management typi-
cally involves personnel from project management associates up to senior project managers (IPMA
Level D to B). However, an organisation may decide to appoint a projects director (IPMA Level A) to
manage a crucial project or programme.

2.7.2 Programme

A programme is set up to achieve a strategic goal. A programme consists of a set of related projects
and required organisational changes to reach a strategic goal and to achieve the defined business
benefits. Programme management typically involves senior project managers or projects directors
(IPMA Level B or A)

2.7.3 Portfolio

A portfolio is a set of projects and /or programmes, which are not necessarily related, brought to-
gether for the sake of control, coordination and optimisation of the portfolio in its totality. Impor-
tant issues on a portfolio level are reported to the senior management of the organisation by the
portfolio manager, together with options to resolve the issues. This enables them to reach a decision
on what should be done based on factual information.

An organisation can have several portfolios in existence at the same time. For instance, there could
be a corporate-level portfolio consisting of several organisational units and directly supervised
by the highest management level. Likewise, each of those organisational units might have its own
portfolios that are under the control of that unit’s management.

Portfolio manager is a permanent function in the line management organisation. The actual projects
and/or programmes in the portfolio will exist for a limited time, while the portfolio itself remains.
This function typically involves a projects director (IPMA Level A) combining knowledge and expe-
rience in projects with the alignment of the portfolio to the organisation’s strategy. The portfolio
manager needs to have high competence in project management.

The main issues and differences from a management perspective can be seen in Table 2.1. The ICB
Version 3 describes archetypes, so the candidate needs to be aware that there can and will be differ-
ences in practice.
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Table 2.1 Project, Programme and Portfolio - main issues and differences

et Jeome ot

The goal ofa is to produce deliverables is to achieve strategic is to coordinate, optimise and
change align with strategy

Vision and strategy are related through the are realised by a programme are aligned to and monitored in
business case of a project the portfolio

Business benefits are largely excluded from are largely included in a are largely excluded from the
a project programme portfolio

Organisational change s often excluded from is usually included in a is excluded from the portfolio
a project programme

Time, costs are defined in the business  are roughly defined within  are based on priorities and
case and are manageable in  the strategy; are broken- strategic targets in the portfolio
a project down to individual projects

within the programme

Explanation:

The goal of a project is to produce the deliverables defined in the business case. Strategic con-
siderations as well as the benefits for the organisation are transferred to the business case. There-
fore, strategy itself isn’t an issue for the project manager. If the project does support the business
strategy, it may get a higher priority in relation to other projects, which makes life easier for the
project manager, but the project still has to deliver according to the business case. The project man-
ager is not responsible for achieving the business benefits of the project, which accrue to and are
largely realised by the organisation once the project is delivered.

In most organisations the project owner is held accountable for realisation of the benefits. The
project is often not about changing the organisation; it may however, include educating people to
fulfil their roles in a different way. If the project concerns organisational change, then the change
to be implemented as an outcome of the project is managed by line management, not by the project
team. Where the deliverables are well defined and specified at the outset and the organisation
doesn’t change these too much during the course of the project, then the delivery of the project to
the required time-frame and costs are usually manageable.

A programme of projects is put together to realise a strategic goal set out by the organisation. To
achieve this, it initiates a group of interrelated projects to deliver the products/outcomes needed to
attain this goal and it defines the organisational changes needed to facilitate the strategic change.
The programme defines the business benefits management process as well as tracking the business
benefits. The programme manager usually directs the projects through project managers, facilitates
the interaction with line managers to realise the change and is responsible for benefits management;
not for the realisation of the benefits, which is again the accountability of line management.

Examples of such programmes are the development of a whole range of related products, a national
campaign against drug addiction, a new transportation system, a noise abatement campaign, or the
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standardisation of the information in a complex area of knowledge. After an agreed period of time
the programme is delivered in its entirety with an outcome that conforms to the strategy and the
programme is terminated.

Portfolio management is concerned with coordinating the projects and programmes of an organi-
sation to optimise throughput, balance the risk profile of the portfolio and to manage the alignment
of projects in relation to the organisation’s strategy and their delivery within budgetary constraints.
At this level, the number, complexity and impact of projects has increased considerably; manage-
ment controls have to be in place. The portfolio manager has processes, mechanisms and systems
in place to display to senior management how the portfolio will achieve the strategic goals of the
organisation. He will offer options for senior management review and decision as to which new
projects should be accepted into the portfolio, which ongoing projects should continue and which
projects should be discarded to achieve a balance of projects which match the strategy and which
can be delivered within the limits of the resources and budget available....there are always too many
projects on the ‘wish list’ and some have to be discarded. The portfolio manager is concerned with
optimising the total use of resources. In mature organisations the portfolio manager also facilitates
the assessment of the effect of changes in vision and strategy on the portfolio. A portfolio contains
many projects that are accepted, prioritised, coordinated, supervised and managed collectively. The
portfolio is overseen by an individual or body (a project director or an executive board) with the
authority and accountability to sanction the use of resources and budgets to deliver those projects.
Examples of portfolios are: all the large project demands of a division, all the internal ICT projects
of a company, all the projects of a non-profit organisation, all the construction projects of a city. The
portfolio of projects in an R&D organisation can be managed applying the same processes.

Of course the world is not black and white, there are many shades of grey and in practice there will
be many differing opinions about these distinctions. Everybody will be able to point out experiences
that do not conform to this matrix. The levels described (project, programme and portfolio) are
meant as pure forms of which there are many variations.

2.8 Project management office

A project management office (or programme management or portfolio management office) is part
of a permanent organisation. Its roles are typically to provide support, to set standards and guide-
lines for the managers of the different projects and programmes, to collect project management
data from the projects, to consolidate these and to report to some governing body. It has to ensure
that the projects are aligned to the organisation’s strategy and vision. This is generally performed
through business case management.

2.9 Project or programme office
A project or programme office is often part of the organisation of a large project to support the
project or programme management team.
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2.10 Project success

To assess competence is one thing, but the ultimate goal of a project or programme manager is to be
successful. For that reason within IPMA, project success is defined as “the appreciation by the vari-
ous interested parties of the project outcomes”. This definition is more challenging than “to produce
the project deliverables within time and budget”, which is only part of it.
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Chapter 3

Certification

This chapter is a short description of IPMA’s universal four-level certification system. It provides
summary information about the normal framework for the application of the ICB Version 3 in the
certification system for:

organisations who want to get information on the certification opportunities for their person-
nel;

clients who wish to know the certification background of IPMA certified project managers;

professionals who want to get a general understanding of how the ICB Version 3 is applied and
how the certification and self-assessment processes work;

certification bodies, global companies and assessors who are using the ICB Version 3 as a basis
for their assessment process and would like to see the global certification picture.

3.1 IPMA Universal Certification System
The role for each level is derived from typical activities, responsibilities and requirements used in
Ppractice.

3.1.1IPMA Level A
Table 3.1 Role of the projects director and IPMA Level A requirements

IPMA Level A
Certified Projects Director
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The emphasis of this role is not on a single project but on a whole portfolio or programme of
projects running concurrently. Management by projects is a core concept for the management of
a permanent organisation, especially of a project oriented company. Management by projects also
encourages the exchange of experiences between personnel in areas such as project management
requirements, processes, methods, techniques and tools, which aids in the development of project
management personnel and leads to improvements in project management quality. Management by
projects encompasses portfolio management, multi-project management and the management of
programmes, as well as the activities of project offices.

The main conditions for a candidate for portfolio or programme manager (IPMA Level A) are:

* Animportant group of projects is contained in the portfolio or programme, and the candidate is
responsible for coordinating and directing them.

= The candidate makes proposals to the overseeing body for their decision (or where appropriate
decides himself) the start, priority, continuation, interruption, or closure of the projects of his
portfolio or programme.

= The candidate is responsible for the selection and continuing development of project manage-
ment requirements, processes, methods, techniques, tools, regulations and guidelines in the
organisation as well as for the implementation of project management in general, in his range of
projects.

= The candidate coordinates and influences (or is responsible for) the selection, training and em-
ployment of the project managers who manage his range of projects, as well as for their perform-
ance appraisal and remuneration.

* The candidate is responsible for the coordination of all the projects of his portfolio or programme
and ensuring their compliance to the strategy of the business/organisation, as well as for estab-
lishing professional controlling and reporting mechanisms in his range of projects.

The portfolio or programme must be important enough to provide evidence of competent manage-
ment. The important parameters to consider are:

* Amount of time the candidate dedicates to the portfolio or programme;

= Number of active projects;

= Different kinds and sizes of projects;

= Complexity of projects;

= Number of project managers and size of organisational unit managed,;

* Annual amount of investment in the portfolio or programme.

The complexity of projects is used for defining the boundaries between the IPMA Levels C and B.

A complex project fulfils all of the following criteria:

a. Many interrelated sub-systems / sub-projects and elements should be taken into account within
the structures of a complex project and in relation to its context in the organisation.

b. Several organisations are involved in the project and/or different units in the same organisation
may benefit from or provide resources for a complex project.

c. Several different disciplines work on a complex project.
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o

The management of a complex project involves several different, sometimes overlapping, pha-
ses.

®

Many of the available project management methods, techniques and tools needed are applied in
the management of a complex project. In practice this would mean that more than sixty percent
of the competence elements would be applied.

3.1.2 IPMA Level B

Table 3.2 Role of the senior project manager and IPMA Level B requirements

IPMA Level B
Certified Senior Project Manager

All criteria relate to the subject of managing projects. A research project may be a most challenging
and complex piece of work in terms of its content. However, the management of this project may
have limited complexity. It is not necessary or sufficient that a project is big (in the sense of scope or
budget) for it to be complex. The order of magnitude is merely an indication of complexity. A project
may have been complex to manage, but the candidate did not really manage it as a complex project.
Therefore the evidence he has provided in his project report is not sufficient to justify a certificate
at IPMA Level B being awarded.

Specific explanations of the above criteria are:

o

The management of a large number of interfaces is typical for complex projects, as well as a
number of sub-projects that are not managed by the senior project manager of the entire project
but by his sub-project managers.

o

In projects with limited complexity the project manager is leading the project team members
directly. In complex projects the senior project manager deals with sub-project managers, nu-
merous individuals, different units in the organisation and sometimes separate organisations.

o

If all of the people involved in the project are from the same discipline the management of the
project is not normally complex. However, it becomes complex if the customer is in a different
part of the organisation and/or external consultants play an essential role in the project.

o

In a complex project the sub-projects can be in different stages (sub-project phases). The senior
project manager is not competent enough if he is only able to manage the conceptual phase, or
the execution phase, or some of the kinds of situations that arise (such as crises). The certified
senior project manager (IPMA Level B) must have shown that he is able to manage different
phases and all kinds of important project management situations.
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®

For a complex project it is normally useful to apply most of the competence elements of the ICB
Version 3. The competence of the candidate in applying the relevant processes, methods, tech-
niques and tools for these elements/aspects has to be demonstrated to a sufficient extent.

3.1.3 IPMA Level C
Table 3.3 Role of the project manager and IPMA Level C requirements

IPMA Level C
Certified Project Manager

The project should be complex enough to require the application of a considerable number of com-
petence elements. This number is defined in more detail in Chapter 3.2.

3.1.4 IPMA Level D
Table 3.4 Role of the project management associate and IPMA Level D requirements

IPMA Level D
Certified Project Management Associate

3.2 Certification Process

3.2.1 Overview

The certification process is composed of several steps for the assessment of a candidate. The as-
sessment steps are applied to the IPMA competence levels A, B, C, and D. The IPMA certification
system is not completely fixed. Some process steps are compulsory, marked with an x, whilst others
are optional, marked with an (x) (table 3.6, page 24). The certification bodies choose whether they

N
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take the options and/or add supplementary options, and define a clear certification process for each
level. In addition, the certification processes can be changed by a decision of IPMA or the certifica-

tion body.
The certification system at the end of the year 2005 can be seen in Table 3.5.

Table 3.5 Universal IPMA Four-Level-Certification system (2005)

Title Capabilities Certification Process Validity
Stage 1 Stage 2 Stage 3
A
Certified
Projects . .
) Projects Interview 5 years
Director director report
(IPMA Level A) P
Competence Application,
Certified =knowledge, Curriculum
Senior Project experience B vitae, Project report
Manager project list,
(IPMA Level B) references,
self-
assessment
Wri .
Certified rltter.m exam
. C Options:
Project
work-shop,
Manager short project
(IPMA Level C) pro}
report
Certified o
. Application, not
Project . .
Curriculum . limited
Management Knowledge . Written exam R
N D vitae, self- option:
Associate assessment 10 years
(IPMA Level D) Y

During the ICB Version 3 revision several suggestions and proposals were made. Proposals that
received a large degree of support are included in this chapter of the ICB Version 3, but these pro-
posals are still subject to a future decision.

The re-certification process is different from the first certification process. It concentrates on the
project management activities and assignments the individual has undertaken and his continuing
professional development since the last certification.

In the following text, these conventions are used:
= ‘applicant’ is used up to the point where the individual is accepted into the initial exam pro-

cess;
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= ‘candidate’ is used for the individual who has been accepted into the initial exam process;
= ‘certificate holder’ is used for the individual who holds a certificate;
= ‘re-certification candidate’ is used for the individual undergoing re-certification.

Table 3.6 Compulsory and optional steps in the initial certification process

Initial certification process steps IPMA Certification Level

Application form, Curriculum vitae

Self-assessment

Written exam

360-degree assessment

Interview

x =compulsory, (x) = option

Table 3.7 Compulsory and optional steps in the re-certification process
Re-certification process steps IPMA Certification Level
A B C D
Application form, Curriculum vitae, references

Updated self-assessment

PM activities and assignments

Complaints, references

Certificate decision: delivery, registration

x =compulsory, (x) = option

In the IPMA certification system no training conditions are imposed. The candidate has a free choice
as to how his training is undertaken.

22 ICB - IPMA Competence Baseline Version 3.0



3.2.2 Application form, Curriculum vitae, references

The application form is intended to identify the applicant and the IPMA certification level for which
he applies. The application form of the certification body should contain the personal details re-
quired.

In the application form the applicant also declares that he is well aware of the conditions of the
certification process and the obligations of an individual certified in project management. These
include the delivery of project, programme and portfolio data and the requirement to pay a certifi-
cation fee. The applicant should also be aware that lists of certificate holders are publicly available,
of the consequences of misusing a certificate or having any interruptions in the continuity of his
engagement in project management.

A Curriculum vitae is required, covering his education, professional qualifications and career details
and should be attached to the application form.

Further, the applicant should provide the names of two individuals who will provide references and
from whom the certification body can get further information in the case of doubt.

The full content of the application is signed off by the applicant.

3.2.3 List of projects, programmes, portfolios, references

The list of projects, programmes and portfolios as well as the references is part of the application
documentation. The list should show all projects, programmes and portfolios the applicant was
engaged in during the period of project management experience required for the respective level, in
a format provided by the certification body.

For each project, programme or portfolio the individual has been engaged in, detailed information
should be given about the project, programme or portfolio characteristics (such as deliverables,
phases, cost, budgets, interested parties, management complexity), the applicant’s project manage-
ment role and his responsibilities within the project, programme or portfolio, and about the dura-
tion and intensity of the applicant’s engagement.

3.2.4 Self-assessment

The self-assessment for each level and each stage in the applicant’s professional life is a common
requirement in the IPMA certification system. The applicant should be able to assess his own com-
petence with increasing accuracy.

The self-evaluation sheet is included as Appendix 3.

3.2.5 Admittance to attend the certification process

The application form, the list of projects, programmes and portfolios, the references and the self-
assessment sheet are the documents used for evaluating the eligibility of the applicant for the certi-
fication process. After a formal check by the certification secretariat and evaluation by at least two
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assessors the applicant will get written approval to participate in the certification process for the
appropriate level.

3.2.6 Written exam

The exam is usually a written test of several hours duration. It is composed of several kinds of ques-

tions:

= Direct questions (multiple choice, assessment of ability to think logically, answers in 1-2 sen-
tences or selection from a short list);

= Open essay (e.g. about a project proposal, project calculation, process description);

= Intellectual task (such as a mini-case study).

Computer assisted evaluation can be used mainly for the first category. The characteristics of the
written exam are shown in Table 3.8.

Table 3.8 Characteristics of the written exam at IPMA Levels C and D

Duration At least 3-5 hours At least 4-6 hours
Number of assessors for the written exam 1 (2 in case of doubt) 1 (2 in case of doubt)
Coverage
Direct questions all elements all elements
Open essays 2-4 elements 3-5 elements
per range per range
Intellectual tasks 1-2 elements 1-2 element
per range per range

The coverage indicates how many project management competence elements are addressed in the
written exam. The compulsory exam addresses all competence elements of the ICB Version 3.

3.2.7 Workshop
The workshop is an optional part of, or an addition to, the certification process for levels A, B or

C, included at the request of the interested parties and the scheme committee of the certification

body.

The duration of the workshop is one day. The candidates show their PM competence by working in
parallel groups of not more than five members. Starting from an outline project description, they
develop the project plans using multimedia techniques.

Two assessors observe the candidates, who manage the case study and present their results. The
assessors evaluate the project management competence of the candidates against a representative
number of competence elements.

24 ICB - IPMA Competence Baseline Version 3.0



3.2.8 360-degree assessment

The 360-degree assessment is an optional part of, or in addition to, the certification process for
levels A, B or C, included at the request of the interested parties and the scheme committee and/or
used in cases of particular importance, doubt or appeal.

The 360-degree feedback is a computer based questionnaire with around 100 questions regarding
the project management competences. This questionnaire has to be completed by four different peo-
ple: the candidate, his manager, an associate of the project team and a customer of the project. The
candidate chooses these individuals himself. He delivers the information regarding them, together
with their e-mail addresses to the certification body. Each addressee is sent a code to allow them
internet access to the 360-degree questionnaire.

For each question, each addressee gets two statements to choose from. Based on their answers, the
certification body will assess to what extent the candidate has developed and applied the various
project management competences up to the required level. The 360-degree feedback is used as an
input for the IPMA Level A, B and C interview.

3.2.9 Report

The reports describe the application of project management competence in real cases:

= IPMA Level A: to a portfolio or to a programme with a considerable number of projects.

= IPMA Level B: to a project for which complex project management is adequate.

= JPMA Level C: to a project for which project management with limited complexity is adequate.
= IPMA Level D: no report.

The report is an important basis for the interview. In the report typical project management situa-
tions, tasks, actions and results, the roles of the candidate and other involved parties, the methods
and tools applied and the experience and conclusions gained, are described for a large number of
competence elements of the ICB Version 3. The length of the report is variable due to differences in
typing ability, complexity/type of project and style of writing. see, Table 3.9.

Table 3.9 Characteristics of the report at IPMA Levels A, Band C

_ IPMA Level A IPMA Level IPMA Level

Number of assessors

Length variable variable variable

Body 20 to 30 pages 15 to 25 pages 10 to 15 pages

Appendices 10 to 20 pages 10 to 15 pages 5to 10 pages

Coverage

Minimum number of competence 16 technical 14 technical 12 technical

elements per range addressed 11 behavioural 8 behavioural 5 behavioural
8 contextual 6 contextual 4 contextual
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If the two assessors cannot agree on a common result, a third assessor will be involved. An assessor
can informally seek the guidance of another assessor concerning the report.

3.2.10 Interview

In the interview the assessors ask questions they have previously prepared related to the report,
the self- assessment of the candidate, and eventually the written exam answers, the workshop out-
comes, the 360-degree assessment and/or references.

A presentation of projects by candidates is not necessary, due to the fact that the assessors have
obtained enough information about them in the earlier steps of the certification process. The candi-
date can illustrate his answers by presenting examples of documents in addition to the report (e.g.,
a handbook, status report) during the interview. The duration of the interview is approximate due
to variances of language, project and style of interaction.

Normally, a real project management situation concerning one or more competence elements with
tasks, actions, and results will be described as the background to a question. A situation will be
selected at an appropriate point in the life-cycle of the real project, programme or portfolio that is
discussed.

The project management competence elements of the ICB Version 3 that are addressed in the inter-
view are a sample based on the general objectives of the assessment of the certification body and
the information provided by the candidate or collected from the references. The characteristics of
the interview are shown in Table 3.10.

Table 3.10 Characteristics of the interview at IPMA Levels A, Band C

Number of assessors
Duration (without reduction in time where there 2 to 2.5 hours 1.5to 2 hours 1to 1.5 hours
is a workshop)

Coverage
Technical competence elements 5-6 6-7 7-8
Behavioural competence elements 4-5 3-4 2-3
Contextual competence elements 4-5 3-4 2-3
Total 13-16 12-15 11-14

3.2.11 Certification decision

The certification body makes a decision on whether the candidate can continue or must quit the
certification process after defined steps of the certification process on the basis of the total evalua-
tion of the assessors.

The role of the certification body is the assessment of the individual, it does not provide coaching
or training.
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The assessors involved in an assessment are independent and do not respond to questions from
the candidates. They can pass on information to the candidate about missing or insufficient infor-
mation in his application that has been identified by the certification body and invite him to add
it during the next step in the process. The certification body provides the information about the
certification process to the candidate and answers any questions he may have. An assessor normally
evaluates the knowledge and experience component per competence element in common.

The certification body has rules for the situation where the two assessors do not reach a common
view on the outcome. As an exception, guest assessors can be invited to observe or to participate in
the interview (trainee assessor, quality manager of the certification body, foreign guest assessors).
The management of the certification body decides on the outcome based on the information gath-
ered during the certification process. Those who make the final certification decision have not par-
ticipated in the assessment of the candidate.

If a candidate wants to know the reasons for a failure, the lead assessor responds to the candidate,
accompanied by a representative of the certification body.

IPMA encourages the exchange of assessors between certification bodies. The respective assessor
should document his observations in a short report made available to both certification bodies.

3.2.12 Re-certification process steps
The certification body monitors the expiry date of certificates and informs the certificate holder well
in advance of the re-certification date.

The re-certification process is different from the first certification process. It concentrates on the
project management activities and assignments and continuing professional development of the
individual that have occurred since the last certification or re-certification.

Before the mid-point of the period during which the certificate is valid, the certification body sends
a notice to the certificate owner suggesting that a mid-term status review of his project manage-
ment activities and continuing PM education should be carried out and that eventually a change to
another level could be possible. The information provided to the certificate holder reminds him of
the re-certification process and mentions the possibility of changing his certification level.

The steps of the re-certification process are as follows:

= Inthe application form for re-certification, the re-certification candidate also declares that he is
well aware of the conditions of the re-certification process and the status of an individual certi-
fied in project management. As an attachment, an updated Curriculum vitae is required.

= The project, programme and portfolio list is updated and presented according to the level of re-
certification.

= The self-assessment is updated.

= The 360-degree assessment is updated.
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The professional activities that have occurred during the actual period of certificate validity
are reported for the (function), responsibilities and tasks of the re-certification candidate in
projects, programmes and portfolios, the complexity of the projects, programmes and portfolios
and the time the certificate holder (as a percentage of total work time) was involved in them.
The continuing education of the re-certification candidate to maintain and improve his level of
competence in project management during the actual period in which the certificate was valid is
reported. This includes any training he has undergone, experience gained, and any contributions
he has made to his ongoing development in project management.

The re-certification candidate provides a list of individuals who can provide references, who are
aware of his competence in project management and who can be contacted by the assessors of the
certification body if necessary. If there were complaints in writing about his project management
competence or professional conduct, they should be listed in his re-certification application.

In a case where there is doubt about the renewal of a certificate, the assessors prepare questions
to clarify whether the re-certification candidate still fulfils the requirements for his IPMA com-
petence level. The re-certification candidate can also provide additional evidence on his compe-
tence level, his development and his professional conduct.

The certification body makes a decision on whether the certificate can be renewed or not on the
basis of the total evaluation of the assessors.

3.3 General scheme of certification
The content and the taxonomy of the ICB Version 3 are designed to assess the total professional

competence of individuals applying project management in practice. The competence elements are

grouped as follows:

The technical competences covering:

the whole project, programme or portfolio to meet interested parties’ requirements;

the integration of work in a temporary project, programme or portfolio organisation;

the production of single project deliverables in the project organisation;

the progress through all phases of the project, all stages of a programme, all periods of the port-
folio considered.

The behavioural competences are listed in order of decreasing focus on the individual, as well as

an increasing number of people involved:

the elements that are merely related to the project manager himself;

followed by the competence elements most related to his direct contacts in and around the
project;

followed by the competence elements most commonly used in relation to the whole project and
parties involved including its context;

to finish with the elements that have their origins in the economy, society, culture, history.

The contextual competences are grouped in terms of :

the role of project management in permanent organisations;
inter-relations of project management and the organisation’s business administration.
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Table 3.11 shows how the three ranges and their elements are listed.

Table 3.11 Overview of the competence elements

1. Technical competences . Behavioural 3. Contextual competences
competences

Each project management competence element is composed of knowledge and experience.
The total competence required per range should be split between the ranges in the following pro-
portions:

Table 3.12 Weighting of competence ranges at IPMA Levels A, B, Cand D

Competence ranges IPMA Level A IPMA Level B IPMA Level C IPMA Level D
% % % %

Behawoural

The knowledge and experience requirements depend on the levels as well.

Table 3.13 Knowledge and experience scores required at each IPMA Level

(0 through 10) (0 through 10)

Components of IPMA Level A IPMA Level B ‘ IPMA Level C ‘ IPMA Level D

competence (0 through 10) (0 through 10)

Knowledge
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The values in Table 3.14 represent the average scores expected of a candidate at each IPMA Level.

Both knowledge and experience should grow from the level D to the level A. The knowledge and ex-
perience requirements become deeper (from knowing the facts to developing the ability to apply and
evaluate methods) and broader (from one to several different kinds of projects) from IPMA Level
D to IPMA Level A. The project management competence elements are the same for all levels. But the
questions posed by the assessors and their expectations of candidates answers are of a different order.

The degree of competence is defined by general descriptions of knowledge and experience and
evaluated with values on a scale from 0 through 10. The characteristics of each value range are de-

fined by the combination of verbs and nouns.

Table 3.14 Description of the scale of valuation

Values Knowledge characteristics Experience characteristics

w
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The extreme values of the scale are rarely used in real assessments. First, the assessor determines
whether the candidate has low, medium or high competence for a certain element. This coarse evalu-
ation is then refined, for example ‘medium (m)’ can be fine tuned to:

*  4:low medium

* 5: medium medium

*  6: high medium

In a similar way ‘low (1)’ and ‘high (h)’ can be fine tuned. The values from 0 through 10 represent a
continuous linear scale which means that the competence difference of 6 (high medium) to 7 (low
high) is one point. The competence difference between 7 (low high) and 8 (medium high) is also one
point, i.e. the same amount.

Some situations can be assessed mainly within the area of one competence element. The candidate

describes which:

= subjects he has addressed; (the general bases in the ICB are the introductory text and the Topics
addressed in each competence element);

= actions he undertook; (the general bases in the ICB are the Possible process steps in each compe-
tence element);

= results he obtained; (the specific bases in the ICB are in the objectives and conditions defined in
the report of a project, programme or portfolio submitted by the candidate).

Below are some examples, based on actual situations, of how the assessment process is used in
practice.

Example 1 Technical competence element 1.11 ‘Time & project phases’:

* The subject was the time schedule with associated activities, relations and timing for the sub-
project X, the time interval Y of a certain project phase, and conditions and objectives Z (loca-
tion, season, contracts, resources, critical path, targets ).

= The process evolved from an unsatisfactory situation where the sub-project X had only an out-
line critical path provided by the senior project manager and two milestones, to the satisfactory
situation where the sub-project X had a critical path with sufficient detail and resources and
an agreed review procedure. In this situation, the project manager was confident that he could
deliver the project within the time-frame set out by the senior project manager.

* Theresult was a well based, professional and accepted critical path for the time interval Y, but the
time target was missed due to difficulties at customs, where examination of people and goods
took longer than expected, leading to delays.This led to a recommendation to adjust the schedule
for the next such project, and could apply to all critical paths for this kind of project and phase.

= The following relations to other competence elements were taken into account in the assess-
ment: ‘project requirements & objectives’, ‘resources’, ‘communication’, ‘self-control’ and ‘legal’.

Example 2 Behavioural competence element 2.08 ‘Results orientation’
= The subject was results orientation with defined expectations, results specified, project situa-
tion recognised, plans in place for delivery of the results, and an openness to improve the sub-
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project X. The critical path Y of certain project phases, conditions for success and objectives Z
(local and team culture, interested parties, agreements, resources) were known.

The process led from the unsatisfactory situation where the sub-project X had a multitude of
individual goals and activities and a tendency to restrict itself to focusing on the daily work
schedule, following routine processes, to the satisfactory state where the sub-project X had both
individual and common goals.Team members also displayed the willingness and capacity to un-
derstand the expected end results, were able to set and achieve the intermediate targets on the
critical path and to appreciate the contributions made by key individuals towards delivery of the
final results.

The outcome was an improved and accepted results oriented behaviour for the time interval Y,
but results orientation could still be improved. This was achieved in the next phase of the project
and led to the recommendation to the sub-project managers that they should put more emphasis
on the communication and observation of results orientation in the future (which paid off).
The following relationships to other competence elements were taken into account: ‘leadership’,
‘assertiveness’, ‘efficiency’, ‘control & reports’ and ‘communication’.

Example 3 Contextual competence element 3.09 ‘Health, security, safety & environment’

The subject is the health of people, the safety and security of people and goods and the interac-
tion with the natural and man-made environment of the sub-project X, the time interval Y of a
certain project phase, and conditions and objectives Z (interested parties, groups and organisa-
tions, laws, agreements, health and safety guidelines of the permanent organisation).

The process led from an unsatisfactory state of ignorance of the issues, negligence and the ab-
sence of professionalism in the sub-project X in the areas of health, security, safety and the
environment to the satisfactory state where the parties involved in the sub-project X had an
active interest in managing the risks that the project posed to the health, security and safety of
the population and the environment. As a result, they established goals and took a systematic
approach to the issues, which involved relaxation, ergonomics, light levels, noise levels, security
and sustainability, in cooperation with the permanent organisation.

The result was a more outward looking and original project work attitude in the sub-project
team X in the time interval Y, and the permanent organisation decided to develop and imple-
ment a small but effective health, security, safety and environment action programme in all of
its projects.

The following relations to other competence elements were taken into account: ‘creativity’, ‘sys-
tems, products & technology’, ‘ethics’, and ‘business’.

Additional complex situations are assessed by taking into account several competence elements

simultaneously. The general basis of this is the main relations to in the ICB competence element

descriptions, as set out in Example 4.

Example 4
The status report is a topic of the competence element 1.16 ‘Control & reports’. This report can be

generated on the basis of:
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= the general and specific reporting procedures for the management of the respective projects,
coordinated with the finance department.

= the information on the development of the scope and deliverables, critical path, budget, risks
and opportunities, and changes to the project made before the reporting date.

= the status of reliability, leadership and efficiency in the project.

This situation is positioned in the project life-cycle and the competence element list, as is shown in
Table 3.15:

Table 3.15 Competence elements and project life cycle

Project Initiation and Plan & control Close-out
start-up

Project phase preparation | | execution | completion

w
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Comments:

= Assessments will involve clusters of competence elements.

= Questions are prepared to check main relations to allow assessment of clusters of competence
elements.

= Situation are positioned within the project life-cycle, programme stages or portfolio periods.

The assessment scores based on the specific competence elements are summarised for each range.
An example of this is shown in Table 3.16:

Table 3.16 Example of Summary of assessments scores

Interview Average

Contextual competence elements

LA =lead assessor, CA = co-assessor, AR = agreed result (after bilateral discussion)
* Following a discussion, the assessors agreed on a consensus score instead of a mathematical average. This procedure
was necessary because of the large difference between their scores.

These scores can then be summarised in the final evaluation sheet, as shown in Table 3.17.

Table 3.17 Example of Final evaluation sheet
Competence Self Interview Average | Weighting | Average
Range assessment factor*

By candidate or from
360-degree review

The weighting factors applied are based on the percentage distributions between the three compe-
tence ranges for a level B candidate, as set out in Table 3.12.
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For the candidate to pass the whole certification process the requirements are that:

the eligibility criteria are met;

a minimum average per range is attained;

a minimum total average is achieved

(i.e. 7 for IPMA Level A, 6 for IPMA Level B, 4.5 for IPMA Level C, 4 for IPMA Level D,);
the administrative conditions are fulfilled (e.g. payment of the fee for the certification).

For the re-certification candidate to pass the whole re-certification process the requirements are
that:

the eligibility criteria are met;

aminimum average for both project management activities / assignments and continuing educa-
tion is attained;

compliance with the code of professional conduct is fulfilled (e.g. in case of complaints);

a minimum total average is achieved,;

the administrative conditions are fulfilled (e.g. payment of the re-certification fee).

3.4 Certification Organisation
IPMA Certification is carried out by the certification bodies of the professional member associa-
tions. It is validated by IPMA based on internationally recognised standards.

The IPMA certification validation organisation is illustrated in Fig. 3.1.

IPMA Council
IPMA
Executive Board
| IPMA Certification
Validation Management
Board
Validators

Network of Member Associations

|
Network of National Certification Bodies

. . - - . . - withIPMACertiﬁcaltionVaIidationPanel
EEEEERNEBR

EEREEEERRN
EEEEERRN EEEEEER
EEEEERNEBR

EEEEENRDN

Fig. 3.1 IPMA certification validation organisation
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The organisational units and functions are:

the national certification bodies designated by the member associations are responsible for the
qualification and certification programme.

the IPMA Certification Validation Panel, consisting of the representatives of the national cer-
tification bodies and their assessors, exchanges experience and makes recommendations for
improving IPMA's certification and validation system.

the validators who visit the national certification bodies, audit their qualification and compe-
tence programme and recommend improvements.

the IPMA Certification Validation Management Board operates and improves IPMA’s universal
system and validates the operations of the national certification bodies.

the IPMA Executive Board, with a Vice-President for Certification, and the IPMA Council of
Delegates make the general decisions concerning the qualification and competence programme
and appoint the Certification Validation Management Board.

The certification body is completely responsible for its standards and assessments. The main

organisational units of a certification body are:

the management

the scheme committee
the appeal committee
the assessors

the secretariat

The certification bodies fulfil the requirements of the ISO/IEC 17024 standard.
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Chapter 4

Element descriptions

This chapter contains descriptions of all the competence elements in the three ranges: technical,

behavioural and contextual.

Contextual competences

Project orientation
Programme orientation
Portfolio orientation
Project programme & portfolio implementation
Permanent organisation
Business
Systems, products & technology
Personnel management
Health, security, safety
& environment
Finance
Legal Technical competences
Project management success

Behavioural competences Interested parties

Leadership Project requirements & objectives

Engagement & motivation
Self-control
Assertiveness
Relaxation
Openness
Creativity
Results orientation
Efficiency
Consultation
Negotiation

Risk & opportunity
Quality
Project organisation
Teamwork
Problem resolution

Project structures
Scope & deliverables
Time & project phases
Resources
Cost & finance
Conflict & crisis Procurement & contract
Reliability Changes
Values appreciation Control & reports
Ethics Information & documentation
Communication
Start-up
Close-out

Chapter 4 Element descriptions
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4.1 Technical competence elements

This section describes the technical competence elements. In the ‘Technical’ range the competence
elements described are needed to initiate and start, to manage the execution of, and to close a
project. This order can differ depending on the kind, size and complexity of a project and other
influencing factors. The importance or weight of a competence is completely dependent upon the
specific project situation.

Table 4.1 Technical competence elements

Project management success Time & project phases
Interested parties Resources

Project requirements & objectives Cost & finance

Risk & opportunity Procurement & contract
Quality Changes

Project organisation Control & reports

Teamwork Information & documentation
Problem resolution Communication

Project structures Start-up

Scope & deliverables Close-out

Understanding of these competence elements in a specific project situation is the basis for the
assessment.

Every competence element in this range is written based on a general description, a list of Topics
addressed and Possible process steps. The knowledge and experience required at each IPMA Level is
described in Key competence at Level statements and is completed by a Main relations to section, that
shows the association to other competence elements. These competence elements are considered to
always be related. The Main relations to section is meant to aid comprehensive reading and to help
in assessing a candidate’s competence. It is related to the specific content and context (i.e. the cor-
responding elements) of the situation.

It is important for the assessor to follow the definition of each competence element for the assess-
ment of project management personnel.
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The descriptions of effective technical competence at the different IPMA Levels are as follows:

= At IPMA Level A: the candidate has to have shown effective application of the technical com-
petence elements in the coordination of projects and/or programmes, within the scope of a port-
folio or a programme, and alignment to the permanent organisation. The candidate has guided
(sub) programme and/or project managers in their technical PM competence development. The
candidate has also been involved in implementing technical elements or relevant tooling, tech-
niques or methodologies in projects, programmes and a portfolio.

= AtIPMA Level B: the candidate has to have shown effective application of the technical compe-
tence elements in complex project situations and within the scope of the project. The candidate
has guided (sub) project managers in development of their technical PM competence.

= At IPMA Level C: the candidate has to have shown effective application of the technical com-
petence elements in project management situations of limited complexity. The candidate might
need to be guided in the further development of technical PM competence.

= At IPMA Level D: only knowledge of the technical elements and its application is assessed.

Specific knowledge or experience criteria for assessment are listed in the competence element
descriptions. The levels represent defined steps along a continuum of increasing knowledge and
experience.
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1.01 Project management success

Project management success is the appreciation of the project management results by the rel-
evant interested parties.

A key objective of project, programme and portfolio managers is to achieve success and avoid failure
in their endeavors. They want to be sure they know what criteria will be considered in determining
their success or failure and how it will be assessed. Defining these criteria distinctly and clearly is a
major requirement from the outset of the endeavor. To achieve the project, programme or portfolio
objectives within the agreed constraints is the overall definition of success.

Project management success is related to project success; however, it is not the same. For example,
it is possible to carry out successful project management work for a project that has to be termi-
nated due to a new strategic direction being taken by the organisation. . . the project is no longer
relevant.

The management of a project can be viewed as a sub-project of the total project. In the same way
that the context, scope, deliverables, responsibilities, deadlines, cost and effectiveness of the project
must be defined and managed, so must the project management activities be defined and man-
aged.

Integration is crucial for project management success; it involves combining project requirements,
activities and results to achieve the objectives and a successful outcome. The higher the complexity
and the more varied the expectations of the interested parties, the more a sophisticated approach
to integration is needed. Project management oversees the activities required to put together the
detailed project management plan.

Different terms are used for ‘project management plan’. The project management integrates all in-
dividual plans, such as the quality plan, the interested parties’ management plan, the project com-
munication plan, the procurement plan, the contract plan, and the deliverables plan.

Project management plans have to be accepted and approved by those involved and communicated
to the relevant interested parties, with the appropriate degree of detail provided for each of them.

Possible process steps:

1. Analyse the project and its context, including existing decisions and documentation.

2. Develop a PM concept, based on the project requirements, discuss the proposal with the relevant
interested parties and agree to the PM contract with the customer.

3. Plan the management of the project and establish the PM team, methods, techniques and
tools.

4. Plan the integration procedures including context management, remove incompatibilities.

5. Execute and control PM plans and changes, report on PM performance.
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6.

7.

Collect results achieved and their interpretation and communicate to relevant interested
parties.
Evaluate PM successes and failures, transfer and apply lessons learnt to future projects.

Topics addressed:
Expectations of interested parties

Integration

PM assessment
PM audit
PM plan, project plans

PM planning and contracting
PM standards and regulations
PM success and failure criteria

Key competence at level:

A

Has successfully directed the management of project management success for important pro-
grammes and/or portfolios of an organisation or an organisational unit.

Has successfully managed the project management success criteria of a complex project.

Has successfully managed the project management success criteria of a project with limited com-
plexity.

Has the knowledge required concerning the management of project management success and
can apply it.

Main relations to:

1.02 Interested parties, 1.03 Project requirements & objectives, 1.04 Risk & opportunity, 1.05 Qua-
lity, 1.07 Teamwork, 1.09 Project structures, 1.14 Procurement & contract, 1.15 Changes, 1.18 Com-
munication, 1.19 Start-up, 1.20 Close-out, 2.01 Leadership, 2.03 Self-control, 2.04 Assertiveness,
2.05 Relaxation, 2.06 Openness, 2.08 Results orientation, 3.01 Project orientation, 3.02 Programme

orientation, 3.03 Portfolio orientation, 3.04 PPP implementation, 3.06 Business
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1.02 Interested parties

Interested parties (‘interested parties’ is the ISO approved term adopted in ICB; ‘stakeholders’ is
a synonym used for interested parties; ‘client’ and ‘customer’ are also used in the text to identify
a subset of interested parties) are people or groups, who are interested in the performance and/or
success of the project, or who are constrained by the project.

The project manager should identify all the interested parties, what their interests are, and sequence
both in order of importance to the project.

Taking this competence element into account will improve the chances of a successful project. The
project is constrained by its context and may be adjusted to meet the interested parties’ needs. Their
expectations also need to be managed.

To help manage the interested parties, project managers may develop internal and external net-
works, both formal and informal, among those associated with the project (e.g. companies, agencies,
managers, experts, employees, and opinion leaders).

All the interested parties can influence the project either directly or indirectly. Influences such as
interested parties’ interests, project management organisational maturity and project management
practices, standards, issues, trends and power have a bearing on the way the project is conceived
and developed.

Project managers should be diligent in maintaining current information regarding interested parties
and the people representing those parties. This is especially the case if a new party becomes involved
with the project or if a representative changes, in which case the project manager should consider
the impact of the change and ensure that the party or representative is appropriately informed
about the project.

Possible process steps:

1. Identify and prioritise the interested parties’ interests.

2. Analyse their interests and requirements.

3. Communicate to interested parties, which of their requirements will be fulfilled or not fulfilled
by the project.

4. Develop a strategy to cope with the interested parties.

5. Include interested parties’ interests and expectations in the requirements, objectives, scope,
deliverables, time schedule and costs of the project plan.

6. Place under risk management the threats and opportunities represented by the interested par-
ties.

7. ldentify the decision escalation process between the project team and the interested parties.

®

Ensure the interested parties are satisfied in each project phase.
9. Carry out the interested parties’ management plan.
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10. Execute, communicate and manage changes in the interested parties’ plan.
11. Document the lessons learnt and apply to future projects.

Topics addressed:

Internal and external networks

Interested parties communications strategy

Interested parties interests and satisfaction

Interested parties management plan

Expectation management

Position of the project in the programme, portfolio and the organisation of the business
Project context

Key competence at level:

A Has successfully directed the management of interested parties for important programmes and/
or portfolios of an organisation or an organisational unit.

B Has successfully managed the interested parties involved in a complex project.

C Has successfully managed the interested parties involved in a project with limited complexity.

D Has and can apply the knowledge required concerning the management of interested parties for
project purposes.

Main relations to:

1.01 Project management success, 1.03 Project requirements & objectives, 1.04 Risk & opportu-
nity, 1.05 Quality, 1.06 Project organisation, 1.10 Scope & deliverables, 1.13 Cost & finance, 1.14
Procurement & contract, 1.15 Changes, 1.18 Communication, 2.01 Leadership, 2.02 Engagement &
motivation, 2.04 Assertiveness, 2.06 Openness, 2.07 Creativity, 2.08 Results orientation, 2.12 Con-
flict & crisis, 2.13 Reliability, 2.14 Values appreciation, 3.01 Project orientation, 3.02 Programme
orientation, 3.03 Portfolio orientation
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1.03 Project requirements & objectives

Requirements management consists of the identification, definition and agreement of the project to
meet the needs and expectations of interested parties, especially those of the customers and users.

Project requirements are derived from customer needs, which are driven by opportunities and
threats. A business case and a project strategy are developed. A strategy is a high level view of how
to attain the vision/targets of the organisation at some point in the future. The strategy is reviewed
at various time intervals (e.g. in a systems life-cycle, during the project life-cycle and in each of its
phases), as well as in specific areas, for example in procurement.

The project goal is to provide value to the interested parties. A project strategy is a high level view of
how to attain the project goal. The project objective is to produce the agreed end results, especially
the deliverables, in the time-frame required, within budget and within acceptable parameters of
risk. The project objectives are the set of targets that the project, programme and portfolio manag-
ers should attain to provide the expected project benefits to the interested parties.

The project development phase covers development of the project plans and carrying out the feasi-
bility study. A realistic project appraisal is important in the first phases of a project. Project appraisal
covers the analysis of a proposed project, and the decision to invest in the project in preference to
other competing projects or to other parts of the business. It is a pre-requisite that there is adequate
justification to support the request for project authorisation.

Once a project has been approved for investment, the project owner should produce a project char-
ter, that defines the scope of the project, its objectives and deliverables, budget, timeframe, review
points and team membership.

An ongoing project review process will provide an assessment of achieved project objectives as com-
pared to the project objectives and success criteria agreed at the outset. The outcome of a project
may be considered more successful by some interested parties, but less successful by others.

Possible process steps:

1. Gather, document, and get agreement on project requirements.

2. Develop a business case and project strategies and place them under change management.

3. Define project objectives, appraise the project, carry out a feasibility study, and establish a
project plan.

4. Communicate progress and changes.

o

Validate requirements at key points in the project life-cycle.

6. Assess compliance with project objectives and requirements and seek authorisation for the
project.

7. Setup project review process.

8. Document the lessons learnt and apply to future projects.
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Topics addressed:
Assessment and prioritising

Business case

Project charter

Project context, context conditions

Project definition, agreement on project objectives and context conditions

Project plans

Project requirements management

Project strategy

Value management, benchmarks (e.g. ROI), balanced score card

Key competence at level:

A

Has successfully directed the management of project requirements and objectives for important
programmes and/or portfolios of an organisation or an organisational unit.

Has successfully managed defining the project requirements and objectives of a complex
project.

Has successfully managed defining the project requirements and objectives of a project with
limited complexity.

Has the knowledge required concerning the management of project requirements and objectives
and can apply it.

Main relations to:

1.01 Project management success, 1.02 Interested parties, 1.04 Risk & opportunity, 1.05 Quality,
1.08 Problem resolution, 1.10 Scope & deliverables, 1.11 Time & project phases, 1.13 Cost & fi-
nance, 1.14 Procurement & contract, 1.15 Changes, 1.16 Control & reports, 1.19 Start-up, 1.20
Close-out, 2.02 Engagement & motivation, 2.03 Self-control, 2.04 Assertiveness, 2.06 Openness,

2.08 Results orientation, 2.14 Values appreciation, 2.15 Ethics, 3.01 Project orientation, 3.02 Pro-

gramme orientation, 3.03 Portfolio orientation, 3.05 Permanent organisation, 3.06 Business, 3.07

Systems, products & technology, 3.09 Health, security, safety & environment, 3.10 Finance
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1.04 Risk & opportunity

Risk and opportunity management is an ongoing process taking place during all phases of the
project life cycle, from initial idea to project close-out. At project close-out the lessons learnt in risk
and opportunity management throughout the project are an important contribution to the success
of future projects.

The project manager is responsible for keeping himself and all the project team members working
proactively, alert to risks and opportunities, committed to the risk management process, for involv-
ing interested parties in that process and, when needed, for getting appropriate experts as consult-
ants to support project risk management.

A widely used technique to reduce the uncertainty surrounding any particular risk is based on the
successive principle, the reduction of the uncertainty of an estimate when the item subject to the
estimate is broken down into its component parts. The sum of the variances of the estimates of
the sub-items is less than the variance of the total item. To reduce the variance of the project cost
estimation, those cost items with the higher variances are broken down to reduce the uncertainty
of the estimates. The breakdown process is successively repeated until the variances of all the cost
components are below an acceptable limit. The same technique is applied to the estimates of the
duration of the activities that determine the project schedule in order to reduce the uncertainty in
the estimate of the project duration.

Qualitative risk and opportunity assessment ranks the risks and opportunities according to their
importance, as a function of their impact and probability of occurrence. That ranking is used to
decide what strategy should be used to cope with each risk and opportunity. For instance, you could
eliminate a risk, mitigate it, share it, transfer or insure against it, develop a contingency plan, or
passively accept the risk. Similar strategies would be adopted for opportunities. Those risks that
are not acceptable and those opportunities that are to be pursued require an appropriate response
plan. The response plan can affect many project processes requiring the exertion of competences in
the three competence element ranges. The execution of the risk and opportunity response plan has
to be controlled and continuously updated when new risks and opportunities emerge or when the
importance of those already identified varies.

Quantitative risk and opportunity assessment provides a numerical value measuring the effect ex-
pected from risks and opportunities.

Monte Carlo analysis and decision trees and scenario planning are examples of powerful quantita-
tive risk and opportunity assessment techniques.

Possible process steps:
1. Identify and assess risks and opportunities.
2. Develop a risk and opportunity response plan and have it approved and communicated.
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3. Update the different project plans affected by the approved risks and opportunities response
plan.

4. Assess the probability of attaining time and cost objectives, and keep doing it during the
project.

5. Continuously identify new risks, reassess risks, plan responses and modify the project plan.

o

Control the risk and opportunity response plan.
7. Document lessons learnt and apply to future projects; update risk identification tools.

Topics addressed:

Contingency response plans

Cost and duration contingency reserves

Expected monetary value

Qualitative risk assessment tools and techniques
Quantitative risk assessment tools and techniques
Residual risk and fallback plan

Risk and opportunity owners

Risk and opportunity response strategies and plans
Risk and opportunity taking attitudes, risk aversion
Risk identification techniques and tools

Scenario planning

Sensitivity analysis

Strengths, weaknesses, opportunities, threats analysis (SWOT)
Successive principle

Key competence at level:

A Has successfully directed the management of risk and opportunity for important programmes
and/or portfolios of an organisation or an organisational unit.

B Has successfully managed the risk and opportunity situations of a complex project.

C Has successfully managed the risk and opportunity situations of a project with limited complex-
ity.

D Has the knowledge required concerning the management of risks and opportunities in projects
and can apply it.

Main relations to:

1.01 Project management success, 1.02 Interested parties, 1.03 Project requirements & objectives,
1.08 Problem resolution, 1.11 Time & project phases, 1.13 Cost & finance, 1.14 Procurement &
contract, 1.15 Changes, 1.16 Control & reports, 2.01 Leadership, 2.03 Self-control, 2.07 Creativity,
2.11 Negotiation, 2.12 Conflict & crisis, 3.03 Portfolio orientation, 3.05 Permanent organisation,
3.06 Business, 3.09 Health, security, safety & environment, 3.10 Finance, 3.11 Legal.
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1.05 Quality

Quality of the project is the degree to which a set of inherent characteristics fulfils the project
requirements. Project quality management embraces all phases and parts of the project from the
initial project definition, via the project processes, the management of the project team, the project
deliverables and the closure of the project. Project quality management is the responsibility of the
project, programme and portfolio management as a part of the management of total quality. Man-
agement of quality is based on the participation of all members of a project team who should regard
quality as the foundation of the project. It ensures long-term business success through customer
satisfaction. The basis for project quality is the quality management practices of the permanent
organisation that is involved in and contributes to the project processes and results. Specifically, the
permanent organisation determines the quality policy, objectives and responsibilities of the project,
and how quality will be implemented such as by quality planning, standard operating procedures
(SOPs), control measures, and other aspects of the permanent organisation’s quality management
systems. Critical areas of project quality management are the interfaces between projects, pro-
grammes or portfolios and the permanent organisation. The risk of ignoring quality is that of not
achieving the project, programme or portfolio objectives.

The intended functionality of the product should be validated during the course of the project. Nor-
mally, the customer or user will be involved in these reviews to ensure compliance with the product
requirements. Validation of project quality is carried out via procedures such as quality assurance
(QA), quality control (QC), and project and product audits. Where appropriate, computer-aided de-
sign (CAD), scale models, or prototypes can be used and tested to validate the product design, and
to adjust it to satisfy requirements at all stages of the project. Where the product is software, early
versions can be tested by users to detect flaws to correct in later versions. Where the product is
documentation, draft versions can be used to detect errors to correct in later versions.

Testing is needed to prove that the deliverables meet the original specification and to uncover any
defects so as to correct them early and avoid expensive reworking that can be necessary if defects
are detected later. The testing and sign-off procedures to be carried out should be defined early in
the project, preferably when defining the contract.

Possible process steps:
1. Develop the quality plan.
2. Select, build and test:
=  Prototypes/models
= Versions
= Documentation.
3. Get approval for, build and test the final version.
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Carry out quality assurance and control.
Carry out testing, document and seek approval for the results.
Recommend and apply corrective actions and report on actions to eliminate defects.

NS U

Document the lessons learnt and apply to new projects.

Topics addressed:

Computer aided design, prototyping, modelling and testing
Defect detection methods and defect remediation methods
Effectiveness and cost of quality management

Metrics

Process quality management

Product quality management

Standard operating procedures

Version control

Key competence at level:

A Has successfully directed the management of project quality for important programmes and/or
portfolios of an organisation or an organisational unit.

B Has successfully managed the project quality situations of a complex project.

C Has successfully managed the project quality situations of a project with limited complexity.

D Has the knowledge required concerning the management of project quality and can apply it.

Main relations to:

1.01 Project management success, 1.02 Interested parties, 1.03 Project requirements & objectives,
1.04 Risk & opportunity, 1.08 Problem resolution, 1.14 Procurement & contract, 1.16 Control &
reports, 1.17 Information & documentation, 2.06 Openness, 2.08 Results orientation, 2.10 Con-
sultation, 2.11 Negotiation, 2.13 Reliability, 2.14 Values appreciation, 2.15 Ethics, 3.04 PPP imple-
mentation, 3.05 Permanent organisation, 3.06 Business, 3.07 Systems, products & technology, 3.09
Health, security, safety & environment, 3.10 Finance
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1.06 Projectorganisation

The project organisation is a group of people and associated infrastructure with an arrangement
of, authority, relationships and responsibilities aligned to the business or function’s processes. This
competence element covers the design and the maintenance of appropriate roles, organisational
structures, responsibilities and capabilities for the project.

Project and programme organisations are unique and temporary and adapted to the phases of
the project life-cycle or the conditions of the programme cycle. Portfolio organisations are similar
to permanent organisations and often a part of them. However, the orientation in any organisation
should be mainly towards projects. The project organisation and resources requested for project
delivery need to reflect the project objectives. If the project objectives require project delivery over
a short time-frame, where cost is not a consideration, then the project may require high levels of
resource and a large organisation. Where a project is carried out over an extended time-frame and
the budget is constrained, the resources provided may be limited and the organisation small.

The processes and decision models that are managed and applied in an organisation should be well
designed, properly implemented, continuously improved and based on experience. The project or-
ganisation normally has a shorter life and changes more rapidly than the permanent organisation.

The design of the project organisation should take into account cultural and environmental influ-
ences; it usually changes as the project evolves through its life-cycle. When necessary, it is fine-tuned
to fit with different types and terms of contract.

In some situations it may be possible, and preferable, to relocate the project organisation so that
the people involved are all in close proximity; this enhances team working and communication. In
other situations, the units of some project organisations may be geographically dispersed and even
on different continents, posing an even bigger challenge to project management.

The performance of a project organisation depends on the personnel working in it. The competence
of the people who are nominated to participate in the project has to be verified and their availability
checked with line management. Ideally, the project manager and line manager of the function sup-
plying resources to the project will discuss the suitability of an individual to fulfil a particular role in
the project team. The knowledge, skills and experience of the individual will be reviewed, whilst the
project manager will also consider the personality of the individual and fit with other team mem-
bers. However, often the project manager has no involvement in the selection of people allocated to
form the team and, so he has to develop a project team with inexperienced members who may have
conflicting personalities.
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Possible process steps:

Determine what sort of project organisation and resources are required.

Identify all the organisational units that will provide resources to the project.

Define the roles, responsibilities, interfaces, levels of authority and procedures in the project.
Obtain resources from organisational units.

Define and regulate the interfaces with the units of the permanent organisation.
Communicate decisions, lead the project organisation.

Maintain, update and change the project organisation during the project life-cycle if needed.
Continuously seek to improve the project organisation.
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Document the lessons learnt and apply to future projects.

Topics addressed:

Decision models

Interface management

Organisation chart

Procedures, processes

Resource evaluation and continuous learning
Responsibility matrix

Standard meeting schedule

Task descriptions

Key competence at level:
A Has successfully directed the management of project organisation for important programmes
and/or portfolios of an organisation or an organisational unit.

W

Has successfully managed the project organisation situations of a complex project.

C Has successfully managed the project organisation situations of a project with limited complex-
ity.

D Has the knowledge required concerning the management of the project organisation and can

apply it.

Main relations to:

1.02 Interested parties, 1.07 Teamwork, 1.09 Project structures, 1.12 Resources, 1.14 Procurement
& contract, 1.19 Start-up, 1.20 Close-out, 2.01 Leadership, 2.02 Engagement & motivation, 2.04
Assertiveness, 2.05 Relaxation, 2.07 Creativity, 2.09 Efficiency, 2.10 Consultation, 2.14 Values ap-
preciation, 3.03 Portfolio orientation, 3.05 Permanent organisation, 3.06 Business, 3.08 Personnel
management
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1.07 Teamwork

Projects are performed by teams of people, who are usually brought together specifically for the
purpose of the project. Teamwork covers the management and leadership of team building, operat-
ing in teams and group dynamics. Teams are groups of people who work together to realise specific
objectives.

Project team building is often done by the use of project start-up meetings, workshops and seminars
that may include the project manager, team members and sometimes other interested parties. Team
spirit (i.e. getting people to work well together) can be achieved through individual motivation, team
goal setting, social events and supporting strategies.

Problems may arise due to technical or economic difficulties or other kinds of stressful situations.
Issues may also arise due to cultural and educational differences, different interests and/or ways of
working, or members being located great distances apart.

Team development should follow a defined process, for example: forming, storming, norming and
performing (see possible process steps below).

The project manager needs to continually develop the team and its members, from an initial phase
of team building, to team working throughout the life of the project, to the conclusion of the project,
when team members are released to return to their organisational units for re-assignment. During
their time working in the project, the performance of team members should be regularly reviewed by
the project manager in consultation with the line manager, and development, coaching and training
needs assessed and appropriate action taken. Where the performance of a team member is below
the required standard, remedial action may be necessary.

Possible process steps:

1. Form - develop a common sense of purpose, belonging and commitment.

2. Storm - assign roles, responsibilities and tasks to aid control, decision-making and conflict reso-
lution.

3. Norm - openness in how team members can work together.

H>

Perform - develop interdependency to obtain outstanding results.

5. At the conclusion of the project, hand over the project deliverables to the line organisation and
disband the team.

6. Document the lessons learnt and apply to future projects.

Topics addressed:

Ability to work in teams

Cooperation with management
Decision making and representing roles
Geographical separation
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Group dynamics

Individual profile assessment

Key competence at level:

A

o~]

Has successfully directed the management of teamwork for important programmes and/or port-
folios of an organisation or an organisational unit.

Has successfully managed the teamwork situations of a complex project.

Has successfully managed the teamwork situations of a project with limited complexity.

Has the knowledge required concerning the management of teamwork in projects and can apply
it.

Main relations to:
1.01 Project management success, 1.08 Problem resolution, 1.12 Resources, 1.13 Cost & finance,

1.14 Procurement & contract, 1.18 Communication, 2.01 Leadership, 2.02 Engagement & motiva-
tion, 2.03 Self-control, 2.05 Relaxation, 2.12 Conflict & crisis, 2.14 Values appreciation, 2.15 Ethics,
3.02 Programme orientation, 3.04 PPP implementation, 3.07 Systems, products & technology, 3.08

Personnel management
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1.08 Problem resolution

Most of the work in the project life-cycle deals with the definition of work tasks and problem
resolution. Most of the problems that arise are likely to involve the time-frame, cost, risks or de-
liverables of the project or an interaction between all four factors. Options to resolve problems
may involve reducing the scope of project deliverables, increasing its time-frame, or providing more
resources.

Various methods of problem solving can be used. These may involve adopting systematic proce-
dures for: identifying the problem and its root cause; developing ideas and options (such as ‘brain-
storming’, ‘lateral thinking’, and ‘thinking hats’) for solving the problem; evaluating the ideas and
selecting a preferred option; and for taking the appropriate steps to implement the chosen option.
However, before deciding on what course of action to take, the interested parties must be consulted
and their approval sought.

If obstacles arise during the problem solving process, they may be overcome by negotiation, escala-
tion to an appropriate interested party for decision, conflict resolution or crisis management.

The project team can use problem solving sessions as a learning exercise for the team. Successful
problem resolution also tends to unite the team.

Possible process steps:

Include procedures for detecting problems in the project plan.

Identify when situations arise where there is a need for problem solving.
Analyse the problem and identify its root cause.

Apply creative methods to capture ideas to solve the problem.
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Evaluate the ideas and select a preferred option, involving interested parties at appropriate steps

in the process.

6. Implement and review the effectiveness of the selected solution and make adjustments as neces-
sary.

7. Document the whole process and ensure that lessons learnt are applied to future projects.

Topics addressed:

Identifying and assessment of alternative options

Moving between the whole project to the detail and back again
Thinking in terms of systems

Total benefit analysis
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Value analysis

Key competence at level:
A Has successfully directed the management of problem resolution for important programmes
and/or portfolios of an organisation or an organisational unit.

[o~]

Has successfully managed the problem resolution situations of a complex project.

C Has successfully managed the problem resolution situations of a project with limited complex-
ity.

D Has the knowledge required concerning the management of problem resolution in projects and

can apply it.

Main relations to:

1.03 Project requirements & objectives, 1.04 Risk & opportunity, 1.05 Quality, 1.07 Teamwork, 1.09
Project structures, 1.14 Procurement & contract, 1.15 Changes, 2.05 Relaxation, 2.06 Openness,
2.07 Creativity, 2.08 Results orientation, 2.09 Efficiency, 2.10 Consultation, 2.12 Conflict & crisis,
2.14 Values appreciation, 3.01 Project orientation, 3.03 Portfolio orientation, 3.06 Business
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1.09 Project structures

The portfolio, programme and project managers coordinate the different structures in their respec-
tive areas.

The portfolio (and often sub-portfolios) consists of projects and programmes of different types,
costs, risks, benefits, time-frames, sizes, strategic importance, novelty, territorial importance and
so on. The portfolio manager will have the ability to analyse and display the portfolio information
in different ways for senior management review and decision. The portfolio will be an ongoing part
of the organisation’s activities, with a flow of projects and programmes entering the portfolio as
they are sanctioned and leaving the portfolio once they are completed or cancelled.

The programmes consist of related projects and associated activities and will have some of the
attributes of the portfolio, but on a smaller scale. Programmes will also have a finite time-frame,
unlike the portfolio and will have associated benefits to be delivered.

Projects can be broken down into their constituent parts from different standpoints, e.g. work
breakdown, project organisation, project cost, information and documents structure.

The project structures are a key mechanism for creating order within the project. Hierarchical
structures serve to ensure nothing is omitted from the project.

The work can be broken down into tasks, work packages and activities. These units or clusters of
them will be allocated to a resource provider, the work will be scheduled, costs estimated, work
planned, commissioned, controlled and completed. The work and actual costs will be reported and
accepted under the guidance of the project, programme and portfolio managers.

The project organisation can be broken down into sub-projects and modules (e.g. combinations
of planning; finance; infrastructure; ICT (information and communication technology) support; re-
search; development; process development; manufacturing facilities; purchase and supply; product
management and/or others, depending on the type of project) representing the discrete parts of
the project and/or the permanent organisational units to which project/sub-project team members
belong. Each of the sub-projects and/or modules will have a manager and team members. Where
the project manager and/or team members are inexperienced, the project structures should be very
detailed to ensure all aspects are comprehensively covered.

The project can be broken down into its various phases along the critical path, representing interim
deliverables, key decision points (stop/go), investment decisions and so on.

The costs can be broken down in terms of timing of spend, internal versus external, discretionary
versus non-discretionary, capital versus revenue.
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The information flows associated with the project can be broken down into data sets, information
derived from the data, knowledge built on the information, leading to the understanding that ulti-
mately underpins key decisions. Where the data are complex and voluminous, a relational database
may be required and enquiry and data mining tools may be employed to interrogate the data.

The documentation associated with the project will conform to standard formats for the project
definition, project management plan, various types of team meetings, project reviews, executive
reviews, project deliverables and so on. The documents may also need to be reviewed, stored and
access-controlled in a physical and/or electronic archive.

Possible process steps:

1. Analyse the portfolio, programme or project and define the different structures which are ap-
propriate.

Assign an owner to each of the structures.

Define the requirements for each of the structures and how they will operate.

Develop a means of displaying the structures.

Elaborate, analyse and select the structures.

Communicate and control project structures.

Maintain the structures.
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Document the lessons learnt and apply to future portfolios/programmes/projects.

Topics addressed:

Coding systems

Databases, data input and output definition
Hierarchical and non-hierarchical structures
Multi-dimensional structures

Width and depth of structures

Work breakdown structures

Key competence at level:

A Has successfully directed the management of project structures for important programmes
and/or portfolios of an organisation or an organisational unit.

B Has successfully managed the creation of project structures for a complex project.

C Has successfully managed the creation of project structures for a project with limited complex-
ity.

D Has the knowledge required concerning the management of project structures and can apply it.

Main relations to:

1.01 Project management success, 1.06 Project organisation, 1.10 Scope & deliverables, 1.13 Cost
& finance, 1.15 Changes, 1.16 Control & reports, 1.18 Communication, 2.01 Leadership, 2.03 Self-
control, 2.07 Creativity, 2.09 Efficiency, 2.13 Reliability, 3.04 PPP implementation, 3.07 Systems,
products & technology
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1.10 Scope & deliverables

The project scope defines the boundaries of a project. If the boundaries of the project, programme,
or portfolio are not properly defined and if additions to and deletions from the project, programme
or portfolio are not properly documented, then the situation tends to get out of control. From the
point of view of the interested parties the scope embraces the totality of all the deliverables, which
are included in a project. The solutions within the scope gradually evolve from the initial concept
of the project to the final deliverables, through the documents that define those deliverables in
more and more detail as they are developed. From the view of the interested parties the scope and
deliverables represents the total content (functional, technical and user interface characteristics)
included in the project. The project should deliver all that is described within its scope. In some
types of project the scope also includes the geographical and users environment where new systems
or changes to existing systems delivered by the project will be operated. In defining the scope of a
project it is also important to stipulate what is out of its scope

The deliverables of a successful project, programme or portfolio are tangible or intangible assets
created by the project, programme or portfolio for the customer. They are represented by drawings,
schematics, descriptions, models, prototypes, systems and products of various kinds. Deliverables
are not only the product sold or service put into use after project closure, but also the operational
processes, organisational changes and human resource changes needed for a successful organisation
to operate. The project deliverables may be classified in terms of their priority (must have; nice to
have; if there is time), by agreement with the interested parties. Those of lower priority may not be
delivered if there are time constraints. The configuration and specification of the deliverables have
to comply with the project requirements and objectives. Project management should understand
and manage the content of the project, the work requirements and the time-frame.

Configuration is defined as the functional and physical structure of project deliverables as described
in the project documentation and is realised in the deliverables produced by the project. Configura-
tion management helps to minimise deficiencies and errors in the design of a deliverable through a
systematically organised document production and approval procedure. Change management helps
to keep track of changes in the scope as well as in the configuration of the project.

Possible process steps:

Define interested parties’ requirements and objectives.

Agree appropriate deliverables with the interested parties.

Define project scope and control it in all project phases.

Update the deliverables and scope when changes are agreed with the interested parties.
Control the quality of the deliverables.

Formally hand over the deliverables to the interested parties.

Document the lessons learnt and apply to future projects.
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Topics addressed:
Change management

Configuration management

Deliverable design and control methods

Documentation and coherence of results

Interfaces

New or changed deliverables and their functions

New or changed organisational functions and solutions

New or changed physical products or services and their functions

Scope definition

Key competence at level:

A

Has successfully directed the management of project scope and deliverables for important pro-
grammes and/or portfolios of an organisation or an organisational unit.

Has successfully managed the scope and deliverables situations of a complex project.

Has successfully managed the scope and deliverables situations of a project with limited com-
plexity.

Has the knowledge required concerning the management of project scope and deliverables and
can apply it.

Main relations to:

1.02 Interested parties, 1.03 Project requirements & objectives, 1.11 Time & project phases, 1.13
Cost & finance, 1.14 Procurement & contract, 1.15 Changes, 1.16 Control & reports, 1.17 Informa-
tion & documentation, 1.19 Start-up, 1.20 Close-out, 2.02 Engagement & motivation, 2.08 Results
orientation, 2.09 Efficiency, 2.10 Consultation, 2.13 Reliability, 3.04 PPP implementation, 3.05 Per-
manent organisation, 3.06 Business, 3.07 Systems, products & technology, 3.09 Health, security,

safety & environment
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1.11 Time & project phases

Time covers the structuring, sequencing, duration, estimating and scheduling of activities and/or
work packages, including the assignment of resources to activities, establishing project deadlines
and monitoring and controlling their timely execution. These aspects should be displayed on a criti-
cal path diagram.

Project life-cycle models and their time-frames and phases are specific to different industries and
businesses. For example, the models used in construction are different from those used in manu-
facturing or logistics. Similarly, the models used for R&D are different from those used for Supply
Chain or for ICT (information and communication technology) support.

A project phase is a discrete time period of the project sequence, which is clearly separate from
other periods. A project phase includes both major project deliverables and decisions which are the
basis for the next phase. Phases have defined objectives and may have specified time limits. Differ-
ent phase models may be used for different kinds of (sub) projects which increases the complexity
of their coordination. Milestones can be used to work towards specific targets or phase limits or
intervals in between.

In practice the project phases can overlap (e.g. concurrent stages, fast-tracking). In programmes
the phases normally apply to individual projects rather than to the programme itself. Portfolios are
controlled by time intervals. There is usually an annual cycle of meetings and decision points for
planning the portfolio for the coming year, perhaps with a forward view of several years, depending
on the type of business or organisation. The portfolio will also have review points during the current
delivery cycle to ensure that the overall portfolio of projects is on track, that resources are properly
allocated and to allow remedial action to be taken when necessary.

The aim of time scheduling is to determine what activities need to be carried out and when, and to
put these activities into a logical sequence on a time line. Scheduling includes the interfaces between
sub-projects and amongst work packages, as well as the duration and timing of activities. Time
schedules depend on the relative priority of the work, the availability of resources with appropri-
ate skills and sometimes on culturally-dependent or weather-dependent seasons. Where there is
uncertainty about the time-frame required for a particular phase or activity, a time ‘buffer’ or ‘float’
should be introduced into the schedule.

Possible process steps:

Define and sequence the activities and/or work packages.

Estimate duration.

Schedule the project or phase.

Allocate and balance resources.

Compare target, planned and actual dates and update forecast as necessary.
Control the time schedule with respect to changes.
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Document the lessons learnt and apply to future projects.
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Topics addressed:
Critical path planning

Life-cycle models

Milestones

Phase models
Resource supply: demand balancing
Time contingency ‘buffers’ or ‘float’

Time control methods

Time planning methods

Key competence at level:

A

Has successfully directed the management of the project phases and time schedules for impor-
tant programmes and/or portfolios of an organisation or an organisational unit.

Has successfully managed the project phases and the time schedule situations of a complex
project.

Has successfully managed the project phases and the time schedule situations of a project with
limited complexity.

Has the knowledge required concerning the management of project phases and time scheduling
and can apply it.

Main relations to:
1.03 Project requirements & objectives, 1.04 Risk & opportunity, 1.12 Resources, 1.13 Cost & fi-

nance, 1.15 Changes, 1.16 Control & reports, 1.19 Start-up, 2.02 Engagement & motivation, 2.03
Self-control, 2.05 Relaxation, 2.09 Efficiency, 2.10 Consultation, 3.01 Project orientation, 3.04 PPP
implementation, 3.08 Personnel management, 3.10 Finance
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1.12 Resources

Resource management consists of resource planning, with the identification and allocation of re-
sources with the appropriate capability. It also includes optimising the way resources are utilised in
the time schedule as well as the continuous monitoring and control of these resources. Resources
embraces people, materials and the infrastructure (such as materials, equipment, facilities, services,
information technology, information and documents, knowledge, funds) required to carry out
project activities.

Project management should make sure that individuals have the necessary technical, behavioural
and contextual competences and are provided with adequate information, tools and training to per-
form the tasks required of them successfully.

Possible process steps:

1. Identify what resources are required, including the specific project management effort. The com-
petences required of the personnel in the project team should also be made explicit.

Schedule the resources.

Obtain agreement with line management for resource assignments to the project.

Place the estimates and the resource assignments plan under change control.

Manage assignments, with special emphasis on the productivity of newly appointed personnel.
Control the resources with respect to changes.

NS Uk W

Where resources have been over- or under-estimated escalate to programme or portfolio level for

resource (re-) allocation.

8. Modify the resource estimates database at project close-out with figures for the resources actu-
ally used.

9. Document lessons learnt and apply to future projects.

Topics addressed:

Resource buffer (on the critical path)

Resource control methods

Resource estimates database (for planning and balancing resources)
Resource estimating methods

Resource rates

Key competence at level:
A Has successfully directed the management of the project related resources for important pro-
grammes and/or portfolios of an organisation or an organisational unit.

lo~]

Has successfully managed the resource situations of a complex project.

@}

Has successfully managed the resource situations of a project with limited complexity.
D Has the knowledge required concerning the management of project resources and can apply it.
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Main relations to:

1.06 Project organisation, 1.07 Teamwork, 1.13 Cost & finance, 1.14 Procurement & contract, 2.03
Self-control, 2.05 Relaxation, 2.11 Negotiation, 2.12 Conflict & crisis, 2.14 Values appreciation,
3.01 Project orientation, 3.07 Systems, products & technology, 3.08 Personnel management
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1.13 Cost & finance

Project cost and finance management is the sum of all the actions required for planning, monitor-
ing and controlling costs during the project life-cycle, including project assessment and cost esti-
mates in the early phases of the project.

Project cost management estimates the cost of each work package, the sub-systems and the whole
project and establishes the budget for the overall project. It also involves comparing planned versus
actual costs incurred at various points in the project and estimating the remaining cost, as well as
updating the final cost estimate. The cost of the deliverables should be measurable and calculable.
The cost of any change should be calculated, agreed and documented.

Project costs should include an appropriate allocation for overhead items such as office services and
support. The project budget should include a sum of money that is held in reserve to fund uncer-
tainties such as contingencies, claims, or cost over-runs. Funds may also be made available to cover
favourable outcomes such as successfully managing risks or realizing opportunities.

The project, programme and portfolio management can contribute to analysing the new operations
and maintenance cost situation after the end of the projects and programmes. During the project
life-cycle, the allocation of cost items to project or actual operational accounts can be an issue.

The amount of work paid for must be consistent with what the project has actually delivered and the
agreed contractual terms of payment. Project management applies methods to monitor, check and
understand the actual state of delivery, what work should be invoiced and the actual use of resources
(such as sub-contractor billing, hours from time sheets). This is the basis for project cost reporting
and controlling.

Project financial management ensures that in all project phases project management knows how
much financial resource is required for each time interval. The resources required depend on the
project cost, the time schedule and the payment conditions. Project management also analyses the
available financial resources and manages any under-spending or over-spending.

There should be funds (a ‘buffer’ or ‘float’ or ‘contingency’) available for unexpected demands during
the project life-cycle. When used, advance payments need to be handled with special care. In terms
of expenditure, the cash-in and cash-out flow is calculated and evaluated. Appropriate actions and a
feedback system complete the management activities.

Project financing covers the process of raising funds in the most prudent and favourable way. Vari-
ous options exist for financing projects, programmes and portfolios, such as from internal funds,
from subsidiaries, by bank loans or by build-operate-transfer and build-own-operate-transfer (BOT
or BOOT) consortia. The treasury function of the organisation would normally become involved in,
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or lead such activities. These options need to be reviewed for the particular project and an appropri-

ate one selected in sufficient time for the start of the project.

Possible cost management process steps:

1.
2.
3.

© XN U

Analyse and decide on project, programme or portfolio cost management system.

Estimate and evaluate costs of each work package, including overhead costs.

Establish cost monitoring and controlling elements, as well as inflation and currency manage-
ment if necessary.

Define cost objectives.

Calculate actual resource usage and costs or expenses incurred.

Take all changes and claims into account.

Analyse variances and causes, compare actual versus planned cost.

Forecast cost trends and final costs.

. Develop and apply corrective actions.

10 Update the cost estimate with respect to changes.

11. Document lessons learnt and apply to future projects.

Possible financial management process steps:

ik whdRE
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9.

Analyse financing options/models for project, programme or portfolio.

Negotiate with possible sources of funds and determine conditions attached.

Select source of project funding.

Allocate budget to cost items, analyse advance payments.

Calculate financial resource usage and cash-in and cash-out flows of the project, programme or
portfolio.

Establish and control processes and authorisations for payments.

Recognise or establish and control book-keeping and financial auditing systems.

Take into account modification of financial resource usage and budgets available during the
project life-cycle.

Validate and manage budgets, covering incurred costs.

10. Document lessons learnt and apply to future projects.

Topics addressed:
Budget for project cost

Cash flows in and out

Cash ‘buffer’ or ‘float’ or ‘contingency’

Chart of accounts

Cost control methods

Cost estimating methods

Cost structures

Currencies

Design to cost

Earned value

Final cost forecast
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Financial resources
Financing models
Inflation in prices

Key competence at level:
A Has successfully directed the management of the costs and financial resources for important
programmes and/or portfolios of an organisation or an organisational unit.

lo~]

Has successfully managed the cost and financial resource situations of a complex project.

C Has successfully managed the cost and financial resource situations of a project with limited
complexity.

D Has the knowledge required concerning the management of project cost and financial resources

and can apply it.

Main relations to:

1.02 Interested parties, 1.03 Project requirements & objectives, 1.04 Risk & opportunity, 1.09 Project
structures, 1.10 Scope & deliverables, 1.11 Time & project phases, 1.12 Resources, 2.02 Engagement
& motivation, 2.10 Consultation, 2.12 Conflict & crisis, 2.14 Values appreciation, 2.15 Ethics, 3.01
Project orientation, 3.04 PPP implementation, 3.05 Permanent organisation, 3.10 Finance
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1.14 Procurement & contract

Procurement involves obtaining the best value for money from suppliers of goods or services to
the project. There is a need to formalise the work performed by the suppliers and organisations
involved, clearly defining what is expected from them, the control to be exerted by the receiving
organisation and the obligations of each party.

Procurement is usually carried out by a purchase and supply team, which can be part of the project or
programme and will be part of the permanent organisation. The purchase and supply team will have
its own strategy and business processes. They will identify with the project or programme manager
potential suppliers, seek quotations, put bids out to tender, select a supplier, negotiate long-term
agreements with favoured suppliers and minimise inventory via just in time’ delivery. Where the
organisation is a public entity, they would need to ensure that they conform to any legislation cover-
ing the tender process. Where problems arise, they would be expected to negotiate a resolution with
the relevant suppliers.

A contract is a legally binding agreement between two or several parties to perform work or supply
goods and services under specified conditions. A contract may be in the form of a verbal agreement,
or exist as a document signed by the parties involved. Financial penalty clauses for not conform-
ing to the terms of the contract are usually included. In large projects, main contractors may be
appointed who would sub-contract parts of the work to others. The burden would be on the main
contractor to ensure that any sub-contractors conform to the terms of the overall contract.

The purpose of contract management is to control the process of formalising a contract and, once
agreed, managing the contract during the project life-cycle. The legal department of the permanent
organisation would normally be involved in drawing up and formalising the contract with the vari-
ous parties involved and in any action resulting from default by a customer or supplier.

Internal agreements (i.e. an agreement between parties of the same legal entity) for acquiring/ de-
livering goods and services are included in this competence element.

A competent contract manager will be intimately acquainted with the terms of the contract, but
will use judgement on whether to invoke penalty clauses should the customer or a supplier default
in some way. He has to consider the circumstances under which the default has occurred and the
relationship he has with the customer or supplier (long term strategic partnership versus one-off
contract).

Possible process steps:

1. Identify and define what needs to be procured.
2. Put bids out to tender.

3. Select suppliers.

4. Establish contract administration.
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Execute contract.

Manage changes.

Accept contract completion.
Close contract.

© ® Now

Topics addressed:

Acceptance procedure and tests
Change management

Claim management

Contract performance review
Contract terms, including default penalties
Make / Buy analysis

Penalties

Procurement policies and practices
Strategic partnerships

Supply chain agreements
Tendering process

Key competence at level:

Document the lessons learnt and apply to future projects.

A Has successfully directed the management of the procurement and contracts for important pro-

grammes and/or portfolios of an organisation or an organisational unit.

lo~]

C Has successfully managed the procurement and contract situations of a project with limited

complexity.

Has successfully managed the procurement and contract situations of a complex project.

D Has the knowledge required concerning the management of project procurement and contracts

and can apply it.

Main relations to:

1.01 Project management success, 1.02 Interested parties, 1.05 Quality, 1.06 Project organisation,

1.07 Teamwork, 1.08 Problem resolution, 1.10 Scope & deliverables, 1.15 Changes, 1.16 Control
& reports, 1.19 Start-up, 1.20 Close-out, 2.04 Assertiveness, 2.08 Results orientation, 2.11 Nego-

tiation, 2.13 Reliability, 2.15 Ethics, 3.01 Project orientation, 3.06 Business, 3.09 Health, security,

safety & environment, 3.11 Legal
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1.15 Changes

Changes are often necessary in a project due to unanticipated occurrences. It may be necessary to
change the project specification or the contract terms with suppliers or customers. Changes must be
monitored against the original project goals and objectives as set out in the business case.

At the start of a project, the change management process to be adopted should be agreed with all
relevant interested parties. A formal, proactive change management process that anticipates the
need for change is preferable to a process that reacts only after the need for change is obvious.

A change to the scope of a project or to the specification of a deliverable is made by a formal, proac-
tive process. The change process embraces everything that results from the change required or new
opportunity identified, and includes agreement on the change decision process, agreement on the
need for change, and the decision to accept the change and its implementation. This applies for all
kinds of changes. Change management identifies, describes, classifies, assesses, approves or rejects,
realises and verifies changes against legal and other agreements. Changes can be requested by any
party and have to be managed as both proposed and approved changes, as well as properly commu-
nicated to all relevant interested parties. For the management of a change, its direct and indirect
effects on the whole project, programme or portfolio and their contexts are taken into account. The
impact of the changes on the project deliverables, configuration, time schedule, cost, finance plan
and risks are determined by comparison with the project baseline. Once the changes have been ac-
cepted, the project plan is adjusted accordingly.

Possible process steps:

Decide on change management policy and process to be used.
Identify all proposed changes.

Analyse their consequences to the project.

Seek authorisation for the changes, where necessary.

Get changes accepted or rejected.

Plan, execute, control and close approved changes.

Report status of changes after completion.

Monitor effect of changes against project baseline.

© 0N s N

Document lessons learnt and apply to future projects.

Topics addressed:

Change authority

Change management
Change order management
Change request
Configuration management
Product redesign
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Key competence at level:

A Has successfully directed the management of changes in important programmes and/or portfo-
lios of an organisation or an organisational unit.

B Has successfully managed the changes of a complex project.

C Has successfully managed the changes of a project with limited complexity.

D Has the knowledge required concerning the management of project changes and can apply it.

Main relations to:

1.01 Project management success, 1.02 Interested parties, 1.03 Project requirements & objectives,
1.04 Risk & opportunity, 1.08 Problem resolution, 1.09 Project structures, 1.10 Scope & delivera-
bles, 1.11 Time & project phases, 1.12 Resources, 1.13 Cost & finance, 1.16 Control & reports, 1.17
Information & documentation, 2.03 Self-control, 2.07 Creativity, 2.08 Results orientation, 2.09 Ef-
ficiency, 2.10 Consultation, 2.11 Negotiation, 2.14 Values appreciation, 3.05 Permanent organisa-
tion, 3.06 Business
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1.16 Control & reports

This element covers the integrated control and reporting of the project. Control is based on project
objectives, plans and contracts. It measures actual project progress and performance, compares it
against the baseline, and takes any necessary remedial action.

Reporting provides information and communication about the status of work on the project and
forecasts developments up until the end of the project or programme. Reporting also includes finan-
cial audits and reviews of the project.

Where the project manager and/or team are very experienced, it may be sufficient and acceptable
to interested parties to ‘report by exception’. This means only issuing a report when there is some-
thing significant that needs to be reported, rather than being monitored via regular status or update
reports.

Control and reporting of the status of portfolios is carried out for the current period and includes a
forecast for an appropriate number of future time periods.

An integrated project controlling and reporting system covers all project objectives and the corre-
sponding success criteria for the relevant project phases and requirements of all interested parties.

Possible process steps:

Establish an effective project reporting system.

Monitor project status and performance on specific dates.

Analyse objectives, plans and identify any deviations; run trend forecasts.
Plan alternatives and run simulations (what-if and trade-off analysis).
Develop and apply corrective actions.

Eventually adjust project objectives.

Report project status and performance to interested parties.

Document the lessons learnt and apply to future projects.
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Topics addressed:
Actuals
Contingency
Corrective actions
Forecast
Monitoring

Project status

Key competence at level:
A Has successfully directed the management of the control and reporting for important pro-
grammes and/or portfolios of an organisation or an organisational unit.
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B Has successfully managed the control and reporting situations of a complex project.

C Has successfully managed the control and reporting situations of a project with limited complex-
ity.

D Has the knowledge required concerning the management of project control and reporting and
can apply it.

Main relations to:

1.01 Project management success, 1.03 Project requirements & objectives, 1.04 Risk & opportunity,
1.05 Quality, 1.09 Project structures, 1.10 Scope & deliverables, 1.11 Time & project phases, 1.13
Cost & finance, 1.14 Procurement & contract, 1.15 Changes, 1.17 Information & documentation,
1.18 Communication, 2.01 Leadership, 2.08 Results orientation, 2.09 Efficiency, 2.13 Reliability,
2.14 Values appreciation, 2.15 Ethics, 3.02 Programme orientation, 3.03 Portfolio orientation, 3.04
PPP implementation, 3.06 Business, 3.10 Finance
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1.17 Information & documentation

Information management includes modelling, gathering, selecting, storing and retrieving project
data (formatted, unformatted, graphical, hard copy, electronic copy).

Care must also be taken in deciding who gets what information. There can be a tendency to over-
whelm people with too much information. Interested parties should receive only the information
that they need, in a suitable form, to allow them to take whatever action is required of them.

A documentation system should specify the kinds of documents needed for the project, programme,
or portfolio, where each kind of document is ‘fit for its purpose’. For each kind of document, the
system should also specify: the information that the document contains; the format of that infor-
mation (such as narratives, charts, source code, and so on); and the form of the document (such as
paper, film, or electronic).

Documentation includes all the data, information, knowledge and wisdom accrued during the
project life-cycle, especially that which concerns project configuration and changes and all the man-
agement documents.

The information and documentation team will normally be a permanent component of the organi-
sation. The project, programme or portfolio manager should appoint an individual to interface with
this team and/or set up processes to ensure compliance with the organisation’s policies and any
regulatory requirements on information and documentation.

Possible process steps involved in information:

Plan the project management information system for the project, programme or portfolio.
Ensure compliance with the organisation’s policies and any regulatory requirements.
Implement the project management information system.

Control the use of the project management information system.

Audit the use of the project management information system.
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Document the lessons learnt and apply to future projects.

Possible process steps involved in documentation:

1. Develop a documentation management plan

2. Ensure compliance with the organisation’s policies and any regulatory requirements on docu-
mentation.

Classify documents.

Issue documents.

Store documents, in hard copy and /or electronic format.

Control documentation updates and versions.

Archive documents.
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Document the lessons learnt and apply to future projects.
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Topics addressed:
Confidentiality

Document design and format
Document identification and modification
Filing and archiving

Hand-over to customer

Information databases

Information structure and management plan

Regulatory requirements

Security

Semantics

Key competence at level:

A

Has successfully directed the management of information and documentation for important
programmes and/or portfolios of an organisation or an organisational unit.

Has successfully managed the information and documentation situations of a complex project.
Has successfully managed the information and documentation situations of a project with
limited complexity.

Has the knowledge required concerning the management of project information and documen-
tation and can apply it.

Main relations to:

1.05 Quality, 1.10 Scope & deliverables, 1.15 Changes, 1.16 Control & reports, 1.18 Communica-
tion, 1.19 Start-up, 1.20 Close-out, 2.03 Self-control, 2.10 Consultation, 2.13 Reliability, 2.15 Eth-
ics, 3.02 Programme orientation, 3.03 Portfolio orientation, 3.04 PPP implementation, 3.05 Perma-

nent organisation, 3.11 Legal
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1.18 Communication

Communication covers the effective exchange and understanding of information between parties.
Effective communication is vital to the success of projects, programmes and portfolios; the right
information has to be transmitted to relevant parties, accurately and consistently to meet their
expectations. Communication should be useful, clear and timely.

Communication may take many forms: -- oral, written, text or graphic, static or dynamic, formal
or informal, volunteered or requested -- and may use a variety of media such as paper or electronic
means. Communication may take place in conversations, meetings, workshops and conferences, or
by exchanging reports or meeting minutes.

The project, programme and portfolio management prepares a communication plan.

A document listing who will get what and when, can be a useful tool to ensure effective communica-
tion.

[t is important to consider confidentiality in relation to communication. If confidential information
is directly or indirectly communicated to someone who should not know it, then the project or the
permanent organisation may be adversely affected. Some typical examples of confidential informa-
tion include industrial secrets, marketing information, and intellectual property.

The management of meetings includes the preparation for the meeting, the conduct of the meeting,
reporting the meeting and following up the actions that result from it.

Possible process steps:

1. Setout the communication plan at the start of the project or programme, or as one of the port-
folio processes.

Identify the target population for communication and their location.

Determine what needs to be communicated and the context.

Choose the place, time, duration and means of communication.

Plan the communication process and prepare material.

Check the infrastructure and send/transmit communication.

Seek feedback on the effectiveness of the communication.

Evaluate and take appropriate action.
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Document the lessons learnt and apply to future projects.

Topics addressed:

Appropriate communication

Body language

Communication plan

Formal and informal communications
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Listening

Meetings

Presentations

Security and confidentiality
Verbal communication
Written communication

Key competence at level:

A Has successfully directed the management of communication for important programmes and/or
portfolios of an organisation or an organisational unit.

B Has successfully managed the communication situations of a complex project.

C Has successfully managed the communication situations of a project with limited complexity.

D Has the knowledge required concerning the management of project communication and can

apply it.

Main relations to:

1.02 Interested parties, 1.07 Teamwork, 1.09 Project structures, 1.16 Control & reports, 1.17 In-
formation & documentation, 1.19 Start-up, 1.20 Close-out, 2.02 Engagement & motivation, 2.04
Assertiveness, 2.06 Openness, 2.07 Creativity, 2.09 Efficiency, 3.01 Project orientation, 3.02 Pro-
gramme orientation, 3.03 Portfolio orientation, 3.04 PPP implementation, 3.05 Permanent organi-
sation
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1.19 Start-up

Start-up provides the basis for a successful programme or project. It is frequently characterised
by uncertainty, with information that is sketchy or not yet available. Interested party requirements
may be ill-defined, their expectations unrealistic and time-frame undeliverable, whilst early opti-
mism and enthusiasm needs to be tempered with reality. A well-prepared and effectively managed
start-up workshop and the recruitment of the right programme/project team personnel can improve
the chances of a successful programme/project. The start-up workshop should focus on developing
the programme/project charter and preparing the programme/project management plan, setting
out the team roles and critical path for the programme/project.

In portfolios, the phase structure is normally replaced by time intervals, typically related to budget-
ing and/or the business planning and delivery cycle. An annual planning and delivery calendar, with
key meetings and decision points identified for strategic, resource and budget planning and control
is the norm. Close interaction between project, programme and portfolio management is crucial to
ensure senior management endorsement for the projects, programmes and portfolios.

After the decision to continue with the programme or project, the start-up of the next phase is
carried out with the following in mind: the specific objectives for the next phase of the programme/
project; any organisational changes necessary; the need to reconfirm or modify the programme/
project charter and programme/project management plans; updating the detailed time schedule and
cost plan; and engagement with the resources.

Where there are phase time limits, a programme/project transition process should be managed by
the programme/project management team.

Possible process steps:

Initiate start-up process.

Communicate the programme/project objectives and their/ its context.

Create a shared vision or mission for the programme or project in the plans.

Develop a detailed programme or project management plan.

Gain acceptance for the programme/project and programme/project management plan.
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Get the programme/project team working together and focus on the purpose of the programme/

project.

Secure resources, finance, equipment and facilities.

8. Ensure adequate start-up of the programme/project, its projects/sub-projects and project
phases.

9. Get agreement on the programme/project charter and programme/project management plan,
review at every phase of the programme/project and its projects/sub-projects and modify as
necessary.

10. Document the lessons learnt and apply to future programmes/projects.
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Topics addressed:
Programme/Project charter
Programme/Project management plan
Start-up workshop

Key competence at level:

A Has successfully directed the management of the start-ups in important programmes and/or
portfolios of an organisation or an organisational unit.

B Has successfully managed the start-up of an entire complex project and of its phases.

C Has successfully managed the start-up of an entire project with limited complexity and of its
phases.

D Has the knowledge required concerning the management of the start-up of an entire project and
of its phases and can apply it.

Main relations to:

1.01 Project management success, 1.03 Project requirements & objectives, 1.06 Project organisa-
tion, 1.07 Teamwork, 1.10 Scope & deliverables, 1.11 Time & project phases, 1.13 Cost & finance,
1.14 Procurement & contract, 1.17 Information & documentation, 1.18 Communication, 2.02 En-
gagement & motivation, 2.04 Assertiveness, 2.06 Openness, 2.07 Creativity, 3.04 PPP implementa-
tion, 3.05 Permanent organisation

Chapter 4 Element descriptions 79



1.20 Close-out

Close-out refers to the completion of the project or programme or of a phase of the project, after the
results of the programme, project or phase have been delivered.

Each phase of a project or sub-project should be formally closed with an evaluation and documenta-
tion of the phase carried out, checking that objectives have been achieved and customer expecta-
tions met. The proposals for the next phase(s) of the project should be reviewed and any issues
requiring a decision submitted to the appropriate body for authorisation.

For the close-out of the project or programme, where a formal contract has been signed,
considerations include transfer of responsibilities from the contractor to the project owner, the
commencement of the warranty period and the final payments that need to be invoiced. Hand-over
(also known as ‘as built’) documentation needs to be produced and training provided to those who
will use the project results. These are essential to ensure that the benefits of the investment made
in the project or programme are realised.

Project results and experience gained are evaluated and lessons learned are documented so that they
can be used to improve future projects. The members of the project team will be required for new
assignments and should be formally released from their roles and responsibilities.

Possible process steps:

1. Start to use deliverables.

2. Formalise project completion process, hand over operational documents and agree on a process
to resolve open issues.

Obtain customer feedback.

W

Update/Agree on deliverable-related services, e.g. ‘as built’ documentation (what has actually
been delivered); training courses, and product support.

Update/Agree on conditions of warranty.

Close contracts with contractors and suppliers.

Complete all financial transactions and update the final costs.

Hold a project close-out meeting.

© 0 Now

Release human resources and other assets, dissolve project organisation, obtain release from
project management role and hand over responsibility to project owner.

10. Archive project records.

11. Issue final report.

12. Update the lessons learnt database and apply to future projects.
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Topics addressed:

‘As built’ project documentation

Contract compliance review, acceptance procedure and tests
Contract terms, penalties

Hand-over documents

Statement of acceptance

Key competence at level:

A Has successfully directed the management of the close-outs in important programmes and/or
portfolios of an organisation or an organisational unit.

B Has successfully managed the close-out situations of a complex project.

C Has successfully managed the close-out situations of a project with limited complexity.

D Has the knowledge required concerning the management of project close-out and can apply it.

Main relations to:

1.01 Project management success, 1.03 Project requirements & objectives, 1.06 Project organisa-
tion, 1.10 Scope & deliverables, 1.13 Cost & finance, 1.17 Information & documentation, 2.02 En-
gagement & motivation, 2.08 Results orientation, 2.10 Consultation, 2.14 Values appreciation, 3.04
PPP implementation, 3.05 Permanent organisation, 3.10 Finance, 3.11 Legal
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4.2 Behavioural competence elements

This section describes the behavioural competence elements. These are based on a number of refer-
ence documents describing behaviour and include the personal attitude elements that were in ICB
Version 2. We have selected behavioural competence elements which are relevant to project man-
agement and in the context of the project. The description of each behavioural competence element
was written in a way that is relevant to the profession of project management. The behavioural
competence elements are listed below:

Behavioural

competences

Table 4.2 Behavioural competence elements

Leadership Efficiency
Engagement & motivation Consultation
Self-control Negotiation
Assertiveness Conflict & crisis

Relaxation Reliability
Openness Values appreciation
Creativity Ethics

Results orientation

The importance of these behavioural competence elements can and will differ depending on the
situation. The basis for professional behaviour is a project situation and in this case, the relevant
‘technical’ and ‘contextual competence elements have to be taken into account and may be different
because of the particular project situation.

Effective behaviour in a specific project situation is the basis for the assessment. Every competence
element in this range is written based on a general description, a list of Topics addressed and Possible
process steps. The knowledge and experience required at each IPMA Level is described in Key compe-
tence at Level statements and is completed by a Main relations to section, which shows the association
to other competence elements. These competence elements are considered to always be related. The
Main relations to section is meant to aid comprehensive reading and to help in assessing a candidate’s
competence. It is related to the specific content and context (i.e. the corresponding elements) of the
situation. The behavioural competence elements are also supported by paired descriptions of Ade-
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quate behaviours versus Behaviours requiring improvement, to aid the assessor. The paired descriptions

help to assess the candidate’s behavioural competences during the workshop or in the interview. The

paired descriptions are also helpful in formulating STAR-questions.

The descriptions of effective behavioural competence at the different IPMA Levels are as follows:

At IPMA Level A: the candidate has to have shown effective application of the behavioural
competence elements in the coordination of projects and/or programmes, within the scope of a
portfolio or a programme, and alignment to the permanent organisation and in relation to the
strategy of his organisation. The candidate has guided (sub) programme and/or project man-
agers in their behavioural development. The candidate has also been involved in implementing
the behavioural competence elements or methodology in projects or programmes and contrib-
uted to the development of the project manager’s profession by publishing or presenting his ex-
periences or new concepts regarding the behavioural competence elements. Specific knowledge
or experience criteria and behavioural patterns for assessment will be listed in the behavioural
competence element descriptions.

At IPMA Level B: the candidate has to have shown effective application of the behavioural
competence elements in complex project situations and within the scope of the project. The
candidate has guided (sub) project managers in their behavioural development.

At IPMA Level C: the candidate has to have shown effective application of the behavioural com-
petence elements in project management situations of limited complexity. The candidate might
need to be guided in the further development of appropriate behaviours.

At IPMA Level D: only knowledge of each behavioural competence element and its application
is assessed.
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2.01 Leadership

Leadership involves providing direction and motivating others in their role or task to fulfil the
project’s objectives. It is a vital competence for a project manager.

Leadership is required throughout the life of a project. It is particularly important when a project
encounters problems, when change is required or where there is uncertainty about a course of ac-
tion. Leadership is needed to exert all of a project managers competences in a way that they can be
seen and embraced by the team.

Besides displaying leadership with the project team, the project manager needs to be seen as aleader
in representing the project to senior management and other interested parties.

The project manager must know what leadership styles exist and decide which one is appropriate
for the project, the team being managed and when dealing with senior management and interested
parties, in all types of situations. The leadership style adopted includes patterns of behaviour, com-
munication methods, attitude about conflicts and criticisms, ways of controlling team members’
behaviours, decision making processes, and the amount and type of delegation.

Possible process steps:

1. Determine what leadership style is appropriate for the particular situation (with the team, sen-
ior management, and other interested parties).

2. Ensure it is compatible with your style and abilities.

w

Use the chosen leadership style.

4. Review performance and seek feedback (from the team, senior management, and other relevant
interested parties) and modify leadership style if necessary.

5. Use training and coaching opportunities to improve your own leadership competence.

6. Provide coaching and training for team members in leadership.

7. Review and seek continuous improvement in your own and team members’ competence in lead-
ership.

8. Document the lessons learnt and apply to future projects.

Topics addressed:
Coaching
Delegation
Feedback
Leadership styles
Motivation
Natural authority
Power

Recognition
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Tenacity
Vision

Key competence at level:

A Has practiced, managed and directed leadership effectively with the programme and project
managers, within the context of the project and the permanent organisation. The candidate
has guided (sub) programme and/or project managers in their development of leadership. The
candidate has also been involved in implementing leadership in projects or programmes.

B Has practised and managed leadership effectively in complex project situations and within the
context of the project. The candidate has guided (sub) project managers in their development of
leadership.

C Has practised leadership effectively in non-complex project situations.

D Has the required knowledge concerning leadership.

Main relations to:

1.01 Project management success, 1.02 Interested parties, 1.04 Risk & opportunity, 1.06 Project
organisation, 1.07 Teamwork, 1.09 Project structures, 1.16 Control & reports, 2.02 Engagement &
motivation, 2.04 Assertiveness, 2.06 Openness, 2.08 Results orientation, 2.11 Negotiation, 2.12
Conflict & crisis, 2.15 Ethics, 3.04 PPP implementation, 3.06 Business



Behavioural patterns:

2.01 LEADERSHIP

Adequate behaviours Behaviours requiring improvement
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2.02 Engagement & motivation

Engagement is the personal buy-in from the project manager to the project and from the people
inside and associated with the project. Engagement makes people believe in the project and want to
be part of it. It is necessary to bring a vision to life and to motivate people to get together behind a
common goal. Motivation of the project team depends on how well the individuals bond together
and their ability to deal with both the high and low points of the project.

Engagement with and motivation of the individuals involved in the project has to be honest and will

then result in a good working atmosphere and increased productivity of both individuals and the

team as a whole. Motivating an individual requires the project manager to be aware of the person’s

skills and experience, their personal attitudes, circumstances and their intrinsic motivations.

Possible process steps:

1.

w

Be aware of the requirements of the various interested parties and the circumstances and inter-
ests of individuals in the project.

Be explicit about which interested parties or personal interests can’t or won’t be served.
Examine possibilities to include the interests of all parties, define quick wins and incentives.
Be sure to understand what parts of the project different members of the team have bought into
and be alert to changes in motivation levels.

Appreciate, communicate and/or document achievements promptly and adequately.

Work on a culture which takes pride in the project and the teams achievements, provide regular
feedback to the team and its individuals and keep everyone involved.

Be aware of possible changes in interested parties or their interests and act accordingly.
Document the lessons learnt and apply to future projects.

Topics addressed:
Accountability

Delegation and empowerment

Enthusiasm

Motivation models

Team building

Positive attitude

Verbalisation and visualisation of objectives

Key competence at level:

A

Has practiced, managed and directed engagement and motivation effectively with the pro-
gramme and project managers, within the context of the project and the permanent organisa-
tion. The candidate has guided (sub) programme and/or project managers in their development
of competence in engagement and motivation. The candidate has also been involved in imple-
menting engagement and motivation in projects or programmes.
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B Has practised and managed engagement and motivation effectively in complex project situa-
tions and within the context of the project. The candidate has guided (sub) project managers in
their development of engagement and motivation skills.

C Has effectively applied engagement and motivation in non-complex project situations.

D Has the required knowledge concerning engagement and motivation.

Main relations to:

1.02 Interested parties, 1.03 Project requirements & objectives, 1.06 Project organisation, 1.07
Teamwork, 1.10 Scope & deliverables, 1.11 Time & project phases, 1.13 Cost & finance, 1.18 Com-
munication, 1.19 Start-up, 1.20 Close-out, 2.03 Self-control, 2.04 Assertiveness, 2.05 Relaxation,
2.08 Results orientation, 2.13 Reliability, 2.14 Values appreciation, 2.15 Ethics, 3.01 Project ori-
entation, 3.02 Programme orientation, 3.03 Portfolio orientation, 3.06 Business, 3.08 Personnel
management

Behavioural patterns:

2.02 ENGAGEMENT & MOTIVATION

Adequate behaviours | Behaviours requiring improvement

=
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2.03 Self-control

Self-control or self-management is a systematic and disciplined approach to cope with daily work,
changing requirements and to deal with stressful situations.

The project manager is responsible for maintaining an awareness of the stress levels in the team and
taking appropriate remedial action to pre-empt any situation where it is likely to get out of control.
Where there is a loss of self-control, the project manager must take appropriate action with the
individual concerned while keeping his own self-control.

The effective use of your resources leads to successful management of your life and an appropriate
balance between work, family and leisure time. Stress can be systematically managed with the ap-
propriate knowledge, experience and methods. The project manager is responsible for his self-con-
trol, the way he exerts self-control in teamwork and the self-control of the team members.

Possible process steps:

1. Analyse the stressful situation: where and why does stress and loss of self-control occur?

2. Analyse your working behaviour, and determine what causes you to become stressed and lose
self-control.

3. Provide adequate resources (capacity and capability) for the project team.

4. Perform an analysis of strengths and weakness in the team and get individuals to set their
goals.

5. Identify actions to reduce stress.

6. Communicate openly and honestly with people involved to reduce stress levels.

7. Share some of your responsibilities and tasks; delegate them with appropriate authority to per-
form the work.

8. Be well organised yourself and display appropriate behaviours.

9. Learn from stressful situations and loss of self-control; use that knowledge to minimise the
impact of such situations when they happen in the future.

Topics addressed:
Attitude towards work
Balance and priorities
Mental models
Self-management
Teamwork

Time management
Working under stress

Key competence at level:
A Has practiced, managed and directed self-control effectively with the programme and project
managers, within the context of the project and the permanent organisation. The candidate
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has guided (sub) programme and/or project managers in their development of self-control. The
candidate has also been involved in implementing self-control in projects or programmes.

B Has practised and managed self-control effectively in complex project situations and within the
context of the project. The candidate has guided (sub) project managers in their development of
self-control.

C Has practised self-control effectively in non-complex project situations.

D Has the required knowledge concerning self-control

Main relations to:

1.01 Project management success, 1.03 Project requirements & objectives, 1.04 Risk & opportu-
nity, 1.07 Teamwork, 1.09 Project structures, 1.11 Time & project phases, 1.12 Resources, 1.15
Changes, 1.17 Information & documentation, 2.04 Assertiveness, 2.05 Relaxation, 2.09 Efficiency,
2.11 Negotiation, 2.13 Reliability, 2.15 Ethics, 3.01 Project orientation, 3.09 Health, security, safety
& environment, 3.10 Finance, 3.11 Legal

Behavioural patterns:

2.03 SELF-CONTROL

Adequate behaviours | Behaviours requiring improvement

w
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2.04 Assertiveness

Assertiveness, the ability to state your views persuasively and authoritatively, is a competence the
project manager needs to help ensure effective communications with the project team and other
interested parties, so that decisions that affect the project are taken with full knowledge of their
consequences. The project manager avoids being led or manipulated by others into taking or recom-
mending decisions not in the interest of the project.

Persuasiveness is the ability to achieve consensus on common goals, through debate or force of argu-
ment. Persuasiveness can help ensure that worthy ideas are heard and implemented; i.e. the ideas
that help achieve project objectives.

Persuasiveness is needed to induce others to undertake the course of action the project manager
needs to follow in pursuing the interests of the project.

Assertiveness and persuasiveness need to be exerted by the project manager throughout the life of
the project.

Possible process steps:

1. Identify the objectives, results and goals which should be achieved in the project.

2. Analyse the current situation, identify what issues are likely to provoke debate and the possible
consequences.

3. Consider factual arguments around particular issues; prepare your presentation, including re-
buttals for possible counter arguments.

4. Assess the people involved in the discussion, their likely points of view, interests and relation-

ships.

Prepare for the meeting where the issues will be discussed.

Present your case in a calm and self-assured manner.

Express thanks to meeting participants for their interest, show appreciation for their input.

Cultivate sustainable relationships with interested parties.

© ® N w

Continuously learn from your experiences and apply learning in the future.

Topics addressed:
Assertiveness and persuasion
Authority

Diplomacy

Negotiation

Personal conviction
Personality

94 ICB - IPMA Competence Baseline Version 3.0



Relationships
Self-belief
Self-control

Key competence at level:

Has practised, managed and directed assertiveness effectively with the programme and project
managers, within the context of the project and the permanent organisation. The candidate has
guided (sub) programme and/or project managers in their development of assertiveness. The

>

candidate has been involved in implementing assertiveness in projects or programmes.

Has practised and managed assertiveness effectively in complex project situations and within
the context of the project. The candidate has guided (sub) project managers in their develop-
ment of assertiveness.

lo~]
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Has practised assertiveness effectively in non-complex project situations.

)

Has the required knowledge concerning assertiveness.

Main relations to:

1.01 Project management success, 1.02 Interested parties, 1.03 Project requirements & objectives,
1.06 Project organisation, 1.14 Procurement & contract, 1.18 Communication, 1.19 Start-up, 2.01
Leadership, 2.02 Engagement & motivation, 2.08 Results orientation, 2.11 Negotiation, 2.13 Reli-
ability, 2.14 Values appreciation, 2.15 Ethics, 3.04 PPP implementation, 3.05 Permanent organisa-
tion, 3.06 Business, 3.10 Finance, 3.11 Legal

Behavioural patterns:

2.04 ASSERTIVENESS

Adequate behaviours Behaviours requiring improvement
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2.05 Relaxation

Relaxation is the ability to relieve tension in difficult situations. De-escalation of a tense situation
is important in maintaining fruitful cooperation between involved parties. Relaxation can take the
tension out of a situation or re-energise a group of people when it’s needed.

Another important factor in good project management is that the manager is able to relax, recuper-
ate and regroup after a particularly stressful event and ensure that the team do likewise.

In any project, stressful situations will inevitably occur. This can make differences or irritations
between individuals suddenly erupt into the open, such that the situation can become hostile and
threaten the outcome of the project. A project manager should take a proactive stance to anticipate
such situations and minimise their impact.

Team building and social events involving the whole team can also aid relaxation.

The project manager needs to ensure that he and team members maintain an appropriate balance
of work, family, and leisure.

Possible process steps:

1. Detect tensions or fatigue within the project team.

2. Be proactive in discovering the reasons for tensions or fatigue and remove cause(s); take imme-
diate action to minimise the problem.

3. When an intervention is possible, then develop an appropriate action plan. Use care in choosing
the intervention venue and methods (such as facilitated discussions or interviews).

4. Where possible choose venues away from the work place and /or an unconventional setting that
allow combining the intervention with social or leisure activities (such as a barbeque, ten pin
bowling, go-carting) for maximum effect.

5. Regularly follow-up on such situations with the team and involve them in any action plan.

6. Document lessons learned and implement learning when such situations arise in the project or
phases of the project in the future.

Topics addressed:

Appropriate balance of work, family, and leisure
Awareness

De-escalation

Humour

Imagination

Perceptiveness

Personal contacts

Re-energising
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Key competence at level:
Has practised, managed and directed relaxation effectively with the programme and project

>

managers, within the context of the project and the permanent organisation. The candidate
has guided (sub) programme and/or project managers in their development of relaxation. The
candidate has also been involved in implementing relaxation in projects or programmes.

Has practised and managed relaxation effectively in complex project situations and within the
context of the project. The candidate has guided (sub) project managers in their development of

o~]

relaxation.
Has practised relaxation effectively in non-complex project situations.
Has the required knowledge concerning relaxation.

g N

Main relations to:

1.01 Project management success, 1.06 Project organisation, 1.07 Teamwork, 1.08 Problem resolu-
tion, 1.11 Time & project phases, 1.12 Resources, 2.02 Engagement & motivation, 2.03 Self- control,
2.06 Openness, 2.07 Creativity, 2.09 Efficiency, 2.14 Values appreciation, 2.15 Ethics, 3.05 Perma-
nent organisation, 3.08 Personnel management

Behavioural patterns:

2.05 RELAXATION

Adequate behaviours Behaviours requiring improvement

)
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2.06 Openness

Openness is the ability to make others feel they are welcome to express themselves, so that the
project can benefit from their input, suggestions, worries and concerns. Openness is necessary as
a means of benefiting from others’ knowledge and experience. Since a project manager works with
various professionals, openness is an important competence: most of the team members have an
area of expertise where they are more knowledgeable than the project manager. The relationships
in the team are built on mutual respect, trust and reliability.

The project manager needs to decide his policy in relation to openness. Does he have an ‘open door’
policy, where he is always accessible to team members? Does he operate ‘management by walkabout’
to maintain visibility and keep in contact with his team members? How much information does
he share with the team members? The normal policy would be to share all the information he can
without divulging confidences or secrets. Are there cultural reasons why openness would be inap-
propriate?

The project manager also needs to be open to issues such as avoiding discrimination on the grounds
of age, gender, sexual orientation, religion, cultural differences, or disability.

Possible process steps:

Develop a policy in relation to openness.

Begin your working day with informal contacts by ‘phone or face-to-face encounters.
Welcome the information you receive and give your opinion on the topic of conversation.
Use open questions.

Create opportunities to stimulate openness in the team.

Sk wN e

When you receive positive input, praise the person who gave it, so that everyone knows that it’s
appreciated.
7. Learn from each situation and continue to improve your methods of openness.

Topics addressed:

Accessibility

Broad non-PM knowledge

Flexibility

Open to age, gender, sexual orientation, religion, cultural, and disability differences
Transparency

Key competence at level:

A Has demonstrated openness effectively with the programme and project managers, within the
context of the project and the permanent organisation. The candidate has guided (sub) pro-
gramme and/or project managers in their development of openness. The candidate has also been
involved in implementing openness in projects or programmes.
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B Has demonstrated openness effectively in complex project situations and within the context
of the project. The candidate has guided (sub) project managers in their development of open-
ness.

C Has demonstrated openness effectively in non-complex project situations.

D Has the required knowledge concerning openness.

Main relations to:

1.01 Project management success, 1.02 Interested parties, 1.03 Project requirements & objectives,
1.05 Quality, 1.08 Problem resolution, 1.18 Communication, 1.19 Start-up, 2.01 Leadership, 2.05
Relaxation 2.07 Creativity, 2.11 Negotiation, 2.12 Conflict & crisis, 2.14 Values appreciation, 3.03
Portfolio orientation, 3.04 PPP implementation, 3.06 Business

Behavioural patterns:
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Adequate behaviours | Behaviours requiring improvement
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2.07 Creativity

Creativity is the ability to think and act in original and imaginative ways. The project manager ex-
ploits the creativity of individuals, the collective creativity of the project team and the organisation
they work within to the benefit of his project.

The project manager needs to foster processes in the team to stimulate, record, evaluate and act
upon any creative ideas the team come up with which can be of benefit to the project. Creative ideas
often require the originator to sell them to the project team before they are accepted. Others in the
team will often champion the idea and refine it so that it gains greater acceptance. Creativity is one
of the prime competences for project success. It helps the project manager to overcome problems
and motivates the team to work together in developing the creative idea into a workable solution.

When problems arise in the project, the project manager needs to judge whether a creative approach
is appropriate in finding a solution. Where a creative approach is appropriate, he needs to decide
what methods to use. A ‘brainstorming’ session may be appropriate, where members of the project
team and others in the organisation who might be able to contribute meet to have their ideas cap-
tured and subsequently evaluated. The most promising ideas are then further refined and the best
chosen. Whatever method is used in finding a creative solution, it involves looking at the issue from
different perspectives, combining tools, knowledge, common sense, intuition and experience and
applying them.

Creativity can be summed up as: “Reach for the impossible and achieve the unlikely!” Creativity must
be exploited with care in the project team, so that the project focus is not diverted.

Possible process steps:

1. Recognise situations where there is a problem to be solved, a challenge to be addressed or where
anew concept needs to be developed and where a creative approach is appropriate.

2. Determine who can contribute to finding a creative solution, whether from the project team or
elsewhere in or outside the organisation.

3. Get the chosen group of people together, explain the problem requiring a solution and ask them
to use their imaginations in offering ideas.

4. Stimulate and ‘brainstorm’ as many ideas as possible; capture them all without debate.

5. Assess the merits of each idea and prioritise them.

6. Discuss the feasibility and implications of implementing the best ideas and select one to go for-
ward with.

7. Plan and execute the chosen solution.

8. Document the lessons learnt and apply in similar situations in the future.

Topics addressed:
Creativity techniques
Emotional intelligence
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Holistic thinking

Imagination

Intuition

New combinations

Optimism

Verbalisation and visualisation of objectives

Key competence at level:

A Has practised, managed and directed creativity effectively with the programme and project man-
agers, within the context of the project and the permanent organisation. The candidate has
guided (sub) programme and/or project managers in their development of creativity and/or the
competence to manage creative processes. The candidate has also been involved in implement-
ing creativity in projects or programmes.

B Has practised and managed creativity effectively in complex project situations and within the
context of the project. The candidate has guided (sub) project managers in their development of
creativity.

C Has practised creativity effectively in non-complex project situations.

D Has the required knowledge concerning creativity.

Main relations to:

1.02 Interested parties, 1.04 Risk & opportunity, 1.06 Project organisation, 1.08 Problem resolu-
tion, 1.09 Project structures, 1.15 Changes, 1.18 Communication, 1.19 Start-up, 2.05 Relaxation,
2.06 Openness, 2.08 Results orientation, 2.10 Consultation, 3.01 Project orientation, 3.06 Busi-
ness, 3.07 Systems, products & technology
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Behavioural patterns:

2.07 CREATIVITY

Adequate behaviours | Behaviours requiring improvement
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2.08 Results orientation

Results orientation means to focus the team’s attention on key objectives to obtain the optimum
outcome for all the parties involved. The project manager has to ensure that the project results
satisfy the relevant interested parties. This also applies to any changes agreed during the course of
the project. Whilst focusing his attention on results, the project manager still needs to maintain an
awareness of and react to any ethical, legal or environmental issues that affect the project.

Project results may be clustered into project results, customer results, people results and results
applicable to other parties involved. This way the different results required by various interested
parties can be defined at the outset of the project. The project manager has to manage these results
to deliver satisfactory solutions.

This competence in project management behaviour is closely linked to project success. The project
manager is not paid because he works hard, nor for the plans or reports he produces or for the fact
that everybody works hard. He is paid to realise the project results. To deliver the results required by
the relevant interested parties, the project manager has to find out what the different participants
in the project would like to get out of it for themselves. The project manager has to manage the de-
ployment and the development of the team members taking their expectations into account.

Possible process steps:

1. Define project results (objectives, deliverables) expected by all parties, clearly and unambigu-
ously.

2. Cluster results into those for customers, project team and other interested parties.

3. Be explicit as to which interested party’s expectations will not be part of the project objectives
and the various results or the deliverables to be produced.

4. Determine the critical path for the project, communicate this to all parties and get it accepted.

5. Complete the project plan paying attention to quick wins. Communicate the plan and get it
accepted.

6. Repeat these steps during the project to manage risks, opportunities, changes and expecta-
tions.

7. Strive for continuous improvement by providing regular feedback to interested parties on the
project team’s performance.

8. Communicate good project performance and results to interested parties. Pay special attention
to quick wins.

9. Compare project performance and results obtained to the agreed parameters of the project.

10. Documents lessons learnt and implement changes in future projects or phases of the project.

Topics addressed:
Continuous improvement
Communication
Delegation
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Efficiency

Entrepreneurship

Integration of social, technical and environmental aspects
Management of interested parties’ expectations
Management of risk, changes, configuration

Key competence at level:

A Has practiced, managed and directed results orientation effectively with the programme and
project managers, within the context of the project and the permanent organisation. The candi-
date has guided (sub) programme and/or project managers in their development of results ori-
entation. The candidate has also been involved in implementing results orientation in projects
or programmes.

B Has practiced and managed results orientation effectively and successfully in complex project
situations and within the context of the project. The candidate has guided (sub) project manag-
ers to develop results orientation.

C Has practiced and managed results orientation effectively in non-complex project situations.

D Has the required knowledge concerning results orientation.

Main relations to:

1.01 Project management success, 1.02 Interested parties, 1.03 Project requirements & objectives,
1.05 Quality, 1.08 Problem resolution, 1.10 Scope & deliverables, 1.14 Procurement & contract,
1.15 Changes, 1.16 Control & reports, 1.20 Close-out, 2.01 Leadership, 2.02 Engagement & mo-
tivation, 2.04 Assertiveness, 2.09 Efficiency, 2.10 Consultation, 2.13 Reliability, 3.02 Programme
orientation, 3.03 Portfolio orientation, 3.04 PPP implementation, 3.05 Permanent organisation,
3.06 Business, 3.10 Finance
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Behavioural patterns:

2.08 RESULTS ORIENTATION

Adequate behaviours | Behaviours requiring improvement
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2.09 Efficiency

Efficiency is the ability to use time and resources cost-effectively to produce the agreed deliverables
and fulfil interested parties’ expectations. It also embraces using methods, systems and procedures
in the most effective way. Efficiency is a basic component of project management, at least if it’s
practised on relevant issues.

To ensure efficient use of all resources available to the project, there needs to be detailed planning,
scheduling and cost estimating of all activities. To ensure that results meet expectations, efficiency
must be part of the culture of the organisation, the project manager and the team.

If necessary, efficiency can often be improved by training and coaching.

Possible process steps:

1. Actively seek to improve current methods, systems, processes and structures which are relevant
to the project, programme or portfolio.

2. Plan the necessary activities, obtain resources and assign them to deliver a given task, adding a
contingency factor where appropriate.

3. Decide on priorities and acceptable deviations regarding time, money or otherwise for the work
to be done.

4. Integrate resources and energy efficient technologies into the project and account for the
project’s external costs.

5. Manage the execution of work and continuously seek possible resource savings, without affect-

ing quality.

Monitor the work done and resources used and compare with the project plan.

Estimate the resources required to complete the project.

Report if agreed resources will not be sufficient and propose counter measures.

© N

At the conclusion of the project, calculate resources actually used and re-plan similar tasks based
on the new figures. Practice continuous improvement.

10. Document and communicate insights for benchmarking purposes in other projects or phases of
the same project.

Topics addressed:
Benchmarking and measurements
Compromises

Contingency

Continuous improvement
Life-cycle costs

Productivity

Resource and energy efficiency
Social and environmental costs
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Key competence at level:
Has practised, managed and directed efficiency effectively with the programme and project

>

managers, within the context of the project and the permanent organisation. The candidate
has guided (sub) programme and/or project managers in their development of efficiency. The
candidate has also been involved in implementing efficiency in projects or programmes.

Has practised and managed efficiency effectively in complex project situations and within the
context of the project. The candidate has guided (sub) project managers in their development of
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efficiency.
Has practised efficiency effectively in non-complex project situations.
Has the required knowledge concerning efficiency.

o 0N

Main relations to:

1.06 Project organisation, 1.08 Problem resolution, 1.09 Project structures, 1.10 Scope & delivera-
bles, 1.11 Time & project phases, 1.13 Cost & finance, 1.15 Changes, 1.16 Control & reports, 1.18
Communication, 2.03 Self-control, 2.05 Relaxation, 2.08 Results orientation, 2.10 Consultation,
2.11 Negotiation, 3.06 Business, 3.07 Systems, products & technology

Behavioural patterns:

2.09 EFFICIENCY

Adequate behaviours Behaviours requiring improvement
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2.10 Consultation

Consultation is the competence to reason, to present solid arguments, to listen to the other point
of view, to negotiate and to find solutions. It is basically the exchange of opinions about project
issues. Based on respect, systematic and structured thinking, analysis of facts and arguments or
scenarios it leads to mutually accepted decisions. Consultation brings differences of opinion into
the open. It is useful in project role-play.

Reasoning makes it possible to change a person’s point of view, to be able to understand situations
in any discipline and to resolve issues with a high degree of certainty. It challenges solutions and
conclusions built on the basis of perception and prejudice.

Logical questions and solutions can be communicated more easily in the project organisation. They
should lead to more foreseeable and manageable results. Structures and logic underpin project man-
agement, but can also make the process more difficult if they are applied too rigidly.

Possible process steps:

Analyse situation and context.

Identify goals and (next-best) options. Take account of others’ goals and arguments.
Listen to others’ arguments.

Identify common ground and differences.

Diagnose the problem, identify solutions and/or take actions to circumvent the problem.
Resolve differences or agree on differences and the way to resolve them.

Consider consequences; document and communicate.

©® N Uk W

Apply learning to future projects or phases of the same project.

Topics addressed:

Argument

Confrontation

Consultation methods and techniques
Deciding and creating a win-win situation
Diplomacy

Negotiation

Reasoning

Scenario planning

Systematic and structured thinking
Systems engineering

Key competence at level:
A Has consulted effectively with the programme and project managers, within the context of the
project and the permanent organisation. The candidate has guided (sub) programme and/or
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project managers in developing their consulting ability. The candidate has also been involved in
implementing consultation in projects or programmes.

B Has consulted effectively in complex project situations and within the context of the project.
The candidate has guided (sub) project managers in their development of consulting ability.

C Has consulted effectively in non-complex project situations.

D Has the required knowledge concerning consultation ability.

Main relations to:

1.05 Quality, 1.06 Project organisation, 1.08 Problem resolution, 1.10 Scope & deliverables, 1.11
Time & project phases, 1.13 Cost & finance, 1.15 Changes, 1.17 Information & documentation, 1.20
Close-out, 2.07 Creativity, 2.08 Results orientation, 2.09 Efficiency, 2.11 Negotiation, 2.12 Conflict
& crisis, 2.14 Values appreciation, 3.02 Programme orientation, 3.03 Portfolio orientation, 3.06
Business, 3.07 Systems, products & technology, 3.08 Personnel management

Behavioural patterns:

2.10 CONSULTATION

Adequate behaviours | Behaviours requiring improvement

[
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2.11 Negotiation

Negotiations are the means by which parties can resolve disagreements concerned with the project
or programme to arrive at a mutually satisfactory solution. A well developed ability to negotiate can
help the project manager to avoid real conflicts.

Project negotiations should be conducted with due regard to each party’s interests and positions.
A win-win situation is the desirable result, conducted in an open manner. However, it should be
recognised that some negotiations are very political and/or commercial and that compromises often
have to be reached which may not leave all parties totally satisfied.

The project manager should try to establish and maintain good relations between all parties and
maintain this throughout the negotiation process.

Possible process steps:

Decide on the desired outcome and minimum acceptable position.

Set out negotiation strategy.

Ask questions, collect data on the issues which underlie the disagreements; analyse the data.
Present options that address the issues.

Consider the options to achieve a win-win negotiation.

Focus on areas where you agree and maintain a positive relationship with other parties.

NS Uk wh e

Discuss and evaluate each others responses, repeating steps in the negotiation process as many
times as necessary until a conclusion is reached.
8. Document lessons learnt and apply to future projects or phases of the same project.

Topics addressed:
Body language
Communication
Leadership

Negotiation techniques
Problem solving
Consensus management

Key competence at level:

A Has managed and directed others in the conduct and management of meetings and negotia-
tions. Is a skilled negotiator. The candidate has guided (sub) programme and/or project manag-
ers in their development of negotiation ability.

B Has managed project meetings and conducted negotiations successfully. The candidate has
guided (sub) project managers in their development of negotiation ability.

C Has contributed to project meetings and negotiations.

D Has the required knowledge concerning negotiation.
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Main relations to:

1.04 Risk & opportunity, 1.05 Quality, 1.12 Resources, 1.14 Procurement & contract, 1.15 Changes,
2.01 Leadership, 2.03 Self-control, 2.04 Assertiveness, 2.06 Openness, 2.09 Efficiency, 2.12 Con-
flict & crisis, 2.14 Values appreciation, 3.04 PPP implementation, 3.06 Business, 3.10 Finance, 3.11
Legal

Behavioural patterns:

2.11 NEGOTIATION

Adequate behaviours Behaviours requiring improvement

w
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2.12 Conflict & crisis

This competence element covers ways of handling conflicts and crises that can arise between
different individuals and parties involved in a project or programme. Conflicts and crises can arise
in projects, and in contract negotiations, despite processes and guidelines designed to prevent this
happening. They can occur at all levels, largely because there are different parties working together
with their own distinct aims. Conflicts can also arise when people who do not know each other come
together to work on a project sometimes under enormous pressure. A process for handling conflicts
and crises should be set the start of the project. Crisis management starts with good risk analysis
and scenario planning on how to handle any foreseeable crises.

A conflict is a clash of opposing interests or of incompatible personalities and may threaten the
achievement of project objectives. Very often this erodes a good working environment and may re-
sult in a negative effect for the individuals and companies concerned. Conflicts may occur between
two or more people and/or parties.

Transparency and integrity shown by the project manager acting as a dispassionate intermediary
between parties in conflict will help enormously in finding acceptable solutions. People tend to be
more accepting when they are sure that the project manager has only one interest: to resolve the
conflict.

Potential means of resolving conflicts involve collaboration, compromise, prevention or use of
power. Each depends on achieving a balance between one’s own and others interests. Co-operative
conflict management requires a willingness to compromise amongst all parties.

The risk of conflicts that result from a group that can’t reach consensus is especially important to
address early in a project’s life-cycle. The project manager can escalate the problem to higher level
management and ask them to appoint a non-partisan individual to arbitrate or involve an inde-
pendent body acceptable to all parties to mediate and to achieve a solution that will be accepted as

binding.

A crisis in a project can be described as a time of acute difficulty, more so than would arise just as
a result of a conflict. At such times a rapid response is required and skilled judgement needs to be
applied to assess the crisis, define scenarios to solve the crisis and secure the project and to decide
whether to escalate the issue and how high this needs to go in the organisation. The project manager
has to immediately inform the project owner.

The art of conflict and 