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This publication

This e-book is Part 1 of a two-part series on the PMBOK® Guide, A Guide to the Project Management

Body of Knowledge®. The guide is a globally recognized standard document on project management.

Part 1 of the series focuses on the current reality — the status of the guide as it stands today. This Part

includes a historical perspective, an overview, gaps, inconsistencies, and the good things about it.

Part 2 shift to the author perspective on how to improve the guide - the desired outcome that would

help this guide better and clearer for the project management professional community.
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Author Message

We have been hesitant in publishing this work for two main reasons:

1. We have published some of its content through blog posts (http://blog.sukad.com) and

as chapters and partial chapters in our books, such as ‘Redefining the Basics of Project
Management’'.

2. Whenever we discuss some of the topics that we cover in this book (in conferences, events,
articles, or classes), some project management practitioners do not like what we raise. Further,
some can get defensive and even offensive. It is also common for them to accuse us of criticizing

or attacking the PMBOK"® Guide, or of having a hidden agenda.

Here, we will provide our history with the PMBOK® Guide and the Project Management Institute (PMI?)
that will counter the hidden agenda accusations. We will show that we had been contributing to PMI
and PMBOK" Guide for many years; since 1998 to be exact. Further, in this book, we offer suggestions
for improving the PMBOK® Guide. Therefore, our only agenda is the growth of the project management
domain with a focus on applying the principles of project management on real projects in the real world.
Our ultimate objective is to help the practitioners increase their contributions and their organizations’

project performance.

Growth and continual improvement of any system cannot happen without being open in addressing

weaknesses, gaps, and challenges.
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The author and PMI /
PMBOK® Guide

We do realize that what we offer here is a different perspective, and it can be controversial. In some cases,
this book might challenge the conventional wisdom for some readers. These readers might consider part
of the content as critique, or even criticism of the PMBOK® Guide. We ask them to read the content

carefully and reconsider their positions.

What we offer here is a professional (subject matter expert) opinion based on close to two decades of using
this guide in real world practice on small, medium, large, and mega projects. We have used its concepts on
industrial projects, and on day-to-day internal projects. Projects such as writing and publishing a book,

launching a new office, launching a business, developing a web portal, and many other types of projects.
Further, the author is a contributor to the earlier versions of the guide.

We also ask you to recognize that the PMBOK?® Guide is at the heart of the SUKAD Seven Elements of

Project Management Maturity™ model’, which we mention in Chapter 1 of this e-book.
Finally, if a reader still thinks that what we offer here is a critique or uninformed opinion, we refer you
to the PMBOK® Guide notice page* and even re-read Chapters 1 and 2 of the guides. You will notice

what we offer here is indeed a professional opinion and a review; not critique or criticism.

We must close by saying that what we cover here is in line with the intent of the Guide and the volunteers

contributing to the guide, which is a core factor in ‘continual improvement’!
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1

1.1

Introduction

Standard, framework, methodology?

Is A Guide to the Project Management Body of Knowledge®, the PMBOK" Guide, a standard, a method

or methodology, a framework, or something elses? The elaborated answers to these questions are in a
later chapter, The Four Myths About The PMBOK" Guide.

For now, here are a few relevant definitions.

1.1.1

Standard

In practice, the word ‘standard’ could means many things.

Dictionary definition: “something used as a measure, norm, or model in comparative evaluations’.

Further clarifications:

1.1.2

A standard can be anything that an organization establishes for their internal work, as a
standard, for their staff to follow. In this scenario, the organization usually mandates the use
of the standard; although optional standards could exist; however if something is optional, we
typically refer to it as a guide or guideline.

A common use of the term ‘standard’ usually refers to something (documents) a professional
organization, or authority, publishes for others to use. For example, there are engineering
standards, programming standards, and standards for numerous areas of practice.

It is also common that some countries have standards’ issuing authorities, which publish their
standards, or sanction the standards that others publish.

Itis also possible that some standards are adopted by the government, in this context, a standard

would become a regulation (or code); mandated by law.

Standard document

In the context of this book, we distinguish between a standard and a standard document; although many

organizations use the terms interchangeably. The differences are:

A standard can be a standalone reference or resource, for example, ISO 21500 is a standalone
project management standard published by ISO.

A standard document is a resource, such as a book, which includes a standard and other
non-standard information. In our view, the PMBOK® Guide is a standard document and not

a standard.
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1.1.3 ‘De facto standard’

The De facto standard is a term that refer to a certain reference (standard, standard document, guide)
that is commonly accepted, or highly popular, by practitioners of that domain. This is a marketing term
and just because such a term is used that does not make the ‘reference’ a standard, or even officially
accepted. Some organizations and practitioners of project management refer to the PMBOK"® Guide as

a “project management de facto standard”.

114 Framework

Dictionary definition: “basic structure underlying a system, concept, or text’s.

It is common to use the words ‘framework’ and ‘guide’ interchangeably, but that is not 100% accurate.

In the context of this chapter, assume they are the same.

A “framework’ is a general guideline, or an approach that an organization can adopt. The framework
could include many components. For example, the PMBOK® Guide offers guidelines on how to develop
a scope statement, a work breakdown structure, an estimate, a communication plan. PMI labels the

PMBOK?® Guide as “a framework for managing a single project” (The Project Management Institute, 2013).

One generation’s transformation is the next’s status quo.

In the near future, people may soon think it's strange that
devices ever had to be “plugged in.” To obtain that status, there
needs to be “The Shift”.

«eeeeeeeecAlcatel-Lucent @
www.alcatel-lucent.com/careers
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Other examples:

o ISO 21500 offers a framework for managing projects. However, because a standard organization
issues this document, many also refer to ISO 21500 as a standard; although the official title is
‘Guidance on Project Management.

o IPMA offers a competence framework. “The IPMA Competence Baseline is the common
framework document that all IPMA Member Associations and Certification Bodies abide by
to ensure that consistent and harmonised standards are applied” (ICB: IPMA Competence
Baseline, 2015).

To summarize, a project management framework offer suggestions for organizations on how to manage
projects. These guides can be used to support a standard, and they can also be the foundation for building

an organizational project management system.

1.1.5 Method and methodology

It is common that some practitioners confuses the meaning of these two terms, method, and methodology

and use them interchangeably.

In general, a method is “a particular procedure for accomplishing or approaching something”®, whereas a
methodology is “a system of methods used in a particular area of study or activity.”'® In other words, a

method is a specific way that is set or fixed, whereas a methodology is a wider term, “a system of methods”.

Further, a method is different from a framework since a method means there is a certain way of doing
something; like systematic process, a step by step approach. Whereas a framework is a general guideline

as defined earlier.

A common project management method may follow a project life cycle or a similar approach. The

following are two examples of this point.

o PRINCE2® is a method; “PRINCE2 (Projects IN Controlled Environments) is a structured
project management method” (What is PRINCE2°, 2015). Notice the use of the terms ‘structured’
and ‘method’

o SUKAD developed a methodological approach that is based on a project life cycle, which is
CAM2P™ (The Customizable and Adaptable Methodology for Managing Projects™). Notice the
use of the term ‘methodology’ and not ‘method’ this is because CAM2P™ offer an approach that
has to be customized and adapted to the organizational and project context. The customized

and adapted output is a method. In other words, CAM?P™ is “a system of methods.”"!
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CAM’P™ is not a set method — it is an approach
we use to generate various customized and adapted
methods for given projects’ environments,
domains, or classes.

It is not common to hear about project management methods since methods are often custom built for

an organization'? they are internal resources making them proprietary information.

1.1.6 Is a method (methodology) also a standard?

It can be.

Ifan organization officially adopts a methodological approach (“systems of methods™) or a specific method,
it become their standard. For example, in SUKAD we use the CAM2P™ approach, it is our standard.
Some organizations have adopted PRINCE2° or Agile/Scrum as their methods; or built their methods.

However, ‘method’ and ‘standard’ means different things, as we have explained.

1.2 What should organizations use?

Should organizations use a method, a framework, a guide, or what?
This is a wide open question.

A leading practice would be for the organizations to develop their organizational project management
system (OPM System). A system, in the context of this e-book, is about the various components and
elements of managing projects. In other words, the OPM System must have an organizational focus

rather than a single project or program focus.

CAM’P™ is not a set method — it is an approach
we use to generate various customized and adapted
methods for given projects’ environments,
domains, or classes.

The OPM System can be limited to projects or can be wider to cover the whole spectrum of project
management, including program and portfolio management, strategic project management, project

management maturity and other relevant components.

18
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Therefore, to manage the organization’s projects effectively’, one standard or method is not enough.

OPM must adopt a system thinking approach.

In line with the above, for managing projects within an organization, use the term organizational project
management system (OPM System). This ‘system’ must consist of (a) policies, (b) methods, (c) processes,

(d) competence framework, among other things.

Figure 1 is a product of the SUKAD research and development work, and it represents a project
management maturity model, which is also a framework for building and sustaining the organizational

project management system?4.

The Wake

the only emission we want to leave behind

Low-speed Engines Medium-speed Engines Turbochargers Propellers Propulsion Packages PrimeServ

The design of eco-friendly marine power and propulsion solutions is crucial for MAN Diesel & Turbo.
Power competencies are offered with the world’s largest engine programme — having outputs spanning
from 450 to 87,220 kW per engine. Get up front!
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Engineering the Future — since 1758.
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The fundamental elements (the core) of this OPM System are:

Introduction

(O SUKAD

L 2 C
Differentiating Element

Leadership and Competence Frameork supplement the
Professional Developement Core element. The focus is
on building leadership, career management and the
competence framework.

Resources: IPMA Competence Baseline, ofher standards,
or internally developed.

Methodology
Fundamental Element

This element is specific fo building @ project management
methodology that the organization use as the foundation
of its project management system.

Resources: SUKAD CAMZP™ Model, PRINCE2™, or Internally
Developed.

Professional Development
Fundamental Element

Professional Development element is specic fo
establishing the basic framework for individual
performance and fundamental leaming
programs for projecls’ personnel.

Resources: various models, internally developed.

The Seven Elements of Project
Management Maturity™ (The 7Es™)

| templates, software ... that we can use fo enhance the

| Processes & Functions

| infernally developed.

SU KAI)@

Tools & Technology
Fundamental Element

Tools and fechnology aspects s specific fo tools,
efficiency and project performance.

Resources: SUKAD CAMZP™ Modeel, infemaily developed,
Mind Manager, M Project. Primavera ...

Fundamental Element

This is specific fo the various processes of project
management (the how to), such as: develop scope
statement, create WBS, identify risks ...). This element
also includes the PM functions (knowledge areas), such
as: scope, fime, cost, communication ...).

Resources: PMI PMBOK® Guide, other standards, and/ or

&0 izati Learning

Differenciating Element

This element focuses on the organizational leaming,
and knowledge sharing across the organization.

Itis an essential element for continual improvement
and fo reach a higher level of project management
malurity.

Resources: none specific: various literature.

strategic & Organizational Aspects
Strategic Eement

. and the high level

Resources: no specific standard on reference.

© 2010-2015 SUKAD Group Version 2.2

The outside circle can often be fhe starling point for @ project management system implementation and
is also the guiding principles. The focus is on policies. govermance, sirategy, project prioritization, program

The SUKAD Way™ for Organizational Project Management

www.sukad.com
R5b - The Seven Elements

Figure 1: The Seven Elements of Project Management Maturity™ | by SUKAD

o Method,
o Processes and Functions,
+ Tools and Technology, and

o Professional Development.

The differentiating elements (the circles) are:

« Knowledge Management and Organizational Learning,

o Leadership and Competence Framework, and
The strategic element (the outer circle) is:

o Strategic and Organizational Aspects.

Please refer to the image for a brief overview of each element's.
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1.3 Closing comments

What we are suggesting is that a standard document, a guide, a set of processes, or a method - taken
independently - are not enough to manage projects effectively. Once again, organizations need a

system approach.

Unfortunately, most project management professional associations’ focus on one area or another but not
the full system. We realize many have addressed the organizational system, however, their energy and

market focus is on certifications.

Consequently, the proposed model is attempting to provide an integrated approach from the various
resources of the project management domain. Therefore, the OPM System includes a method (like
PRINCE2°, CAM2P™, or others), a set of processes (like from PMBOK" Guide), and competence elements
(like from ICB!s; IPMAY).

>
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2 PMBOK® Guide Overview

2.1 Introduction

The author assumption is that readers of this e-book are familiar with the PMBOK® Guide. Therefore, it
is not our intention to re-explain the guide but to offer a brief overview of the key components, especially
those that would be relevant to this book’s upcoming chapters. What we present here is per the latest
edition of the guide, the fifth edition, published in January 2013.

2.2 The main sections

In general, we observe two distinct sections in the guide, and they are:

 Section 1 is the first three chapters that are general, the project management framework.

o Section 2, which is the remainder of the guide from Chapter 4 to 13; each chapter covers a
knowledge area.

« With the fifth edition, there is an annex dedicated to the ANSI'8 approved project management

standard.

lProject Management Framework l

Knowledge Areas

23 The project management framework

The general part (project management framework) is the first three chapters.

o Chapter 1 is mostly about definitions, and general information about project management,
program management, portfolio management, and their inter-relations. The chapter also
includes the relations between projects and operations, the role of the project manager, and a
brief definition of the PMBOK"® Guide.

o Chapter 2 is crucial but often forgotten (in part or wholly) by practitioners who focus on the
process groups and processes. The chapter is about the organizational context and influences,
governance, project life cycle, project success and the project team. In the current edition, the
guide introduces different types of project life cycles and a new definition of project success.

« Chapter 3 is about the process groups and processes, which are discussed next.

22
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24 Process groups

The following are the key notes about the process groups and processes.

There are five process groups, consisting of 47 processes

o The guide includes five process groups.

« Each process group consists of two or more processes.

o In total there are forty-seven (47) processes, per the fifth edition of the PMBOK® Guide.

o Over the years, with the different editions, the number of process groups has not changed
whereas the number of processes typically changes from one edition to another.

« The five process groups are about initiating'?, planning, executing, monitoring and controlling,

and closing a project or a phase.

2.5 Knowledge areas

The forty-seven processes are distributed across the various knowledge areas based on their focus.

o In the current edition, there are ten knowledge areas.
o These are integration, scope, time, cost, quality, human resource, communication, stakeholder,

risk, and procurement.

There are ten knowledge areas

« The number of knowledge areas has not changed over time until the fifth edition (the current
one). The number changed from nine to ten, adding a chapter on stakeholders.

« The content of this new knowledge area (chapter) was mostly extracted from the communication
and integration’s knowledge areas of the previous editions.

« Each knowledge area, except integration, refers to what most practitioners and some project
management literature label a project management function or area of focus.

« Integration is about integrating all of the knowledge areas and processes.

o Integration also includes a few general processes that are not specific to a knowledge area.

o Each knowledge area consists of a few processes.

o Therefore, every process belongs to a knowledge area and a process group. A table showing
this integration is available in the PMBOK® Guide, and a similar one is presented in part 2 of

this work (the second e-book).

23
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2.6 The processes

Here are a few key points to note:

» To emphasize the last point from the previous section, each of the forty-seven processes belongs
to a process group and a knowledge area. For example, the “Develop Project Charter” process
is in the integration area, and it is an initiating process. “Create WBS” is in the scope area, and
it is a planning process.

o With the various editions, some of the processes have moved from one knowledge area to
another; for example “Identify Stakeholders” moved from communication to the stakeholders’
knowledge area.

o Similarly, some of the processes have moved from one process group to another. Such as “Manage
Project Team” moving from monitoring and controlling to executing in a previous edition.

« Some processes are common to more than one knowledge area but due to the restrictive
structure of the guide they have to be listed in one of the ten knowledge areas. An example
of this is estimating resources, which is common to cost and time. Earned value management
(EVM) is not an independent process, it is part of cost control, but EVM is about the integration

of scope, cost, and time and not limited to cost.

2.7 Generic standard document

The PMBOK" Guide is generic in nature and is useful for “most projects, most of the time” (The Project
Management Institute, 2013). It is not tailored or customized to a particular sector, industry, domain,

or project type.

Because of the generic nature of the Guide, PMI has published a few industry specific extensions
(supplements) to the PMBOK® Guide such as a construction supplement for projects that include
constructing a facility. This supplementary standard document adds four knowledge areas that are not
in the PMBOK" Guide and numerous additional processes but keeps the same process groups structure.

There are also extensions for government projects and software projects.
In addition to the industry/sector extensions, there are numerous standard documents for special
topics like work breakdown structure, estimating, scheduling, and risk management. These are “practice

standards” as PMI have labeled them.

Furthermore, there are standards for program and portfolio management and organizational project

management.

Other organizations may have similar things but discussing them is outside the scope of this book.
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3 PMBOK?® Guide:
Historical Perspectives

3.1 Introduction

The historical details are not core to the purpose of this e-book. However, it would be useful to touch
on certain aspects and the nature of the changes to date. The topics that we address would be relevant

to understanding the overall context and the need to improving the PMBOK® Guide.

3.2 History of the guide
321 199

The first official consolidated copy of the guide was published in 1996.

« It was about 180 pages,

o It had 37 processes, nine knowledge areas, and five process groups.

This first edition was not labeled as an ANSI standard.

bookbooncom
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3.2.2

2000

Next, the 2000 Edition was published. With this edition,

The number of processes increased to 39,
The number of pages increased to about 210,
The two additional processes were in the risk knowledge area, and

With this edition, there were some changes to the names of the processes.

This second edition was still not labeled as an ANSI standard.

3.23

Third edition

With the 2004 edition,

3.24

PMI started to number the editions and calling this version the Third Edition instead of the
2004 edition.

Chapter 3 was split from the first section of the book and listed on its own under the title “The
Standard for Project Management of a Project. This change was likely?® due to ANSI approval.
Although this edition was labeled as an ANSI standard, to our knowledge, only part of Chapter 3
was ‘the ANSI standard’ and not the whole chapter, nor the whole guide.

Other changes in this edition were the increase in the number of processes from 39 to 44. Most
of them were in the integration chapter with the addition of four processes.

Further, some processes moved from one knowledge area to another.

The number of pages reached about 400 pages.

Fourth edition

With this edition,

There were no changes to the sections or knowledge areas,

The number of processes dropped to 42 by consolidating the six procurement processes
into four,

There were other changes in the names of processes and movement from one knowledge area
or process groups to another, and

Some processes were also dropped, and other added.
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3.2.5 Fifth edition

The fifth edition is the current edition?.

« With this edition, the number of pages jumped to more than 600,
« A new knowledge area was added, and

o The number of processes increased from 42 to 47.2

The above changes appears substantial but they were not significant. Our opinion is that most of the
content of the additional processes were there before, incorporated into other processes. For example,
the management plan processes for scope, time, and cost were part of the project management plan
process in the integration chapter but with this edition they become independent processes, each in its
respective knowledge area?. This change resulted in three of the five additional processes, but it was

mostly relocating the action from one place to another.

Year Edition KA22 Processes Pages
1996 1996 9 37 ~ 180
2000 2000 9 39 ~210
2004 Third 9 44 ~ 400
2008 Fourth 9 42 ~ 460
2013 Fifth 10 47 ~ 620

This table summarizes the general changes. Once again, there were other changes, such as the one we

discussed here; and still more changes that we have not discussed.

3.26 Core and facilitating processes

The first two editions split the processes in three of the process groups (planning, executing, and
controlling) into core processes and facilitating processes. Initiating and closing groups do not have

more than two processes each, so a split was not logical.

The core processes were related to integration, scope, time, and cost and the facilitating processes the
other knowledge areas. The split was interesting and related to the concepts of the triple constraints of

time, cost, and scope.

33 Summary and closing remarks

Except the stakeholder chapter addition in the latest edition, there have been no major structural changes
to the guide. Yes, the number of processes increased and decreased, other processes changed names or
location and even added content here and there. Certain things were deemphasized in the third and
fourth editions but reemphasized in the fifth, like project life cycle. Further, the introduction of new
standard documents by PMI>* have resulted in additional content, mostly in Chapter 2, but also some

terminology changes in other sections.
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A significant change to highlight here was the guide (or part of the guide) becoming an official ANSI
standard with the third edition.

Finally,

From numerous online discussions, some practitioners consider the PMBOK" Guide as the holy book,
while others think it needs improvement for better understanding, and a few prefer to dismiss it. This
e-book series is our humble approach to offers suggestions for transforming the guide into an efficient
resource for applying project management. Our attempt is to counter the common conventional view

that it is NOT real life, and it is not practical.

Whether PMI and PMBOK® Guide’s volunteers consider our work or not, is not our decision or within
our circle of influence. What we control is sharing our thoughts and reviews with the professional
community. Further, whether the information presented in these two e-books is incorporated into the

PMBOK?® Guide or not, we are using these concepts in our workshops, methodology, organizational

project management systems, and is what we suggest to our clients.

Struggling to get
interviews?

Professional CV consulting & writing assistance
from leading job experts in the UK.

N Take a short-cut to your next job!

TheCVagency

= Improve your interview success rate by 70%. Visit thecvagency.co.uk for more info.
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4 PMBOK® Guide: Value
And Growth

4.1 Introduction

There is no doubt, that the PMBOK?" Guide has reached millions all over the world. Hundreds of volunteers
have contributed to its various editions and continued to do so. The content of the guide is excellent and
necessary for any project, regardless of the domain or project classification. Some professionals criticize

the guide as not practical, but this is not reality, more on this in a later chapter.

4.2 Good parts

The guide structure is good, and it addresses the various knowledge areas, process groups, and processes.
It addresses the strategic context, project life cycles, and relations to program and portfolio management.

Concepts like the enterprise environmental factors and organizational process assets are of high value.

43 Terminology

The PMBOK® Guide terminology is not standard for all organizations around the world, and this is normal
and acceptable since even the same language have numerous variations. However, the PMBOK® Guide
has contributed significantly to the project management language where professionals now know terms
like scope statement, charter, project management plan, and numerous other terms. Unfortunately, some

practitioners can recite the definitions of these terms but do not know how to apply them to real projects.

4.4 Acceptance

The PMBOK" Guide is widely accepted as already stated.

One reason for the wide acceptance is that it is generic and not specific to an industry; “most projects
most of the time”. The generic nature allows the guide and project management domain to reach people

outside the traditional users of project management like engineering and construction.

Another reason for its wide acceptance is due to the PMI various certificates requiring the guide as an
essential knowledge reference. If one considers PMI members only, there are more than 450,000 active
members around the world, each one has the latest copy of the guide. This not including those who

have it and are no longer members.
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4.5 PMI power

PMI is a centralized organization with branch structure, through the chapters. Further, due to the
PMI certification, there are numerous training providers that subscribe to PMI, and the popularity of
certain certificates have contributed to making the Project Management Institute a rich and powerful

organization. This power helps in the spread of project management and its growth.

4.6 Number of certificates holders

PMI launched the Project Management Professional certificate (PMP®) in 1984. Between 1984 and 2004
the number of PMPs grew to about 100,000 certificate holders. Membership reached about 150,000 at

that time. Notice the number of PMP is less than members, which is logical.

In the last ten years, the number of PMPs has reached more than 650,000 whereas the membership is
much lower at around 450,000%. These figures show that the number of PMPs has grown more than
six folds whereas the membership growth is only three folds. In our opinion, this is an indication that
professionals are finding value in certification but not in the organization offering these certificates. In

other words, once people achieve their desired certification they do not maintain their membership.
The total number of all PMI active certificates’ holders is about 700,0002¢ as of June 2015.

4.7 What is good about the PMBOK® Guide?

In addition to the points discussed already, the PMBOK® Guide has many good points:

1. It does an excellent job of covering the various processes related to managing a single project.
There are 47 processes combined into five process groups that interact throughout the project
and repeat from phase to phase.

2. As a standard document, the regular updates keep it current. With the part of the guide
recognized as a standard, every four years there is a new update reflecting changes based on
the present state of practice and other factors.

3. It hasthe input of a vast number of volunteers. With every edition, a large number of volunteers
come together from around the world to work on its update. This is important since this practice
promote a culture of contribution and knowledge sharing across cultures.

4. It is flexible. As a guide, it is not set in stone. Which means project managers, with good
experience and a good understanding of the guide can determine which processes apply to
their particular project, which are necessary, and which are missing.

5. Although the guide put a lot of emphases on processes, it does cover the general areas related to
project management, such as the project life cycle, the different types of project organizations,
the importance of stakeholders management. Some of this coverage might not be elaborate.

Nonetheless, it is there.
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4.8 Chapter Summary

In previous points, it was clear that certification growth has been significant, and membership growth
is good, but far from matching the growth in certification. The relevance of this point to this book is
that numerous project management experts and practitioners, including the author, do not believe PMI
is doing enough to strengthen the domain of project management. They are not doing enough even in
enhancing standard documents like the PMBOK?® Guide. It is clear that numerous readers will not agree

with this statement, yet it is important to note here.

As highlighted earlier, the guide grew from less than 200 pages to more than 600 pages. However, there
are no major structural changes or new substantial content, even with the addition of the stakeholder
chapter. Another controversial statement is that many (if not most) of the changes have been cosmetics.
It is not uncommon to hear some professionals see as much value in the first 200-page edition as in the

recent ‘600+page’ edition.

Therefore, and although the PMBOK® Guide has significant value, it requires some re-writing and a
serious re-look at how to make it more valuable than it is today. In this e-book series, we will address
gaps, inconsistencies, errors but will also suggest improvements. The second e-book is dedicated to how

to transform the guide from being good to being great!

I
]
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5 IsThe PMBOK® Guide
Good Enough?

5.1 Introduction

This question, is the PMBOK® Guide good enough to manage projects effectively, has been on our mind
for a long time. We have been debating whether to write about it or not. As expected when we wrote
about it via our blog site, we had quite a bit of discussion. Therefore, it is important to address this

question here since it is one of the main reasons we are publishing this work.

5.2 What is the PMBOK® Guide?

Summarizing the earlier chapters, the PMBOK" Guide is a guide, a framework that discusses the processes
and knowledge required to manage a single project. The guide includes the ANSI (American National

Standards Institute) approved Standard for Project Management.

Many project management practitioners and experts would agree that standards, PMBOK® Guide or
anything else, cannot and should not cover everything. They are not inclusive and certainly they are not
a full body of knowledge.

53 So is it enough?

The professional opinion of numerous project management professionals is that the PMBOK® Guide
is not enough to manage projects. This view is also by the volunteers who update the guide and is the
official PMI position, believe it or not; although the message is implicit rather than explicit. Let us clarify

this statement further.

Once, | was presenting in a conference, and in a response to a question | said “PMI is not the only authority on project
management”; a few were offended and one person tried to disrupt the presentation. There are other similar stories
that demonstrate this point.

On its own, the guide is not enough, since it is not inclusive, it is “a subset of the body of knowledge”
(The Project Management Institute, 2013). If someone, or an organization, learn the PMBOK® Guide and
nothing else then it is not enough. Some might say, this is common sense, and people are professionals
enough to consider other sources. That is in an ideal world. In the real world, some thinks that PMI is

the only authority in project management and the guide is THE STANDARD.
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One should treat the PMBOK® Guide as part of a holistic system, which is (by the way) how the PMBOK"®
Guide is designed. The guide advocates the need to supplement it with other aspects of the project
management body of knowledge, whether internally developed and/or from other sources. This is what the

author is attempting to do with the Seven Elements model discussed in Chapter 1, supplement the guide.

5.4 Why is the guide not enough?

Here are a few more statements supporting the position stated earlier; some do repeat for emphasis.

The PMBOK® Guide is a guide to the project management body of
knowledge — NOT — the body of knowledge

 The original author and volunteers?” wrote in the PMBOK® Guide that it is a “subset” of the
project management body of knowledge (The Project Management Institute, 2013). “Subset”

means it is only a piece of what one needs to manage projects.
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55

One rule from PMI copyright guidelines is that PMI insists on people and organizations to
use ‘PMBOK"® Guide’ and not PMBOK’ alone. This requirement is due to PMBOK = Project
Management Body of Knowledge. However, PMI is clear that its flagship ‘standard’ is only a
guide to the project management body of knowledge and is NOT the body of knowledge. For
some, this might seem a minor point but it is not.

The PMBOK® Guide emphasizes the need for “Organizational Process Assets” (OPA), which
implies that there has to be an organizational system that the guide links to. It is important
to stress here that almost every process in the PMBOK® Guide has an input that is from the
OPA. In other words, the guide does not offer the full system; rather, it should be part of a
comprehensive system.

PMBOK?® Guide clearly states that it is a framework, a guide, and NOT a methodology; and invite
the practitioners to use any methodology to go with it. In other words, we need more than what
the guide offers. Here, it is worth noting that many refer to the “PMI Methodology” but PMI
tells us “the PMBOK" Guide is not a methodology” (The Project Management Institute, 2013).
PMT has published supplements to the PMBOK?® Guide. In other words, PMI (the organization
that publishes and owns the guide) recognizes that the PMBOK?® Guide is not enough for all
projects and is publishing other standards to supplement it.

There is also numerous ‘knowledge area related’ practice standards to complement the PMBOK"
Guide; like estimating, scheduling, WBS, risk, and all other topics. Why PMI does sponsor
these supplemental standards, if the PMBOK® Guide is enough?

Closing remarks

If the reader noticed, most of our comments above are from PMI and the PMBOK?® Guide itself, and they

are not personal opinions. Here we must restate that if these volunteers and PMI itself are saying we need

a methodology; we need industry-specific knowledge; we need supplements; we need the organizational

process assets — then is not this the same thing as saying the PMBOK® Guide is not enough?

To close, we repeat what we said more than once — the PMBOK?” Guide is good and an excellent standard.

We28 use it in our company; we use it in our daily life; we conduct training on it; we developed a

methodology to align to it; and we built a maturity model with the PMBOK® Guide processes at its core.

Therefore, when we say it is not enough that is not meant as criticism, or putting it down, or we have

hidden agendas. We say so, to clarify that to manage the organizational projects effectively the PMBOK®

Guide is not enough and for organizational excellence, there is a critical need for more.
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6 The Four Myths About The
PMBOK® Guide

6.1 Introduction

In this chapter, the focus is on myths about the guide.

‘ PMBOK® Guide is a standard

) PMBOK® Guide is about best practices

PMBOK® Guide is a methodology

‘ PMBOK® Guide is not real world

There are many, but we discuss the leading four myths listed in the image.

It is vital to stress that some of these myths have deep roots. Consequently, some of the content of this

chapter might be a shock to the conventional wisdom of a few project management practitioners.

6.2 The project management standard

The PMBOK" Guide is a framework, as explained in the first chapter. However, most practitioners also
label it as a standard, but this is not accurate. Unfortunately, the ANSI stamp and the “Global Standard”

phrase on the cover of the guide, are direct contributors to this confusion.

Let’s start with the ANSI stamp.

What most people do not know is that the PMBOK® Guide (the whole guide) is not a standard, even
though PMI put ANSI? stamp on its cover. The only part of the guide, an Annex, is the ANSI standard.
In other words, the ANSI approved ‘Project Management Standard for Managing a Project’ is only
about 40 pages out of the guide 616 pages; that is less than 7% of the content. In short, the PMBOK"®
Guide includes the standard that ANSI approves, but the other sections are developed by the volunteers
and not officially recognized as a standard. “Chapter 3 is the standard for project management.”* (Project

Management Institute, 2008).

36
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Hereisanother the quotation from the 5t edition: “The PMBOK® Guide contains the standard for managing
most projects most of the time across many types of industries. The standard, included in Annex Al,
describes the project management processes used to manage a project toward a more successful outcome.”

(The Project Management Institute, 2013)3.

Global Standard

Another misleading item that is contributing to this confusion is the phrase “Global Standard” that is on
the top left corner of the cover below the PMIlogo. Who - which authority — which global organization —
has recognized this guide as a Global Standard?

The answer is not readily available and will leave this point open.
What is the relevance of this point?

Our aim is to help minimize the myth that the guide is THE STANDARD for project management.
Thinking that it is, lead un-experienced professionals to over-depend on it. In other words, the ultimate

purpose is improving organizational performance, which is the core purpose of this work.
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6.3 Best practices

Another common myth is driven by marketing of PMI and associated organizations, such as PMI chapters
and training providers that have made a business from certification preparation courses, for some, the
only source of income. This myth is about the PMBOK® Guide promoting the project management

best practices.

The PMBOK® Guide is about good practice; it does not
offer project management best practices!

A search of the PMBOK" Guide of the phrase ‘best practices’ brings back a few hits but most are in
relations to industry best practices that could be used; practices from outside the guide. Nowhere this
term ‘best practices’ was used to refer to the PMBOK" Guide itself. On the contrary, the definition and
purpose of the PMBOK® Guide, as stated in chapter one mentions “good practice.”

Once again, what is the relevance?
If the guide is THE BEST PRACTICES then why look elsewhere? Can anything top the best?

6.4 Methodology

The first myth was primarily due to PMI and its marketing, the second one is a combination of PMI
and other parties but also driven by marketing. This third myth is also driven by marketing, but its root
cause is primarily due to a genuine misunderstanding of the PMBOK® Guide; including by those who
deliver classes about it. It is also unfortunate that some of those who do not understand this fact are

approved by PMI as Registered Education Providers.

It is quite common to see advertisements for courses, or request for proposals, or online discussions
referring to the PMI, PMP, or PMBOK" Guide Methodology. Well, one does not exist. The PMP is a
certificate, the PMBOK" Guide is a framework, and PMI does not offer nor promote a methodology.

It is vital to repeat something covered earlier, the guide is generic, its popularity is in being generic
and “for most projects most of the time” (The Project Management Institute, 2013). On the other
hands, a methodology or method has to be tailored, custom-fit to organizational needs and the project

environment. Therefore, the PMBOK® Guide is not and cannot be a methodology.
Do not take our words for it, refer to Chapter 1 of the PMBOK® Guide.

Consequently, because the guide is not a method, the recommended practice is for organizations to
develop their methodologies, which can align to the guide. This is what SUKAD did in 2007, when we
developed The Customizable and Adaptable Methodology for Managing Projects™ (CAM2P™)32,
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Once again, what is the relevance?

Help the project management practitioners understand that the PMBOK® Guide, on its own, is not
enough to manage projects; there is a need for a method to supplement it. Without a method or a
well-defined project life cycle, the management of projects is deficient. A critical point, related to this

myth, the confusion between process groups and project phases®.

6.5 PMBOK® Guide and the real world

Like the previous myth, this one is also driven by a misunderstanding of the PMBOK?" Guide; including
by those who deliver classes about it, unfortunately.

It is common to hear things like “the guide is not practical”; “it is too theoretical”; “some of the content is
not applicable”; and “it is not for the real world.” Statements like these are partially triggered by statements

like “the project manager can select what processes apply to their projects.”

Is this real?

Why such statements?

Because, some professionals expect the PMBOK® Guide to be a Manual. They expect it to be a step by
step approach and include templates and flowcharts. They do not understand that the guide is not a
methodology nor it is the organizational project management system. The guide assumes that an OPM
system exists in the organization and refer to it via the organizational process assets (OPA) that were

mentioned earlier.

It is also common to hear, “Do you, really, want me to apply the 47 processes? It takes an army to do this
work”. We usually smile when we hear this statement and say “Yes, you have to use them, and not only

once, but repeat for each phase.” One can only imagine the reaction.

In closing, the PMBOK® Guide is REAL WORLD.

The author has been in project management for three decades and cannot remember working a project
without these processes or variations of them. The author experience includes working on small projects,
medium projects, large projects, and mega projects. Regardless of the size or complexity, the repeated

project management processes and project life cycle are necessary.
Yes, the guide is not a manual but it is not intended to be. It cannot be a manual since there are numerous

variations of industries and project types, and one-size does not fit all. This is why it is a guide and need

to align it with a method and other elements.
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7  What Is Missing?

7.1 Introduction

What is missing from the PMBOK"® Guide?

At the start of this short chapter, it is important to stress that what we include here does not mean that
they are shortcomings or errors. These missing items, at least most of them, are missing by design.
Meaning, the intentions from the beginning is not to have them in the guide, and we agree, their details

do not belong in the guide.

To clarify, these items have no place in the guide but they must be part of a project management
organizational system. Therefore, what we are advocating is that the PMBOK" Guide should still mention

them to clarify the boundaries.

7.2 A methodology

As explained earlier, since the PMBOK® Guide design is to be a generic guide — not industry or application
area specific — it does not offer a methodology. The guide advises the readers that they can use other

standards or internally developed methodologies to supplement it.
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7.3 Organizational system

The guide assumes that a project management organizational system already exists. The OPM system
includes tools and templates, organizational assets, processes and procedures, governance and control

policies, and many other elements that are necessary for effective management of projects.

74 Tailoring and customization

The PMBOK" Guide does not include industry/application area specific processes or knowledge areas.
The lack of tailoring the guide to an application area is one of the reasons there are a few supplements
to the PMBOK® Guide that are industry specific, such as for government projects, software projects, or

construction projects.

7.5 Project classification

How to rank projects or classify them in term of size, complexity, or other factors is outside the guide.

Also outside the guide is how to manage projects from different classification.

Project classification is important since one should treat small projects differently than large projects;
simple projects are also different from complex projects. Even within the same organization, project
management can vary depending on the project class. The PMBOK"® Guide does not address the topic
directly. It does address it implicitly and indirectly by saying that the project manager can select from

the processes but we believe this is not the appropriate way to handle this important topic.

7.6 Templates and forms

The guide is not a manual and cannot be and should not be.

Projects are not one-size-fits-all, and the way to manage them is not set in stone. Therefore, the guide
cannot offer fixed or set templates that would be applicable to all types of projects. As for a method,

these have to be custom-fit to the organizational context.

7.7 Project life cycle

Since the guide is not industry or domain specific and is not a method, it cannot offer a fixed project

life cycle.

It is important to note here that in the earlier editions, the PMBOK® Guide used to show sample project

life cycles from different industries. That was helpful and should be reinstated.
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7.8 Benefits realization

The definition of a project in the guide focuses on the output — the output being a product, service,
or result. Whereas the project success definition should consider the outcome. Therefore, we must

distinguish between output and outcome.

The outputis the project end product but outcome focuses on result and benefits realization. Consequently,
at least from the project owner perspective, limiting project success definition to scope, time, cost, and
quality is not enough. Project success must include the success of the objectives and realizing the expected
benefits. This dimension of success cannot be measured at completion or acceptance of the product.

Completion and acceptance do not necessarily means success!

The topic of benefits realization is usually left to program, rather than project management.

7.9 References and External Resources

This might be a political point, related to copyrights and PMI claims for ownership of the content of the
PMBOK?® Guide. There are three points to stress here:

Some asks me, “Mounir, did you submit these suggestions and this work to PMI?”
My answer is no.

It is likely that PMI will not accept this work for inclusion into the PMBOK® Guide without SUKAD and me assigning
the copyrights to PMI, which is not something we are willing to do.

a) A good part of the content of the guide is from other sources, but nothing is referenced or
credited as the source. This practice is unfortunate.

b) Another challenge and one of the issues that led some volunteers to stop contributing to the
PMBOK?® Guide is PMI position on copyrights. PMI mandates that the volunteers assign their
copyright to PMI for any content that they submit.

In other words, the volunteers have to give up their copyright and are not credited for their
contributions?.

c) In the guide, it clearly states that it is a “subset of the body of knowledge?” Consequently, why
is not there a reference to the other sources and external resources that can help completing

the picture; as much as possible6?
There are other items that could be missing; however these are the main points to discuss at this time.

7.10  Suggestion for improvement
Should the guide address these points?

We are dedicating the second e-book in the series to address improvements.
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8 What Is Not
Emphasized Enough?

8.1 Introduction

What has not been emphasized enough in the PMBOK® Guide is the subject of another short chapter.
There are various topics that are not missing from the guide but they are not emphasized enough, and

we think they should be. The recommendation is to put more effort in elaborating on these topics.

It is important to stress here that not all subjects can be addressed adequately in the PMBOK® Guide.
However, the guide can address what is possible and reference external resources where a topic requires

significant coverage.

8.2 Planning

We realize that half of the processes in the guide are planning related. However, the author believes that
there is a flaw. There is a hidden confusion between project management planning and project detailed

planning. Some knowledge areas split the two types (indirectly) others do not.
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How to improve?

Our approach is to split planning into two process groups, one for management planning, and the other

for detailed planning. Refer to the second e-book.

8.3 Project change management

There is only one process on project change management, “Perform Integrated Change Control”, which
is part of the project integration management area. This process does not provide enough coverage of

this critical topic. For example,

o There is no noticeable mention of the different types of changes on a project,

« There is no clarity on what is the control reference,

o It is not clear if there is one baseline or more along the project life cycle,

o There is no clarity on how to fund changes and whether all approved changes will change the

baseline or not.

On capital intensive projects (industrials, utilities, and real estate development) frequent changes can be

a significant factor and maybe the leading cause of project failure.

8.4 Scope management and scope creep

It is common for many practitioners to link scope management to change management. Although they
are related, they are not the same. On one aspect, changes could be related to non-scope items so not

every change is a scope change.

On the other side, scope management is not limited to “delivering the scope — no more — no less”. In other
words, we have what we call design development (progressive elaboration) items and we have scope
creep. What do these terms mean? How to differentiate them? How to handle them? Are they changes

or not? Are they covered by contingency or not? Does the guide provide clarity on these questions?

We realize that we are adding questions without answers since the objective is to highlight areas for
improvement rather than explain all aspects of project management. Further, the author does not have

all the answers.

8.5 Differentiating changes from variances

Similar to the previous point, there is no absolute clarity on the differences between variances, which
are deviations from plan and are performance related, versus changes, which are conscious decisions to

change an approved plan.
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8.6 Project success

If we are not mistaken, project success was not a dedicated topic in past editions of the PMBOK?® Guide.

In the fifth edition, a brief definition was included but it is far from adequate.

The reason for our opinion is that project success varies depending on the context of the project, and
it must reflect the position of the organization interested in this question. For example, for a service
provider, success could mean profit and customer satisfaction. Whereas for a project owner, project

success can have multiple dimensions.

SUKAD has a four dimensions model for measuring project success that consider technical success,

project management success, project delivery success, and business objective success?.

8.7 Project management team

The guide presents information on project stakeholders and the team. The guide includes an image
showing those stakeholders who are involved (the team) and all others. The image clearly shows that the
team consists of the project manager, project management team members, and ‘other team members.

The ‘other team members’ are those who will perform the work (executing).

Still, we often find quite a bit of misunderstanding in the project management community on the project
management team (PMT), and they do not understand what the PMT is. They think of one team that is
doing all the work, and this team includes the project manager. These practitioners do not understand
the roles of the different people on the project management team and the difference between PMT

members’ and ‘other team members’

8.8 Organizational context

The guide mentions the need to understand the project and organization environmental factors. It also
addresses the organizational process assets. It does not provide enough guidance on the link between

the two; using functional language to enhance the visualization.

8.9 Professional responsibility

It is interesting to see a topic like professional responsibility included in the certification exams but a
topic worth mentioning in the guide. Should it be in the guide or left to the code of conducts outside

the guide is enough? We leave this as an open question.

8.10  Closing

What do you think?
What do you agree with and what are the point of disagreement?

Do you have items to add to what we list here?
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O What Are The Inconsistencies?

9.1 Introduction

In the previous two chapters, we addressed what is missing and what is not emphasized enough in
the PMBOK® Guide. In this chapter, the focus is what the author believe are inconsistencies (some are

deficiencies or errors) in the guide.

9.2 Terminology — 138

The PMBOK® Guide is clear on that the process groups and processes repeat in every project phase.
This concept means that the initiating process group and its processes repeat and the same applies to
all other process groups. Most practitioners state that they understand this concept. However, some (or

many) do not understand what that means or how to apply the concept on a real project.

What does the Develop Project Charter process mean? How about Develop Project Management Plan and

other similar processes? Are these processes applicable to the phase or the project?
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If these processes are for the project or phase, as is often repeated in the guide, then why the names of
these processes include the word ‘project’? When some professionals read Develop Project Management
Plan, they think ‘project’ not ‘phase! When they read Direct and Manage Project Work, they think ‘project’

and not ‘phase’

This naming nomenclature is contributing to creating significant confusion since some practitioners
even believe that projects are single phase. Even if they believe a project is multi-phase they think the
process groups apply once and they are the project phases. They think there is one charter that is fixed
and never change. They also believe that there is one management plan with subsidiary plans from the
knowledge areas; there is one estimate, one schedule, one procurement, one team, and everything else

that goes with it.

9.3 Terminology - 2

In every new edition of the PMBOK" Guide there are changes to the names of some processes. The

changes are due to an attempt to unify the naming nomenclature.

2«

In the current edition, it uses direct action words like “plan”, “define”, “create”. However, in some cases

the name of a process reflects the output and other times, it is not as clear.

For example, “Create WBS” gives an indication that the output is a WBS. However, the output of Define
Scope is what? Is it scope defined, as some of our students’ joke? The output is a scope statement. Similarly,
the output of define activities is not the definition of the activities; rather it is an activities list. This point
is not a major issue, just a suggestion. Alternatively, maybe the process names should be Develop Scope

Statement or Create Activities List.

The same approach could apply to other processes, where applicable.

94 Audit

When you hear the word “audit,” what comes to mind?

Let us clarify the question: When you hear the word “audit,” which PMBOK® Guide process group

comes to mind?

A refresher: the PMBOK® Guide process groups are initiating, planning, executing, monitoring and

controlling, and closing.
So which one did you decide on?

Do you have a clear idea?

Download free eBooks at bookboon.com



Are you confident with your answer?
Is the word “audit” mentioned consistently in one process group, in the PMBOK® Guide?
Let us see:

o Quality Audit is part of Perform Quality Assurance process, which is part of the executing
process group.

 Risk Audit is in monitoring and controlling process group; maybe because there is no executing
process for the risk knowledge area.

« Based on the above, the procurement audit must be executing or monitoring and controlling
but it is not. It is part of the closing process group.

o Scope Audit: we could not find a direct reference that is clearly labeled scope audit, but there is
something called validate scope and validate the product. So what do you think? Is the audit to
verify scope fulfillment part of validate scope (monitoring and controlling) or validate product

that is in the closing process group (not as an independent process).
Why is this inconsistency?
Is it possibly because a different team does each chapter?

Alternatively, there could be justification for these inconsistencies that the author is missing or maybe

this is the way they should be and there is no inconsistency.

Finally, if the audit is about verifying that the team is following procedures, complying with

standards, etc. is not this is a monitoring and controlling function?

9.5 Quality assurance

Quality assurance is listed as an executing process.

If one thinks about this process and what it is all about, it includes assessment, audit, and reviews; are
not these controlling activities? We realize that part of quality assurance is a management action but it

is mostly about control, do not you agree?
Further, if the executing process group does not include time or cost related processes, then why it

does include quality? The reference here is that quality, time, and cost are constraints and related to the

delivery of the scope and work.
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9.6 Pre-project

Per the PMBOK® Guide, the project concept phase, which covers the time span from idea to decision

on authorizing the project is called pre-project and is outside the project life cycle.
Why is this?
Is not the pre-project work (pre project charter) a phase like any other phase of the project?

Remember, the PMBOK® Guide focuses on the processes to manage a phase or a project; therefore, by
excluding this early phase from the project life cycle, is the PMBOK® Guide telling us that the process
groups do not apply in this phase?

9.7 Project life cycle and project success

We touched on this in the earlier chapter but expand on it here.

The definition of a project is that it is temporary, primarily because it is not about the operation.
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In the fifth edition of the guide there is a definition for project success. The definition states the possible
inclusion of an operation (test) period to determine project success. “To ensure realization of benefits for
the undertaken project, a test period (such as soft launch in services) can be part of the total project time

before handing it over to the permanent operations.” (The Project Management Institute, 2013)3

Here, it is important to note that in the project life cycle of the CAM2P™ Model, we do have what we call
Project Operation Readiness Stage, which include a pilot or initial operations, what PMI is calling a test
period. Therefore, we agree with this PMBOK® Guide position on including a test period for measuring

project success; it is one of the SUKAD four dimensions; mentioned in an earlier chapter.

However, from PMBOK® Guide consistency perspective, we think there an issue. Let us dissect that

definition:

« The operation is not part of a project life cycle per the guide. If a test period is necessary then
is not this change in the definition of a project and the project life cycle?4
Some colleagues think the trial period can be part of the project life cycle (again we agree) but
is it part of the definition of a project? Remember, the definition of a project in the guide is to
deliver output, as a product. In this case, is the output the facility for example or a comissioned
facility? The difference can be huge and a function of the project domain. For example, testing
a software product is completely different from operating a power plant. Again - our point is
consistency among the different parts of the guide.

o “To ensure benefits realization...” is this something that can be assessed within a trial period?
Benefits realization may require significant time after testing and acceptance before the
organization can assess effectively. By including this in the definition, then the project and
project life could extend for years.

o “Part of the total project time before handing it over to the permanent operations,” does this means
the project team will operate the project during this test period? Do they have the right level

of expertise? In the CAM2P™ Model, operations resources will manage this stage of the project.

9.8 Manage the team: where is control?

In the third edition of the PMBOK" Guide, there was a process called, “Manage Project Team” in the
monitoring and controlling process group. In the fourth edition, this process moved to executing process
group, and it is still there per the fifth edition. We are assuming because of the word “manage” the process

was moved since the intention is any process with the word “manage” must be an executing process?'.
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This change creates a question; does not the project team (human resource knowledge area) needs
monitoring and controlling process? Every knowledge area has a control process, even communication
and stakeholder but human resource now (in the fourth and fifth editions) is the only area without a
controlling process. This implies that we only manage the team, but we do not control the team. ‘Manage’
and ‘Monitor & Control’ are related concepts but throughout the guide and in business are treated as

separate types of actions so why not in the human resource area?
Let us visualize the situation.

o Ifthe project manager discovers a team member, that is not performing. Is not this a monitoring
function? Then the project manager takes action (act) to replace this team member, is not this
a controlling action?

o While working on a project, the team realizes that they do not have enough people, or too
many, or not the right skills, and there are needs for adjustments. Are not these monitoring

and controlling actions?

What should have been done is splitting this process into manage the team, which would be about
directing and coordinating the teamwork, and control human resource (or control project team) to

handle any control aspects.

9.9 Acquire the team

Another area of confusion, we often notice among our workshop participants is the process “Acquire the
Team,” which is an executing process. When professionals see questions related to this process, or hear

the term “acquire” they think initiating process group. What is implied in the guide is the following:

o The project manager, which is part of the team, is acquired in the initiating process group, or
early in the project life cycle.

« The project management team, which is also part of the team, is acquired at the start of the
planning process group to work with the project manager in developing the project plans.

o The rest of the project team, which is the “doers”, the technical people that will do the work,
will be acquired at the start of the executing process group. It is noted that in term of numbers,
this part of the team is largest but should a process exist only for this part of the team and not

the other parts?

On small projects, this might be acceptable since it is possible that there is no planning team and the
project manager, and the whole team could be a few people. However, on larger and more complex
projects, selecting the right project manager and project management team is an extensive and time-
consuming process, so why is it only implied in the PMBOK® Guide and not explicitly stated through

dedicated processes?
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9.10  Scope and executing

In our workshops, we are often asked a question, “how come there is no executing process for the scope

chapter?” We do not have an answer, and this is a justified question.
If one thinks about the process:

o The team defines the scope and creates the WBS (work packages) in scope planning.
 Then the team validates and controls scope (the work packages) in scope controlling.

o Where is the completion of (executing) the work packages?

Do we just plan for them and validate their completion but there is no process for completing them?
Alternatively, is the ‘Direct and Manage Project Work’ the intended process to cover the work packages

completion? It should not be.

What we have now is that we plan and control scope (work packages) in the scope chapter but we
perform the work and complete these work packages in integration, or is missing. We would love to

hear the logic behind this.

We think there is a need for direct and manage project work in integration and complete work packages

in executing in the scope chapter.
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9.1

Where is the control reference?

In numerous sections of the PMBOK"® Guide, there are numerous mentions of management plans and

baselines. The guide also emphasizes that control must be against the baselines. The plural is to reflect

that there is more than one baseline such as cost, scope, time, and others.

Okay, Control is against the approved plans (baselines) but is this totally correct?

Are the baselines fixed at the time of project management plan approval?

When we ask the above questions, the common answer is that the baselines are the approved plans at

the end of the planning process groups and control starts once we start executing; in parallel.

The above scenario is not 100% accurate.

9.12

If we consider the process groups, then control starts as soon as the team starts the initiating
process group with the control reference being the statement of work. Further, control continues
during planning in comparison to a charter. Finally, control will shift and use the project
management plan as the control reference, once a plan is approved.

This concept is implied in the guide but not clearly stated. To repeat and emphasize, the first
control reference is in comparison to the statement of work, the second control reference is
the charter, and then the management plan.

If we consider the project life cycle, then control starts with the idea statement then move
along the project life cycle with the control reference moving along the project life cycle with
every new project deliverables.

Control is at two levels (like everything else), project level following the project life cycle and

stage level following the process groups.

Monitor and control

The origin of the process groups build on the Total Quality Management principle of Plan —- Do - Check -

Act (PDCA Cycle)®2. The PDCA cycle is transformed into the process groups where:

The planning process group replaces “plan’,
The executing process group instead of “do”, and

The monitoring and controlling process group is replacing “check” and “act”
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Figure 2: The Plan - Do - Check - Act Quality Cycle
Since projects are temporary and not ongoing, the PMBOK® Guide added initiating and closing to
the PDCA cycle. It is worth noting that the PDCA cycle originated in the operating, manufacturing

environment, where operation is ongoing.

What can one notice here?
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Figure 3: The PDCA Cycle with Initiating and Closing

The PMBOK® Guide combined the “Check” and “Act” into one process group, “Monitoring and
Controlling” To emphasize: instead of two separate types of actions — checking (monitoring) and acting

(controlling) now we have monitoring and controlling as one group.
Is this an issue?
Is there justification for splitting monitoring from controlling?

In general, monitoring is usually a role for the project management team members who handle monitoring
the performance and to compare actual versus plan. Whereas control is a project manager or sponsor

action, depend on the nature of the action.
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Next, we will elaborate on the previous point and the difference between monitoring and controlling.
In Section 9.8 we stated that there is often confusion on the project management team and who are its
members. On capital projects, there is often a position that might be titled ‘project control specialist
(or engineer)’ The title is misleading since the person holding this position is typically responsible for
monitoring performance, comparing actual against the plan, and reporting any variances. In some cases,
this position can also recommend corrective or preventive action but cannot make the decision. The

decision is with the project manager, sponsor, or even other management personnel.
Therefore, it is our preference to split monitoring from controlling, in line with the original PDCA
concept. However, we are not making a strong case for recommending a split at this time. Maybe a

future discussion.

9.13  Conclusion and recommendations

How do we decide if these inconsistencies are valid?

How do we identify other inconsistencies?

These and similar questions are necessary to improve the PMBOK® Guide rather than just update it —

often cosmetically. The recommendations will be in the second e-book.
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10 The Project Life Cycle

10.1 Introduction

The chapters in this section of the e-book are included here to highlight a major area of confusion in the
project management community today. There have been numerous discussions and debates on online
communities on this subject yet the confusion remains. The confusion is related to many practitioners
and even PMI certificates holders thinking that the process groups are project phases and the project

life cycle consists of the process groups as its phases. The chapters in this section build on each other.

10.2  Project life cycle definition

What is the project life cycle?
Here are a few points to define it:
o The simple answer is the project life cycle is a span of time from start to the end of a given
project. However, where the beginning and end are, is not as simple as it sounds.

« Some project management practitioners use the term project life span for this concept.

« A typical project life cycle consists of a few phases or stages®.
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At this point, it is critical to distinguish between project life cycle and other ‘life cycles’ such as product

life cycle and program life cycle.

o A product life cycle is the life of a product (building, hospital, software, medicine) which
starts with the concept for the product and go through phases - including operation and
maintenance — and ends with taking the product of the market. During the product life, there
can be numerous projects and programs and each with its own life cycle.

o A program life cycle is about the span of time - start to finish - of a program. A program
typically includes numerous projects that can be in sequence or with some overlaps. Therefore,
during the program life there are many projects and each project with its own project life cycle.

o There could be other concepts that include the term “life cycle” but they are not directly

relevant here.

Further, a project life cycle must be specific to a given project and not a sub-project, a program, nor a
product. Finally, it is also important to recognize that a project could be part of a program or independent
of one. However, all projects are part of the organizational portfolio.

10.3  Project life cycle is a variable

In project management, the project life cycle is a variable. This means that the project life cycle is highly
dependent on the industry and project domain. Therefore, the number of phases, their names, and other
life cycle elements vary from one domain to another. Consequently, there is no fixed project life cycle
for all projects. Nonetheless, within the same domain the project life cycle could be similar from one

company to another; at least the main phases.

However, we also need to consider the perspective of the organization when we discuss life cycles, and

this is next.

104  Whose perspective

The earlier definition is generic and can lead to different opinions. Therefore, the question ‘what is the

project life cycle’ cannot be fully answered until we know more about the scenario.

For example, who wants to know?

From whose perspective is the question?

What is the background of the person asking or what type of organization does she represents?

This point is important since the word project and the phrase project life cycle can mean different things
to different people; it all depends on how you relate to the scenario. As a result, before one can answer

the life cycle question, one needs to determine if the questioner is a service provider or a project owner.
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10.5 Project owner perspective

Who is the project owner?

The term ‘project owner’ refers to the organization that is launching the project, who will develop it,

operate its product, and own it.

Project owners’ launch projects in response to business threats or opportunities*. They do so because there

is a business case for the project, and they expect benefits from the product, the output of the project.

A given project life cycle depends on the domain of the project; consequently, the number of project
phases and their names will vary from one domain to another. From the project owner perspective, the

project life cycle consists of many phases.

Figure 4 is an image representing a project life cycle model developed by SUKAD, which is The
Customizable and Adaptable Methodology for Managing Projects™, CAM2P™.

This image represents the standard model but as the name indicate, this model must be customized
and adapted to fit the organizational environment and the project type. Explaining this model is
outside the scope of the book, and the reader can refer to SUKAD website or other publications for
in-depth understanding.

The SUKAD Model SUI(AI)@

The Customizable and Adaptable Methodology
for Managing Projects™ (CAM?P™)
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Project Authorization Document
Project Requirements Document
Project Management Plan
Project Detailed Plan
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Project Operation Readiness Stage

© 2007-2015 SUKAD Group; Version 3.0 The SUKAD Way™ for Managing Projects www.sukad.com
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Figure 4: The Customizable and Adaptable Methodology for Managing Projects™ (CAM2P™)
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10.6  Service provider perspective

A service provider is any organization providing services to a project owner, such as vendors, consultants,

contractors, and even freelancers.

The project from the perspective of a service provider could only
be a phase from the project owner perspective.

From a service provider perspective, the project life cycle will be different, depending on many factors.
Part of the factors might be specific to the service provider internal organizational project management

system. Other factors are related to the work the service provider is doing for a client, the project owner.

For example, if the supplier is an organization specializing in market research and feasibility studies,
then they could be involved in the project concept phase (the first phase in the standard model). If the
provider is a construction company, they would be participating in the project delivery phase. In other
words, the project from the perspective of the service provider could only be a phase from the project

owner’s perspective.
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It is also possible that the provider’s services can be end-to-end; almost matching the project owner’s

project life cycle. The following image is one possibility for a service provider’s project life cycle for work

Project Life Span for Service Project

Service Provider Client

Business Development Phase Service Delivery Phase
Service Provider
Client
Cra Initiate &
Ltk Plan Phase
Decision
A

COR

done for a client.

roup

® 2008 - 2013 SUKAD Gi

v
Lt Award

Figure 5: Project Life Cycle (Span) for Service Provider - for a Service Project

It is important to note before closing this section; if a project is internal to the service provider, then in

this scenario the service provider is the project owner, and the standard model will apply.

10.7  Closing remarks

This chapter covered more than we need for the context of the book since it touched on the different

types of life cycles and from different perspectives. However, this coverage serves as the foundation for

what comes next.
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11 Project Phases and Stages

11.1 Introduction

In most of this e-book, we treated phases and stages as interchangeable terms since they are often treated

like that they are equivalent. In this chapter, we split them and address the differences here.

11.2  Phase or stage

For better control, it is common to divide the project life cycle into time segments that may resemble

the figure below. While it is common to refer to these time segments as phases, others refer to these

time segments as stages.

Figure 6: Typical Project Life Cycle with Phases

11.3 Phases

In the SUKAD CAM?2P™ Model*, we use phase and stage as two separate items. The main reason for
this is to fix one (phases) across project domains while keeping the others as variable (stages). There are

other reasons that will become clearer later on. In any case - the users can decide whether they want to

follow our approach or keep using one term.

) Development

© 2007-2015 SUKAD Group

Figure 7: Project Phases according to CAM2P™ model

In CAM2P™ we use the term phase to refer to three major time segments that span the project from start
to finish., and we believe that they are universal and transverse industries and types of projects. However,

the names of phases might be different about industries and application areas.

These CAM?2P™ phases are:

 The Project Concept Phase,
 The Project Development Phase, and
o The Project Delivery Phase.

In this chapter, and the following chapters, we are referring to the SUKAD CAM2P™ Model since it is a methodological
approach that we developed to supplement the PMBOK® Guide and would help demonstrate how to apply the

PMBOK® Guide concepts via a project life cycle method.
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114  Stages

In the CAM2P™ Model, we also use the term stage to refer to six-time segments that span the project

from start to finish. These stages are sub-phases, and they can significantly overlap.

These stages could be adjusted (merged, expanded, split) to reflect better the specific industry or

application area of the project. In other words, they can be adjusted through ‘customizing and adapting

Operation Readiness

© 2007-2015 SUKAD Group

the model.

Figure 8: Project Phases and Stages according to the CAM2P™ Standard Model
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The stages of the CAM2P™ standard model are:

 The Project Pre-Launch Stage,

o The Project Launch Stage,

« The Project Definition Stage,

« The Project Implementation Stage,

o The Project Operation Readiness Stage, and
o The Project Close Stage.

It is worth noting - that in cases where one term is used (phase), they would refer to these stages as
phases. In those situations, the SUKAD three phases are eliminated. We strongly recommend using
both concepts and if you like the term phase then call them phases and sub-phases, or sub-projects and

phases, whatever is more logical or acceptable to your organization.

11.5  Closing comments

The CAM?2P™ Model, is not unique; many other organizations have their internal project management
methods that are similar to what we present here, although they may use different terms for the phases

and/or stages.
With this chapter and the previous one, we have defined a project life cycle model that we will use for

comparison with the PMBOK® Guide process groups; in an upcoming chapter. First, let us revisit the

process groups.
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12 The Process Groups

12.1 Introduction and overview

In the minds of many students, project management professionals (PMPU), and practitioners following
the PMI framework, the process groups are a prominent part of the PMBOK® Guide. The following are

the main points relating to process groups; some are repeated from earlier chapters.

o The term process groups is made popular by the PMI® since it is an essential part of the
PMI framework; as described in PMBOK® Guide.

o Process groups refer to a particular group of processes, each group consisting of two or more
processes that are used to help practitioners manage a project or a phase of a project.

« These process groups are called: Initiating, Planning, Executing, Monitoring & Controlling,
and Closing (The Project Management Institute, 2013).

 Together, these process groups encompass 47 processes.

« The five process groups have been around since the original PMBOK® Guide was published in
1996. In other words, there is no change in the number or names of the groups.

» However, the number of processes within these groups does change from one edition to another;
as highlighted earlier.

o Itis also possible that some specific processes shift from one process group to another or one

knowledge area to another with every update of the guide.

12.2  How do we use the process groups?

We apply phaseinitiating, phase planning, phase executing, and phase closing, as well as phase monitoring
and controlling throughout each phase*. Once we conclude a phase, we move to the next phase, and

we repeat the applicable processes.

The process groups and their processes repeat in every phase of the project.

The unfortunate situation is: many practitioners do not understand, or have forgotten, the above ritual.
These practitioners think that “we initiate the project, plan the project, execute the project, monitor and

control the project, and close the project”

In an earlier chapter, we had stated that the use of the word ‘project’ in the name of some of the processes
contributes to this confusion. Therefore, this practice indirectly lead project management practitioners
to think that these process groups are project phases, with the initiating phase, planning phase and so

on. Keep reading.
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13 The Confusion

13.1 Introduction

This chapter continues to build the case and presents the confusion between the PMBOK?® Guide Process

Groups and a typical project life cycle.

Many practitioners and students of project management misunderstand the PMBOK® Guide. When
we ask them to name the stages of the project life cycle they provide the name of the process groups as

stages; per the figures below.

) ) e ) e )
) e ) et ) ) o)

Two Common Views of Project Life Cycle (the second one even include Monitor & Control as a stage)

Figure 9: How Some Practitioners of Project Management Understand the Project Life Cycle

360°
thinking.

Deloitte.

Discover the truth at www.deloitte.ca/careers © Deloitte & Touche LLP and affiiated entities.
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The difference between the top and bottom part of the figure is the addition of “Monitoring & Controlling”
in the lower part. In the top part, it is not showing the monitoring and controlling processes are
active across the whole project life cycle and is not a phase. However, some practitioners even refer to
Monitoring & Controlling as a separate phase, and they add it to the picture (per the bottom part). In
other words, these practitioners think the project life cycle — for all types of projects — consist of four

or five fixed phases.
What they do not recognize is that:

o The process groups ARE NOT project phases or stages, and

« These process groups repeat in every phase or stage.

The situation is not limited to individuals since some organizations are starting to name their project
phases after the process groups. Therefore, it is not uncommon today to see organizations that have an

initiating, planning, executing phases.

It is not a problem with whatever names individuals and organizations use for their project phases, as
long as they understand that a planning phase is different from the planning processes, and the execution
phase is not the same as executing processes. For example, a planning phase might be a small span of
the overall project time span while the planning processes will span most of the project life cycle as the

work progress from one phase to another.

As we said, names are not critical as long as we differentiate phases from process groups. The reality is
that we find these individuals and organizations using the process groups as project phases, and this is

critical since it will have direct negative consequences on projects’ performance.

In other words, the confusion is not limited to terminology but it is even in the practice. Organizations
and individuals do believe that planning processes are the same as the planning phase, and closing

processes are the same as the closing phase.

13.2  Opinion or fact?

In case, there is still some doubt {that the process groups are not phases} what we present here is not

an opinion, it is a fact. It is clearly stated in the PMBOK" Guide, and here are references to prove it:

o The PMBOK"® Guide is clear that the project life cycle consists of phases (not process groups);
chapter 2, section 2.4, starting on page 38 (The Project Management Institute, 2013).

o The guide is also clear that the process groups repeat in every phase; Chapter 2, page 43,
Figures 2-11 and 2-12; and Chapter 3, page 52, Section 3.2. Same reference.
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13.3  So Why the confusion?

We are sure that some readers are thinking at this time “we know this” and yes, many do know this.
However, when it comes to applying some of them stumble and fall back into thinking the process

groups are phases.

If the PMBOK® Guide is clear on this, then why do so many practitioners and project management

professionals (PMP certificate holders and even program managers) miss this point?
Why are even organizations confusing project phases with process groups?
We suggest that the following are possible explanations:

« Many do not carefully read the PMBOK® Guide, and if they do, they focus on processes, inputs,
tools & techniques, and outputs, which repeat in the guide 47 times.

« The focus on the processes, process groups and knowledge areas often lead a person away from
the first chapters of the guide where the guide presents the project life cycle.

o The terminology inconsistency that was discussed earlier, which is using the word ‘project’ in

the name of processes that are about the project or phase.

There are many other reasons but maybe not politically correct to state them here. The unfortunate
thing is that there are many publications and posts on PMI owned or associated websites and by PMI
approved educational providers that help in spreading this confusion instead of taking a proactive role

to clarify it and mitigate its effect.
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14 Clearing the Confusion

14.1 Introduction

In this chapter, will attempt to clear the confusion by mapping the PMBOK® Guide Process Groups to

a project life cycle.
Just a reminder of a few important concepts:

o The project life cycle, in general, is a variable - it changes from one domain to another and
even for the same type of projects it could vary.

« The project life cycle consists of phases and stages.

 The process groups are “fixed” and applicable regardless of the type of project or domain.

« The process groups repeat for every phase, per the PMBOK® Guide.

14.2  Phase perspective

The PMBOK® Guide clearly states that the process groups occur in every phase, and they are not phases

themselves. This statement is worth repeating because of its importance.
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The process groups are happening within a phase, as we explain here. Figure 10 presents the process

groups for a typical project stage*” and the following is a brief explanation:

14.3

© 2007-2015 SUKAD Group

Figure 10: The Process Groups within a Typical Project Stage

Notice the T in the oval at the start of the stage, which indicates initiating the stage.

Then, there is an arch and the letter ‘P’, indicating planning the stage. The reason it is an arch
is to indicate the overall perspective and that the plan should cover the stage work, end-to-end.
To be clear, the plan should be completed shortly after initiating the stage.

Further, there is a horizontal arrow with the letter ‘E} indicating executing the stage. The start
of executing starts once the plan is approved and ends just before closure.

Then another horizontal arrow for monitoring and controlling during the stage. Notice, this
arrow is longer than the executing arrow; it starts before the beginning of executing and ends
after it. The length of the arrow is to reflect that monitoring and control touch all process groups
and begins with initiating and ends with closing. This is important since some practitioners
think that control is parallel to executing.

Finally, there is the ‘C’ on the right showing the closure of the stage.

Project Perspective

It is time to review the process groups in comparison to the project life cycle. Imagine the project as

one phase as you read the next few paragraphs.

14.3.1

Initiating

Figure 11 shows the project stages per the CAM?P™ standard model. The six stages are shown linearly

here*. This illustration shows an T’ in the oval near the left side of the Project Pre-Launch Stage indicating

project initiation, this is per the CAM2P™ Model. It might be useful to refer to figure 4, from earlier in

the e-book, as you read the next few sentences.
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Definition Implementation Initial Ops
© 2007-2015 SUKAD Group

Figure 11: The Project Life Cycle with Initiating Process Group

o Per CAM?2P™, projects are initiated once the Idea Statement is approved at Stage Gate 1; this is
why the “I” is close to the left edge of the Project Pre-Launch Stage.

« On the other hands, the project charter, of the PMBOK® Guide, would be on the right side of
the Project Pre-Launch Stage.

o The PMBOK" Guide basis is that the pre-project work has been completed before the charter
(The Project Management Institute, 2013)%.

14.3.2  Planning

After initiating the project, it is time to plan the project, the whole project.

Launch Definition Implementation Initial Ops

© 2007-2015 SUKAD Group

Figure 12: The Project Life Cycle with the Planning Process Group

Planning the entire project is represented by the arch and the letter ‘P’ as shown in Figure 12.
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This plan is a general, high-level plan with a limited amount of details. Let us emphasize the points

and elaborate:

o First, this is the plan for the whole project; not a stage.

o It is high-level because there are not enough details at this time on the project life cycle; at
least for the subsequent stages.

o Each of the next stages will have its own stage management plan this would use the project
management plan as a starting point.

o In CAM?P", this project management plan is produced in the project launch stage.

« Since the project management plan takes the perspective of the whole project, notice the arch

stretches to the very end of the project life cycle.

The innovation accelerator

One generation’s transformation is the next’s status quo.

In the near future, people may soon think it's strange that
devices ever had to be “plugged in.” To obtain that status, there
needs to be “The Shift”.

«eeeeeeeecAlcatel-Lucent @

www.alcatel-lucent.com/careers
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14.3.3 Executing

In Figure 13, the executing process group is added, which is presented via the horizontal arrow with the

letter ‘E’ Here are a few points to highlight:

Definition Implementation Initial Ops

© 2007-2015 SUKAD Group

Figure 13: The Project Life Cycle with the Executing Process Group

+ Notice ‘execute the project’ in this graphic goes through most of the stages; this is the horizontal
arrow spanning to the end.

o Per CAM?2P™ executing the project is going through all stages.

o Therefore, executing the project starts after initial planning (the project management plan in

this case) and stops just before final closure.

What this means is that executing the project is going through the stages; Definition, Implementation,

Operation Readiness, and even part of Project Close Stage.

1434  Monitoring & controlling

In Figure 14, the monitoring and controlling process group is added, which is presented via the horizontal

arrow with the letters ‘M&C. Here are the highlights for monitoring and controlling:

Launch Definition Implementation Initial Ops

© 2007-2015 SUKAD Group

Figure 14: The Project Life Cycle; Adding the Monitoring & Controlling Process Group
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« Notice that the ‘M&C’ arrow goes through all the other stages spanning to the end and is
longer than the executing arrow.

o What this means is that monitoring and controlling processes start as soon as the project is
initiated and does not end until just before the project close-out report.

o Inother words, monitoring and controlling processes are not only in comparison to the Project
Management Plan; the project is also managed as compared to the idea statement and the

project feasibility.

143.5 Closing

The closing processes are at the end of the project life span and is represented by the letter ‘C.

The key point to mention here is that what has been discussed is about the project, not individual stages.
In other words, this presentation matches the concepts of the PMBOK® Guide process groups where one

can initiate, plan, execute, monitor & control, and close the project.

144  Project and stage perspectives

Figure 15 combines the project and stage perspectives, which have been discussed.

Project Pespective
Stage Pespective

Mé&C
C Project Stage (Typical) ‘)
-l

Mé&(
C Project Stage (Typical)

=%

A
( Project Stage {Typical) )}

Launch Definition Implementation Initial Ops

© 2007-2015 SUKAD Group

Figure 15: The Project Life Cycle and Repeating Process Groups

The items represented by the smaller images (red) and text reflect the stage view, whereas the large image

(green) and font represents the project perspective.
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Please note, for clarity,

o The process groups are not shown for every stage although they do exist.
o The executing and monitoring & controlling arrows for the project perspective are also not

shown in order not to clutter the graphic.

14,5 Can we combine?

Can a single set of process groups be used?
In other words, can one merge the two perspectives, project, and stage, and treat them as one?

In theoretical terms, this merger cannot take place unless there is a single-stage project, which is rare.

However, in practice, it is possible to combine them for simple projects.

146  Can we consider as a program?

Some professionals continue to struggle with this concept (the repeated process groups), even when it
is explained like has been done here. They ask, “Can one considers the project as a program with multiple
projects; each stage being a project?” In other words, they still think of the process groups as phases.
Their view (a way to rationalize their understanding) is that to apply the process groups we must have

a project, not a phase (used once).

The Wake
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An easy answer would be “Sure, why not” but that would not be correct. To explain one must go back

to the definition of a project (see box).

However, by our definition, a project must produce output (product, service, result) and an outcome

(benefits) to the organization. The benefits must be tangible.

PMBOK® Guide Project’s Definition

The PMBOK® Guide definition of a project
is: “A project is a temporary endeavor to
create a unique product, service, or result.”
(The Project Management Institute, 2013).

In other words, the focus seems on output,
not outcome. Is outcome missed, implied, or
not part of this definition?

In this regard, let us consider the engineering stage of a power plant project. One can say the engineering
design package is output, and we agree. Because it is output (unique result), some may consider the
engineering phase as a project; we do not agree®. Here we must ask, what is the outcome of the engineering
design to the organization? Does engineering on its own deliver benefits to the project owner? On its
own, there is no benefit. Unless the organization uses the design to construct the power plant and the

power plant produces power, and the company can sell that power, there are NO benefits.

In other words, the deliverables of the various stages of a project are of limited value on their own and
do not contribute to the realization of benefits. Unless these deliverables are all integrated to deliver the

ultimate product (of the project) and achieve the expected benefits.

Back to the question, let us summarize. Can we consider a program with multiple projects?

o If your definition of a project is limited to an output, then yes because each stage does
produce output.
« However, if your definition includes the outcome - the benefits to realize, then a project must

consist of all the steps, deliverables, stages that deliver the ultimate product and outcome.

In closing, we cannot consider the project as a program; that is our professional opinion. This is

why we have a project and stages. Otherwise, every project is a program.
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14.7  Conclusion

Figure 16 includes another representative illustration comparing a generic project life cycle with the

process groups and PMBOK® Guide processes.
The following is an explanation of this figure.

o The top layer shows a generic project life cycle with four phases,

o The middle layer presents the repeating process groups, and

 The bottom layer displays the process groups — knowledge area matrix; which is to display
the repeating processes (most or all processes) from the various knowledge areas (The Project

Management Institute, 2013).

In the matrix of the bottom layer, the columns represent the five process groups, and the rows are for

the ten knowledge area of the fifth edition of the PMBOK"® Guide.

Mapping the PMBOK® Guide Process Groups
to a Typical Project Life Cycle

Project Life Cycle
S e S o S e o
PMBOK® Guide Process Groups

Initiating \ Initiating \ Initiating \ Initiating \

Closing Planning Closing Planning Closing Planning Closing Planning

PMBOK® GUIDE : PMBOK® GUIDE

PMBOK® GUIDE = r PMBOK® GUIDE i =

Knowledge Areas g Knowledge Areas pgm | Knowledge Areas Knowledge Areas
[ |
||

and Processes I and Processes and Processess and Processes

Figure 16: Mapping the Process Groups to a Generic Project Life Cycle
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Published by the author and SUKAD Multimedia in April 2014 (http://multimedia.sukad.com).

PMI = the Project Management Institute, the largest not-for-profit organization in the project management
domain.

http://sukadway.sukad.com.

The Notice Page is just inside the cover in the PMBOK® Guide.

We will often use the term ‘guide’ to refer to the PMBOK?® Guide.

Thanks to a colleague and friend (Nelly Khnaizer) for asking this question and triggering the topic.

http://oxforddictionaries.com/definition/english/standard

http://oxforddictionaries.com/definition/english/framework?q=framework

Oxford Online Dictionaries (http://oxforddictionaries.com/)

Same reference

For a brief overview of CAM2P™ please refer to http://sukadway.sukad.com and for more in depth coverage

refer to Redefining the Basics of Project Management book.
Tailored is another common term.
Project in this context refer to the wider perspective, including programs and portfolios

Refer to http://sukadway.sukad.com for brief overview.

More information via this link: http://sukadway.sukad.com/introduction-to-the-sukad-maturity-model

IPMA Competence Baseline.

IPMA is the International Project Management Association

American National Standards Institute.

In general, we will not use the full names of the process groups, processes, or knowledge area; except where
it is necessary. Whenever we mention these names, all rights are reserved to the Project Management
Institute (PMI).

This is a view point and we cannot verify it as the actual reason.

At the time of writing this book; September—November 2015.

Knowledge Areas

Refer to this blog article by the author on the changes from 4t to 5t editions
http://blog.sukad.com/20130716/are-the-changes-from-pmbok-4-to-pmbok-5-significant/.

Like program and portfolio management standards

These numbers are generally accurate (approximate) but not precise; they are as of June 2015.

Today PMI offers eight certifications.

Who are involved in developing the PMBOK"® Guide and its updates.

‘We’ refers to the author and SUKAD Group, the company he co-founded and is managing

ANSI = American National Standards Institute; it is the United States of America standards authority.
PMBOK?® Guide, Fourth Edition, 2008, Chapter 1, Introduction, p. 3.

The bold emphasis is by the author.

The subject of other books by the author.

This is the subject of the next section in this e-book.

Refer to Section III of this e-book.
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36.
37.
38.
39.
40.
41.
42.

43.
44,
45.
46.
47.
48.

49.
50.

They are only listed in one of the appendices along with everyone else. Therefore, there is no way to tell
the difference between those who contributed one sentence and others who offered major suggestions.
Comment added per an input from a reviewer, Mr. Trevor K. Nelson.

For more discussions on this topic refer to http://sukadway.sukad.com/

Maybe the reader should consider coming back to this point after going through Section III
PMBOK" Guide Section 2.2.3, page 35.
http://blog.sukad.com/20130225/project-successpmbok-guide-creates-confusion/

Our understanding.

When we see origin — we are not saying the PMBOK® Guide copied this — but rather the concept of the
process groups align to the concept of the PDCA, which is much older. In other words, the PDCA principle
applies to all actions, including projects. We realize, that some might not agree with this statement and
that the process group concept is original and has nothing to do with the PDCA concept.

In this chapter we use the terms phases and stages interchangeably.

This is for commercial work — although there are projects in response to social and community needs.
The Customizable and Adaptable Methodology for Managing Projects™ (CAM2P™).

Again - phase in the context of this chapter can also mean stage.

Using stage or phase interchangeably.

Initial Ops (Initial Operations) that is shown here after implementation is only part of the Project Operation
Readiness Stage; not a stage by itself. Some of Project Operation Readiness Stage works happen before
Initial Operations; in parallel to implementation but this is not shown to simplify the presentation.
Refer to Section 9.6.

For the engineering company that is doing the engineering for the project, this work (engineering) can

be considered a project. The service provider’s project is to produce the engineering design packages.
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