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Foreword

Th e aim was to create a project and program management initiative. It was late 1990, 
and I was on the phone with Dave Hornestay. He was a senior executive at NASA 
Headquarters and in the process of explaining to me their strong interest in having 
me come downtown to start creating a learning initiative focused on increasing the 
likelihood of project success. Th is was a few years after Challenger, and ideas were 
being explored about regaining capability and excellence.

It seemed like an absurd request. My organization psychology background was squarely 
about learning, team development, change management, and leadership. Project man-
agement at the time was about methods, formulas, and disciplined execution. I picked 
up several books about project management and was astounded and turned off  to note 
the lack of writing about people, leadership, and strategy. I vowed as a fi rst action to 
start a curriculum without project books. No need to reinforce the mistaken.

In reading PROJECT.PROGRAM.CHANGE, it has become clear how signifi cantly 
things have changed! Th is is not a surprise, as I have known the authors for many 
years. Th ey have been leading proponents of a practice of projects that squarely focuses 
on the strategic, human, adaptive, and integrated. 

Th e book you hold in your hand represents an integrated, systemic, and balanced 
view of programs and projects that incorporates strategic, social, and execution fac-
tors necessary for success. A simple review of the table of contents illustrates a holistic 
understanding of modern project work. Th e challenge is about addressing the dilem-
mas of management and leadership. Th ere is emphasis on planning, phases, roles, 
coordination, as well as team performance, culture, social competence, and devel-
oping necessary capabilities. Th ere is recognition that project risk is within strategic, 
economic, technical, social platforms.

It is the right approach and one to be expected from experienced practitioners like 
Roland and Lorenz Gareis. My association with Team Gareis goes back to their suc-
cessful and even joyful Happy Projects! series of conferences. It is a stretch to call 
projects “happy,” and yet through carefully orchestrated engagements that weave the 
thoughtful, with the disciplined, with the social, they make it work and have done 
so for a long time. Th ese are events that I eagerly anticipated as the former NASA 
Director of NASA Academy, as they annually would bring together a thoughtful 
community of project professionals and explore a diverse, but relevant, array of topics 
in a setting of active conversation. Th e chance to participate in a stimulating Viennese 
environment only made the discussions better, covering topics that would span the 
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breadth of issues that are now covered in this book. For me this book represents the 
captured and shared knowledge of those conversations. Th e book represents wisdom 
from authors who have experience, practice, and dedication to excellence in program 
and project management. 

Th is is a book that covers the necessities for program and project success. For any 
reader it is an excellent starting point. It also provides a foundation for asking diffi  cult 
and provocative questions about leading a modern project. Such provocation is to be 
expected from natural rebels such as Roland and Lorenz. Th ey are smart, deliberate, 
and smooth in their presentation, but any reading of the material will lead to the real-
ization that leadership in this domain will require innovation, agility, and disruption.

Project Program Change and Success
Th is is a book intended to off er insights and learning on organizations, projects, and 
team success. Th e tools are focused around projects, programs, and change, yet the 
ultimate destination is organization success through business value. Many of the read-
ers will be looking for answers. Some will come looking to learn as a starting point 
with hopes that the book will provide a strong foundation. What does the book say 
about success? Let me off er a few of the things that reinforced my personal experience.

1. Projects, Programs, Changes Require a Variety of Approaches

PROJECT.PROGRAM.CHANGE covers a lot of territory. Th ere is a wide spectrum of 
disciplined methods that one would expect from a project management book. Th ere 
is also a heavy emphasis on people, team, and social collaboration so that the human 
emphasis is strong. A third vital strand is about strategy, systems, culture, and pro-
cess. Th ese are often considered competing eff orts, yet the strength of this work is that 
it demands the reader to understand that modern work is about balancing apparently 
diff erent approaches. You can be innovative, adaptive, concerned about people, and 
still use disciplined tools that support structure and method. 

2. Strategic Management is Essential

Let’s look at the message on the importance of strategic managing. Th e beginning of 
any successful execution is accuracy of strategic insight. It is crazy to think that sepa-
rating strategy from execution can promote a successful outcome. Yet for decades the 
notion has been spread that they are two completely separate things, done by diff erent 
levels of an organization. 

As the authors discuss, “Th e objective of the strategic managing of an organization 
is to ensure the sustainable development of this organization within this context.” 
Th is opening sentence leads to a full discussion about the strategic implications of a 
project and the methods that must be considered. It accurately leads to consideration 
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of project, program, and portfolio factors. Ultimately, it portrays the challenge and 
dynamics of the interaction between strategic organization business drivers with the 
reality of project implementation and real-time data. Projects are therefore best con-
sidered investments that are measured through value to an organization.

3. Culture, Change, and the Importance of Social Collaboration

Th e movement of a project is depicted in social, team, collaborative components. Th is 
is vital, in that we know success comes from the leadership and collaborative ele-
ments. Project management is not a logical, process-driven machine. It is ultimately 
about people, and this makes it dynamic, interpersonal, and messy. Th is is the most 
emblematic distinction of our current age of work. It is done across immense com-
munities of discipline excellence, and the challenge is not fi nding the talent (fi nding 
talent is no longer hard, hiring it and maintaining it on a team may be a diff erent 
story), it is managing how people collaborate. Success is the residue of eff ective design 
emphasizing collaborative cultures. 

4. Performance Happens at the Team Level

One of my biggest mistakes in the early years of building the NASA Program and 
Project Leadership Academy was an exclusive focus on individual training and devel-
opment. Th is was a common bias in the past, and it required painful mission failures 
to Mars in the late 1990s to recognize that having capable, competent, and confi dent 
individuals was the key ingredient for project success. Th is should have been obvious, 
since I had witnessed teams of exceptional talent stunningly fail due to dysfunc-
tional interpersonal exchange. I had conversely noticed that some of our most eff ec-
tive teams were composed of solid (not great) individual talent that worked together 
extremely well. Th is led to my conclusion that performance happens at the team level. 
Th e sheer importance of project team design and development is perhaps the most 
common property of project outcome, and it is covered with thought.

Diversity of method, strategic connection to execution, social collaboration, and proj-
ect team design are the broad factors that most resonate with my thinking about what 
makes projects, programs, change proceed toward success. Th e work of Gareis and 
Gareis in truth goes much further. It addresses the full complement of essentials for a 
leader and practitioner who endeavors the challenges of this work. You will undoubt-
edly recognize and value other critical ingredients of this book. I can say that if this 
were the book that I fi rst read back in 1990, I would have easily embraced the fi eld with 
excitement and passion. It is a challenging, complex, and diverse fi eld of work, and 
 PROJECT.PROGRAM.CHANGE ably shares the knowledge of wise teachers. Read on!

— Edward J Hoff man, PhD
CEO, Knowledge Strategies

Academic Director, Information and Knowledge Strategy
Columbia University School of Professional Studies
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How the Book PROJECT.PROGRAM.CHANGE Came About
In recent years, projects as temporary organizations and the use of project manage-
ment in industry and public administration have become increasingly important.

At the same time, criticisms of project management are also being voiced: Th e use 
of project management methods is too bureaucratic; there is too little customer and 
stakeholder orientation; the processes lasted too long; there was not enough response 
to changes in the business environment; etc. Agile approaches that promote fl exibil-
ity, empowerment, and customer orientation are off ered as alternatives. Frequent and 
rapid communication with digital media is required.

Over the last few years, we have continued to develop our approaches to project, 
program, and change managing: Th e concepts of sustainable development, empower-
ment, management for stakeholders, and agility, as well as requirements management, 
business analysis, and benefi ts realization management have also been included. Th e 
values underlying the management approaches have been defi ned and interpreted for 
the diff erent management approaches. However, we have not yet adequately commu-
nicated these further developments!

We decided to publish PROJEKT.PROGRAMM.CHANGE to present observations 
from our management and consulting practice, to illustrate new relations between 
management approaches, and to clarify these approaches. Th is book represents a fur-
ther development of the book Happy Projects!, which was fi rst published in 2003. We 
want to off er readers a journey from Happy Projects! to “Values for Business Value”. So 
in April 2017, the German version of the book was published. Now, about one year 
later, the English version is available for interested readers.

Readers of PROJECT.PROGRAM.CHANGE
Th is book is intended as a handbook for “intrapreneurs” of project-oriented organiza-
tions—namely, for project managers, program managers, change managers, and the 
owners of projects, programs, and changes. In addition, it is a textbook for manage-
ment trainers and consultants, for researchers and teachers in universities and col-
leges, as well as for students.
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InformaƟ on as a Diff erence That Makes a Diff erence 
(Gregory Bateson)
Th e book PROJECT.PROGRAM.CHANGE provides information for the manage-
ment community. Dealing appropriately with the dynamics and complexity in 
project- oriented organizations, securing quick wins in changes, using synergies in 
programs, involving stakeholders in management at an early state, applying methods 
consistently, and supplying contextual information to provide sense for members of 
organizations are examples of how readers might behave “diff erently” after processing 
the information provided in this book.

Chapter 1 presents possible perceptions of projects and programs, distinguishes small 
projects, projects, and programs from non-projects, and analyzes the contexts and 
benefi ts of projects and programs. Th is forms a basis for the distinction between mech-
anistic and systemic project management approaches provided in Chapter 2. Chapters 
3 and 4 describe prerequisites for managing projects—namely, strategic managing 
and investing as well as managing requirements in sequential and iterative approaches.

Projects must be initiated professionally to provide a basis for effi  cient and eff ective 
project managing. Th e objectives, process, roles, and methods of the business process 
“Project initiating” are described in Chapter 5. Th e objectives, process, contexts, values, 
and benefi ts of the business process “Project managing” are presented in Chapter 6. 
Th e sub-processes of project managing—namely, project starting, project coordinat-
ing, project controlling, project transforming or repositioning, and project closing, 
and the methods to be used for these sub-processes, are described operationally in 
Chapters 9 to 12. Prior to this, Chapters 7 and 8 deal with models for designing 
project organizations, developing project-specifi c cultures, teamwork, and leadership 
in projects. Practical examples of the application of project management methods are 
provided by a case study “Values4Business Value”. 

Th e business processes “Program initiating”, “Program managing”, “Change initiat-
ing”, and “Change managing” are dealt with in Chapters 13 and 14. Th e objectives, 
processes, roles, and methods to be used to perform these processes are described. A 
case study of an energy company is used to illustrate program managing. Th e inte-
grative performance of project, program, and change managing is important. Th e 
relationships between these approaches are analyzed.

Th e subject of Chapters 15 and 16 is managing a project-oriented organization. Strat-
egies, structures, and cultures of a project-oriented organization are presented. Spe-
cifi c business processes of a project-oriented organization—namely, “Project portfolio 
managing” and “Project (or Program) consulting”—as well as diff erent processes for 
managing project personnel, are considered in detail. A vision for a project-oriented 
society is off ered in Chapter 17.
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Th e accompanying case studies of RGC’s “Values4Business Value” shows that the 
management approaches presented are also relevant for small and medium-sized com-
panies. Case studies of large telecom or utility companies are also presented.

Reading the Book
PROJECT.PROGRAM.CHANGE is not necessarily intended to be read in order from 
the fi rst page to the last. Th us we would like to advise readers on how to read it effi  ciently.

Advice for Project Management Beginners
> Beginners in the topic—for example, students of project management or people 

who are preparing for a basic project management certifi cation, can concentrate 
on Chapters 1 and 5–12. Th ese cover basic concepts, processes, and methods as 
well as roles, organizational forms, communication formats, and leadership styles 
for projects.

> Th e other chapters can be skipped in the fi rst instance and used to deepen under-
standing at a later stage.

Advice for Managers of Project-Oriented Organizations
> Managers who work as project, program, and change managers or owners and 

managers of management offi  ces or expert pools should read everything.
> Sorry, but it pays off  . . .

Advice for Th ose Interested in the New Application of Th eoretical Models
> People who are interested in theory, such as well-informed managers of project- 

oriented companies, researchers, teachers, consultants, and trainers, can focus on 
new developments and newly established relations.
o For example, Chapter 2 covers project management approaches and new val-

ues, Chapter 3 covers strategic management and investing, and Chapter 4 
covers various methods for managing requirements.

o In Chapter 6, the interpretation of values for project initiating and project 
managing, in Chapter 7 the use of Scrum sub-teams in projects, and in Chap-
ters 13 and 14 the relation between project, program, and change managing 
should be of particular interest.

o Th e interpretation of values for project portfolio management in Chapter 16 
should also satisfy the curious . . .

… And for Our Fans
> Our fans will fi nd new developments in each chapter, and in particular, attempts 

to implement the values of a systemic management paradigm.
> We would be very grateful for further ideas and feedback from you!
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The Unique Selling ProposiƟ on of the Book
Th e book PROJECT.PROGRAM.CHANGE provides information about:

> social system theory and radical constructivism as the epistemological context of 
project, program, and change managing,

> using projects, programs, and changes to implement organizational strategies and 
investments,

> the importance of project, program, and change initiating for the successful per-
formance of projects,

> the managing of requirements in sequential and iterative approaches,
> fulfi lling solution requirements “by projects”,
> the perception of project, program, and change managing as business processes 

of the project-oriented organization,
> the objectives, methods, and roles of the business processes “Project managing”, 

“Program managing”, and “Change managing”,
> the values underlying the systemic management approach—for example, holistic 

boundaries, sustainable development, agility, empowerment, and resilience,
> the diff erence between processing change requests and change managing,
> the strategies, structures, and cultures of a project-oriented organization, and
> the redefi nition of project, program, and change managers as “intrapreneurs” of 

project-oriented organizations.

Th e book PROJECT.PROGRAM.CHANGE presents selected concepts and models 
from the literature, but above all from the observations and experiences of the authors 
as managers and consultants. Its strong practical orientation is also the result of refl ec-
tions and discussions with the peer review group established for refl ecting on the 
topics covered in the book.

ProducƟ on Process of the Book
Th e book publication was a major objective of the change “Values4Business Value”, 
whose objective was the further development and communication of the RGC manage-
ment approaches. Th e approaches were further developed by study of the literature, 
analysis of documents, interviews, brainstorming workshops, prototyping, presenta-
tions, refl ection workshops, and self-observation.

As always, the production of this book was tedious and exhausting, but also pleasur-
able and fulfi lling. It was tedious and exhausting because . . .

> Th e writing required a lot of discipline. Starting each new chapter required an act 
of overcoming.

> Of course, feedback from the peer review group had to be taken seriously and 
therefore necessitated signifi cant changes.
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> Contracts with RGC customers always had priority over internal innovation 
projects. Th us there were many “disturbances” which interrupted the rhythm of 
writing.

> Learning was necessary. We always apply new methods ourselves in RGC so that 
we can treat a topic or a method authentically in training and consulting situ-
ations, but also so that we can publish it. Th e opportunities for refl ection pro-
vided, for example, by using an iterative approach in the change “Values4Business 
Value”, provided valuable experience. Th is learning led to changes in the objec-
tives and a substantial lengthening of the project duration.

At the same time, producing the book was pleasurable and fulfi lling, because . . .

> Th e further development of management approaches was a great creative process.
> Th e further development of the content provided unique opportunities for the 

authors to communicate with each other and with RGC colleagues, members of 
the peer review group, and customers.

> Th e quick wins achieved provided immediate “business value” for our customers 
and ourselves.

> Th e work had a very satisfying, tangible result.
> Th e fi nished book expresses essential parts of RGC’s identity.
> And because we expect that PROJECT.PROGRAM.CHANGE will be a classic 

for the next 10 to 15 years.

Th e book’s development process is illustrated in detail in the accompanying case 
study with examples and interpretations of the sub-processes of project and change 
managing.

Once the production of the German book was completed, we were happy that Taylor 
& Francis developed this English version of the book with us.
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1 Projects and Programs

Th e project management literature provides diff erent defi nitions for projects and 
programs. Diff erent perceptions of projects, such as perceiving projects as tasks, as 
temporary organizations, and as social systems, lead to diff erent expectations regard-
ing the way projects are managed and further on to diff erent project management 
approaches.

A general clarifi cation of the term “project” and the operationalization of project 
defi nitions in diff erent organizational contexts are required. Small projects, projects, 
and programs are to be diff erentiated, so the adequate organization for performing 
diff erent business processes can be selected. 

Projects and programs are performed in contexts, which infl uence their success. Con-
texts are, for example, the strategies, structures, and cultures of the project-oriented 
organization, the investment implemented by a project or program, and the change 
delivered by projects.

Th e benefi ts provided by projects and programs are to be diff erentiated from the ben-
efi ts provided by project managing and program managing. 
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1.1 PercepƟ on of Projects and Programs
Th e project management literature and international project management standards 
provide diff erent defi nitions for projects and programs.1,2,3,4 Th is is relevant insofar as 
diff erent project perceptions and defi nitions result in diff erent project management 
approaches.

Perceiving projects as tasks with particular characteristics leads to a specifi c project 
management understanding—that is, of the objectives of project management to be 
achieved, the project management tasks to be fulfi lled, the project dimensions to be 
managed, and the project management methods to be used. Perceiving projects as 
tasks leads to a diff erent understanding of project management than perceiving proj-
ects as temporary organizations and as social systems.

Perceiving Projects as Tasks with Particular Characteristics

Traditionally, projects are seen as tasks with particular characteristics. Th ese par-
ticular characteristics are the medium scope of the tasks to be fulfi lled, the relative 
uniqueness of these tasks, their short-term to medium-term duration, as well as their 
associated risks and strategic importance. Projects are understood as goal-determined 
tasks, because goals relating to the scope, schedule, and costs can be planned and 
controlled.

Perceiving Projects as Temporary Organizations

Projects can be seen as temporary organizations established in order to perform rela-
tively unique, short-term to medium-term, risky, and strategically important business 
processes of medium scope. Here projects are understood as temporary organizations 
for performing business processes with particular characteristics.

As with other organizations, projects have specifi c identities, expressed through spe-
cifi c project structures and project contexts. Due to the temporary nature of projects, 
establishing a project during project starting and dissolving it during project closing 
acquire particular signifi cance.

Perceiving Projects as Social Systems

Perceiving projects as temporary organizations allows them to be also perceived as 
social systems. According to the social systems theory, organizations, and therefore 

1  Project Management InsƟ tute, 2013.
2  InternaƟ onal Project Management AssociaƟ on, 2006.
3  Projekt Management Austria, 2008.
4  DIN 69901-5: 2009-1, 2009.
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also projects, are social systems which are clearly separate from, yet at the same time 
related to, their contexts. Th e specifi c characteristics of social systems, such as their 
social complexity, dynamics, and self-reference, are also relevant for projects. In the 
RGC project management approach presented here, projects are understood as both 
temporary organizations and social systems.

Projects can either be perceived as tasks with parƟ cular characterisƟ cs or as tempo-
rary organizaƟ ons and social systems. These diff erent project percepƟ ons lead to 
diff erent project management approaches.

As stated by Luhmann,5 “A system is [. . .] anything in which it is possible to dis-
tinguish between inside and outside. Th e inside-outside distinction implies that an 
order is determined, one which cannot be arbitrarily expanded, but whose internal 
structure and particular form of its relationships creates boundaries”.

Luhmann principally divides social systems into interactions, organizations, and soci-
eties. Here a further distinction is made between permanent organizations such as 
companies, divisions, and departments, and temporary organizations such as projects 
and programs, which can also be perceived as social systems (see Fig. 1.1).

Social systems

SocietiesInteractions

Temporary
organizations

Permanent 
organizations

Projects Programs Companies Divisions Departments

Organizations

Fig. 1.1: Projects and programs as temporary organizaƟ ons and social systems.

Th e reason for diff erentiating between diff erent social systems is that drawing boundar-
ies creates systems which are less complex than their particular environment.6 Projects 
as subsystems of companies are less complex than the company as a whole. By reduc-
ing complexity each social system can be successfully managed.

5  Luhmann, N., 1964, p. 24
6  Cf. Kasper, H. 1990, p.156
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Excursus: Projects and Programs as Social Systems

A social system is characterized as having specifi c structures which diff erenƟ ate it from its 
environment, while simultaneously placing it in contexts which create dependencies. Context 
dimensions are the stakeholder relaƟ ons (see Fig. 1.2), the superordinate social system, the 
history of the social system, and expectaƟ ons about its future.

Social system

Stakeholder

Stakeholder

Fig. 1.2: Social system and its stakeholders.

An organizaƟ on has both external and internal stakeholders. Project stakeholders external to 
a company include customers, suppliers, compeƟ tors, and media, while stakeholders within 
a company may include the management and individual departments. Every social system 
is shaped by its history. Many of a system’s “peculiariƟ es” can only be explained and under-
stood with reference to past events. On the other hand, it is also future expectaƟ ons of the 
social system which determine current acƟ ons. Consequently, the results of analyses of the 
pre-project and post-project phases provide the orientaƟ on for acƟ on in a project. A proj-
ect’s “superordinate” social system is the organizaƟ on undertaking that parƟ cular project. A 
project contributes to fulfi lling this organizaƟ on’s objecƟ ves and strategies.

Social systems are complex, self-referencing, and dynamic, and so these characterisƟ cs apply 
to both projects and programs. Luhmann understands communicaƟ ons as elements of social 
systems. He defi nes the following factors for evaluaƟ ng a social system’s degree of complexity:

> Number of system elements 
>  Number of potenƟ al relaƟ onships between these elements
>  Diverseness of these relaƟ onships
>  Development of these three factors over Ɵ me

The formaƟ on of social systems both reduces and builds up complexity. The ability of a social 
system to survive is largely determined by its ability to develop an appropriate degree of 
complexity as a means of adequately dealing with the complexity of its environment. In proj-
ect management pracƟ ce, it is observed that the willingness to develop the appropriate level 
of project complexity is oŌ en small. For example, the involvement of project stakeholders in 
project management, the analysis of project risks, and the consideraƟ on of ecological and 
social consequences of project management are oŌ en not pracƟ ced. 

“A system can be described as self-referencing when the elements of which it is composed 
regenerate themselves”. Projects and programs are able to refl ect. Thus project communi-
caƟ ons lead to new communicaƟ ons. AggregaƟ ons of communicaƟ ons lead to project roles, 
project rules, etc. “The dynamics of system processes depend to a large part on the dynamics 
of the environment, as well as the degree to which the system is open to this environment”. 
Due to their relaƟ ve uniqueness, projects and programs are generally very dynamic.
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The boundaries of social systems, their structures, and their contexts are social constructs. 
ConstrucƟ vism deals with the creaƟ on of realiƟ es by people or social systems. Watzlawick7

states that there is no objecƟ ve reality, but rather only subjecƟ ve construcƟ ons of reality. 
Social systems theory and construcƟ vism are the two theoreƟ cal models which off er a basis 
for systemic thought. Social systems theory deals with the “world of objects”, and construc-
Ɵ vism with human recogniƟ on, thought, and judgment.

1.2 Defi niƟ ons of Projects and Programs
Project Defi nition 

A project is a temporary organization to perform a relatively unique, short-term to 
medium-term, strategically important business process of medium scope.

Projects are used to perform relatively unique business processes. Th e more unique the 
objectives and tasks of the process to be performed, the greater the associated risks. Th ere 
is often little opportunity to make judgments based on experience. Projects are of short 
to medium duration. Th ey should be performed as quickly as possible—that is, within a 
period of several months up to one year. Th e duration of a project depends basically on 
the project type. For example, a conception project should not last longer than three to 
fi ve months. Infrastructure projects, such as construction or engineering projects, are an 
exception to this general “rule” and usually have a duration of over a year. Longer project 
durations can be avoided by “constructing” a chain of projects or even programs.

Program Defi nition 

A program is a temporary organization to perform a unique, medium-term business pro-
cess which is large in scope and of signifi cant strategic importance. A project is no longer 
suffi  cient for performing processes with these characteristics. Programs include several 
projects linked by overall program objectives. Objectives of programs may be to fulfi ll 
services (a contracting program), to establish a new infrastructure (a construction or an 
IT program), or to reorganize (reorganization program). Th e term “program” is used in 
an organizational sense, not to be confused, for example, with a software or TV program.

Defi niƟ on: Project and Program

A project is a temporary organizaƟ on to perform a relaƟ vely unique, short-term to 
medium- term, strategically important business process of medium scope.

A program is a temporary organizaƟ on to perform a unique, medium-term business 
process which is large in scope and of signifi cant strategic importance. Programs in-
clude several projects linked by overall program objecƟ ves.

7  Watzlawick, P. 1976
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Business Processes, Projects, and Programs

Th e relationship between business processes and projects and programs is, that in order 
to ensure the success of the fulfi llment of selected business processes, these shall not 
be performed by the permanent line organization, but by temporary organizations. 
Th is assures the appropriate management attention for their successful fulfi llment. A 
diff erentiation between those business processes to be performed by the permanent 
organization and those performed by temporary organizations is made.

Th e process map of an organization provides the basis for identifying those business pro-
cesses which require projects or programs for their fulfi llment. It is possible to distinguish 
between primary, secondary, and tertiary processes. Projects for performing primary pro-
cesses are tendering projects and contracting projects. Projects for performing secondary 
processes are, for example, product developing projects or reorganizing projects.

In the past, many industries, such as construction, engineering, and IT, used projects 
in order to perform primary processes. It is only in recent years that a broader project 
orientation, and consequently the use of projects to perform secondary and tertiary 
processes, has become perceptible.

Another relationship between business processes and projects is, that both project 
initiating and project managing are business processes. Th eir process quality can be 
defi ned and controlled. Further similar methods can be applied in process managing 
and project managing, including defi ning boundaries, analyzing stakeholders, break-
down structuring, and responsibility charts.

Excursus: Business Process Management

A business process can be understood as a logical fl ow of tasks with defi ned objecƟ ves and 
with defi ned start and end events. A process requires cooperaƟ on between several roles of 
one or more organizaƟ ons. Elements of processes are tasks and decisions, as well as their 
interdependencies. A process extends across departments or divisions and, therefore, pro-
ceeds horizontally through one or more organizaƟ ons (see Fig. 1.3).

Fig. 1.3: Business process as logical fl ow of tasks to be 
performed by one or more organizaƟ onal units.
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Business processes can be disƟ nguished into core, support, and management processes, or 
into primary, secondary, and terƟ ary processes. Diff erenƟ aƟ on into primary, secondary, and 
terƟ ary processes is made depending upon the relevance of the processes for clients of the 
organizaƟ on. Primary processes are business processes associated with services for clients. 
Secondary processes directly support the primary processes. TerƟ ary processes support the 
primary processes only indirectly. The typical primary processes in an IT company, for exam-
ple, are tendering and contracƟ ng. A typical secondary process is product developing. A typ-
ical terƟ ary process is strategic planning.

Business process management includes modelling, controlling, and opƟ mizing business pro-
cess porƞ olios and individual business processes. Business process management ensures an 
integraƟ ve process view, team orientaƟ on, concentraƟ on on core competences, eliminaƟ on 
of acƟ viƟ es which do not create value, and minimizaƟ on of the process costs. 

Process-oriented management approaches are lean management, total quality management 
and business process re-engineering. The paradigm shiŌ  in management characterized by cli-
ent orientaƟ on, teamwork and networking with suppliers and partners promotes a business 
process approach.

Macro-business process management focuses on an organizaƟ on’s process porƞ olio, dif-
ferenƟ ates between process types, and creates links between processes. The tasks of 
macro- process management include preparing process management standards, idenƟ fying 
processes, structuring the process porƞ olio, the defi niƟ on of process managers, and qualifi -
caƟ on of the process management personnel. Business processes are derived from an organi-
zaƟ on’s objecƟ ves and strategies.

Micro-business process management considers the single processes in an organizaƟ on. 
Micro-process management methods include process descripƟ ons, process breakdown 
plans, fl ow charts and responsibility charts, process raƟ os and process reports. Process man-
agers are needed to perform micro-process management. Process managers can be sup-
ported by process management teams. A process management offi  ce can be responsible for 
macro-process management. A disƟ ncƟ on must be made between the process management 
roles outlined above and the roles for performing single processes.

With a dynamic, team-oriented approach, business process management leads to a new 
understanding of management within organizaƟ ons. Business process management not only 
supports decision-making for process opƟ mizaƟ ons, it also strives to infl uence the behavior 
of those performing the process. Consequently, process management promotes organiza-
Ɵ onal learning within a company.

1.3 CategorizaƟ on: Small Project, Project and Program, 
Non-Project
By diff erentiating business processes according to their strategic importance, scope, 
organizational units involved, etc., it is possible to defi ne the appropriate organiza-
tions for their performance. Possible organizations for performing business processes 
are the permanent line organization and temporary organizations, namely small proj-
ects, projects and programs.
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Th e line organization is most suitable for the performance of routine processes. Busi-
ness processes which are small to medium in scope and of little strategic importance, 
such as performing a small event, preparing a brochure, or processing a smaller con-
tract, can be performed as small projects. Small projects use fewer project manage-
ment methods and the project plans are less detailed than those required for projects. 
For example, it is usually suffi  cient to develop the work breakdown structure down to 
the third level. Small projects require a less diff erentiated project organization design 
than projects. Th e role of project owner is fulfi lled by a single person rather than a 
team, and usually only a few sub-teams are required. In small projects the project 
marketing activities will be less intensive than in projects.

Business processes to be performed by projects are of medium to high strategic impor-
tance to the performing organization. Contracting, for example, safeguards the short-
term to mid-term fi nancial survival of an organization and is therefore strategically 
important. In contrast, developing new products or entering a strategic alliance have 
long-term consequences and are therefore also strategically important. 

It is not possible to determine absolutely which business processes are to be performed 
as small projects, projects or programs. Th e relevant operationalization must take place 
within the specifi c organizational context. For example, what may be categorized as a 
project in a small company may be considered a routine process for a large company.

Th e characteristics of business processes, namely their strategic importance, duration, 
organization involved, etc., make it possible to categorize the organizations for their 
performance (small project, project or program). Table 1.1 shows an example of such 
categorization in an Austrian bank. In other companies these specifi cs will diff er, 
above all for the accruing of external costs.

Table 1.1: Categorizing OrganizaƟ ons for Performing Business Processes (Example)

Business processes which don’t require projects for their performance are undertaken 
either by permanent organizational units within the line organization or by working 
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groups. Permanent organizational units are departments, profi t centers and service 
centers. Th e professionalism of the business processes not performed as projects can 
be ensured using appropriate business process management. Working groups are 
groups of limited duration established to fulfi ll specifi c assignments. Typical work-
ing group objectives are, for example, analyzing weak points in a business process or 
improving quality in a business process (“quality circle”). Working groups are usually 
deployed for a short-term and work in a less formal way than projects.

It is not possible to determine absolutely, which business processes are to be per-
formed by small projects, projects or programs. This decision has to be made in the 
specifi c organizaƟ onal context. What may be a process to be performed by the line 
organizaƟ on in one case might require a project in another context.

1.4 Projects and Programs: Contexts
Projects and programs are performed within contexts. Th ese must be considered if 
projects and programs are to be successful.

Key contexts are the strategies, structures and cultures of each project-performing orga-
nization, the investment underlying the project or program, and the changes which 
projects and programs are intended to bring about. Th is results in relations of project 
and program managing to strategic managing, to investment planning and investment 
controlling, to change managing, and to managing the project-oriented organization.

As these contexts are important to the success of projects and programs, they will be 
examined in detail in following chapters. Strategic managing and investment planning 
and controlling are examined in Chapter 3, change managing in Chapter 14, and the 
managing of project-oriented organizaƟ ons in Chapters 15 and 16.

1.5 Projects and Programs: Benefi ts
Performing business processes by small projects, projects and programs helps to 
assure a company’s competitiveness. Projects and programs should create the neces-
sary organizational complexity needed to fulfi ll business processes effi  ciently, provide 
adequate organizational structures and methods, and ensure the necessary degree of 
management attention.

Globalized markets, new technological developments, the need for new cooperative 
relationships with clients  and suppliers, and changing values in society all serve to 
enhance the complexity of the social environment in which organizations operate. 
Ashby’s law of “Required Variety” states that “only variety can absorb variety”.8

8  Ashby, W.R., 1970, p. 94.
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Consequently, organizations must establish an appropriate level of inner complexity 
in order to refl ect the complexity of the social environment. Th e organizational dif-
ferentiation resulting from the use of projects and programs helps to build up this 
complexity.

Appropriately organizing creates competitive advantages for organizations.9 Projects 
and programs are used and dissolved after the results have been achieved. Project team 
members are recruited, equipped with the necessary competences to achieve objectives, 
and then released from the project after project closing. In each case organizations are 
created which are adequate for the specifi c need, and used on a temporary basis.

In accordance with Bateson’s understanding of information as “a diff erence which 
makes a diff erence”10, the organizational use of the term “project” makes a diff erence. 
By assigning the label “project”, an appropriate degree of management attention is 
assured. Only once a project has been formally defi ned within the corporate context is 
professional project management to be applied. Th is should ensure that the objectives 
of the project are achieved.

In practice the term “project” is often applied in an infl ationary manner—that is, in 
reference to tasks not worthy of the term. Th is leads to misunderstandings relating to 
the use of project management. In daily life the term “program” is used in a variety 
of ways. Its application as an organizational term still has to be further established. 
For example, an annual investment program or a company’s strategic focus are not 
programs in the organizational sense. Programs off er new opportunities for diff eren-
tiation in the management of project-oriented organizations.

In practice, the term “project” is commonly used for temporary organizations which 
should be managed as programs. In order to highlight the diff erence in scope and 
complexity of such organizations, some companies describe these as the “total proj-
ect” or “major project” and so also manage them as projects. Th e result is a loss of the 
organizational potentials which arise through diff erentiating between projects and 
programs. Th e use of programs to perform comprehensive and medium-term busi-
ness processes ensures higher quality, lower costs, shorter durations and less risk than 
when these business processes are performed as projects.
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2  Project Management Approaches 
and New Values

Diff erent perceptions of projects lead to diff erent project management approaches. A 
mechanistic as well as a systemic project management approach are both represented 
in the project management literature. According to a mechanistic approach, project 
management is often reduced to management of the “magic triangle” of project scope, 
project schedule, and project costs. It is understood as “method toolbox”.

Project management—as well as management in general—is based on values. Th e 
theories and the values underlying the project management approaches must be pre-
sented to obtain clarity about their diff erentiation. In this chapter, the values of a 
systemic project management approach are interpreted considering new values, such 
as agile, resilient, and sustainable development.
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2.1 MechanisƟ c vs. Systemic Management Paradigm
A scientifi c paradigm can be defi ned as a coherent bundle of theoretical principles, 
questions and methods shared by many scientists, which lasts for extended periods in 
the development of a science.1 “In management, a paradigm can be viewed as a mana-
gerial way of thinking and acting”.2 A distinction can be made between a mechanistic 
paradigm and a systemic paradigm.3

A mechanistic management paradigm is based on the perception of an organization 
as a trivial system, as a machine. A systemic management paradigm, on the other hand, 
perceives an organization as a complex system, as a living organism (see Table 2.1).

Table 2.1: Trivial System vs. Complex System

Trivial system: 
Organization as a machine

Complex system: 
Organization as an organism

> Understandable
> Predictable
> Context-independent
> Controllable with “residual risk”
> Can be influenced directly (in order to improve)

> Using standards

> Not (completely) understandable
> Unpredictable
> Context-dependent
> Not controllable, but manageable
> Can only be influenced indirectly (by adapting

the context)
> Accepting differences 

A mechanistic management assumes that organizations are understandable, predict-
able, context-independent, and manageable. Th is means, for example, that organiza-
tions in diff erent cultures “function” in the same way—that management is achieved 
by the specifi cation of standards and direct infl uence on employees.

In contrast to this, Malik, for example, sees systemic management as the design and 
steering of whole institutions in their environment rather than direct management of 
employees, as the management of many rather than the management of few, as an 
indirect infl uence at the meta level instead of direct action at the object level, as action 
under the criterion of controllability rather than optimality, and acting on the basis of 
limited information rather than complete knowledge.4

Th e systemic management paradigm is infl uenced by the models of the “Learning 
Organization”,5 but also by “Lean Management”,6 and “Total Quality Management”7 

(see Table 2.2).

1  Asendorpf, J. B., 2009, p. 14.
2  Nĕmeček, P., Kocmanová, A., 2008, p. 562.
3  See Kasper, H., 1995.
4  See Malik, F., 2004.
5  See Senge, P., 2006.
6  See Womack, J. et al., 1990. 
7  See Juran, J. M., 1991.
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Table 2.2 Infl uences on the Systemic Management Paradigm

Influence: The Learning Organization

> Differentiation between individual, collective and organizational learning

> Perception of the organization as a competitive factor

> Need to learn and to unlearn

> Continuous and discontinuous learning

Influence: Lean Management

> Process-orientation

> Focus on core competencies

> Flat, lean organizational structure

> Teamwork

> Networking and cooperating

> Continuous development

Influence: Total Quality Management

> Customer-orientation

> Product quality and process quality

> Quality control, quality assurance and quality management.

A management paradigm can be described by presenting the values underlying the 
management as well as the management objectives, processes, and methods. Th e val-
ues are central, as they are infl uencing the other dimensions.

2.2 MechanisƟ c Project Management
Th e perception of projects as tasks with special characteristics (see Chapter 1) pro-
motes an orientation towards planning and controlling in project management.8 Th e 
main focus is the question of how to carry out a task. Methods for work planning, 
such as REFA methods9 or Operations Research methods,10 form the theoretical basis 
for this “traditional” mechanistic project management.

8  Steinle et. al., 1995, p. 354.
9  See Čamra, J.J., 1976.
10  See Hillier, F.S., 2001.
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For decades, project management was understood as the use of networking techniques 
for planning and controlling project scope, project schedule, and project costs. Because 
of the uncertainties associated with unique tasks, risk management methods are also 
used in traditional project management.

Organizationally, the distribution of formal decision-making powers between project 
manager, line manager, and project team member appears to have the greatest impor-
tance in traditional project management. Pure project organization, matrix project 
organization, and infl uence project organization are off ered as standards for resolving 
this area of tension.11 It is argued that projects require project organization for task 
management, but that they are not independent temporary organizations. Th e role 
of the project owner, which is so important for the success of a project, is not seen as 
part of this, or is not adequately performed.

Th e objectives of traditional project management are fulfi lling the project scope 
within the constraints of the project schedule and the project costs. Th ese dimensions 
are represented as a “magic triangle” (see Fig. 2.1).

Project scope

Project schedule Project costs

Fig. 2.1: TradiƟ onal project dimensions to be managed (“magic triangle”).

Project management is understood as a set of methods for managing a project and not 
as a business process to be designed. Project management methods are used to control 
and not to structure communications. Th e focus is not on teamwork. Project man-
agers see themselves above all as “experts” and not as “leaders” with business value 
responsibility. Project decisions are made according to the hierarchy of the project 
organization. “Traditional” project management can thus be seen as a mechanistic 
project management approach.

11  See Reschke, H., 1989.
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 2.3 Systemic Project Management
Infl uence of Organization Th eory on Project Management

Th e perception of projects as temporary organizations promotes the awareness that 
each project requires a specifi c organizational design that goes beyond the regulation 
of decision-making powers for the project manager. An adequate, situational design 
of the project organization helps to ensure the success of the project.

Th e organizational design of projects includes the defi nition of project-specifi c roles, 
the development of project organization charts, the establishment of project-specifi c 
communication formats, and the agreement of project-specifi c rules. Concepts such 
as customer orientation, empowerment, fl at organizational structures, teamwork, 
organizational learning, process orientation, and networking can be implemented 
in projects. Seeing projects as temporary organizations also promotes project-specifi c 
culture development. Th e targeted selection of a project name, the development of 
a project-specifi c language, the formulation of project-specifi c slogans are relevant 
project management methods.

Infl uence of Social Systems Th eory on Project Management

Th e perception of projects as social systems makes it possible to apply concepts and 
models from the social systems theory for project management. “Systemic” project 
management is not based on traditional project management, but puts its objectives, 
processes, methods, and roles into a new context, interprets them, and promotes the 
development of new concepts and models.

A systemic understanding of project management is derived as a result of the need to 
manage the boundaries and contexts as well as the complexity and dynamics of proj-
ects. Instead of planning and controlling scope, schedule, and costs, what is relevant 
are the construction of project boundaries and project contexts, the building up and 
reducing of complexity, and the management of the dynamics of projects.

In constructing project boundaries, a holistic project view is to be ensured. An inte-
grated view of technical, organizational, personnel, and marketing-related solutions is 
promoted in order to ensure sustainable business value. Project stakeholder analysis, 
analysis of the pre-project and post-project phases, and analysis of the project’s relation-
ships with other projects and with company strategies are used for the management 
of the project context relations.

Projects require an appropriate degree of complexity to enable connectivity with the 
(infi nitely) complex environment. Th e building up and reducing of complexity is there-
fore a project management function. Th e use of diverse communication formats, such 
as project workshops, meetings of the project team and of sub-teams, as well as project 
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owner meetings, promotes the building up of complexity. Further organizational possi-
bilities for building up complexity are the diff erentiation of project roles, the defi nition 
of interrelationships between the roles, and the inclusion of diff erent specialist disci-
plines and representatives of diff erent hierarchical levels in the project team.

Th e application of diff erent project management methods allows one to construct dif-
ferent project realities. An appropriate project complexity is achieved by relating the 
diff erent project management methods to each other in a “multi-method approach”.

Redundant structures must be created to ensure continuity in the project. Project 
complexity is also reduced by agreeing on common project objectives, by defi ning 
project-specifi c rules and standards, by developing project plans, and by conducting 
integrative project team meetings. Th e diff erent communication formats of a project 
contribute to the self-reference of the project. Visualizations such as a work break-
down structure, a milestone plan, and a project stakeholder analysis support these 
communications. 

Refl ections are meta-communications—that is, communications about communica-
tions. Refl ections are necessary in order to promote changes in a project. Time, space, 
and appropriate social know-how are necessary for refl ections. Th e structures neces-
sary for performing a project are therefore formed, questioned, possibly adapted, and 
newly formed according to new needs in a cyclic process (see Fig. 2.2).

Project structures and 
contexts

New project structures
and contexts

New project structures
and contexts

Reflection

Reflection

Fig. 2.2: Management of the dynamics of projects.

Th e dynamics of a project emerge not only from its self-reference but also from inter-
ventions of stakeholders of the project. Examples of interventions of stakeholders 
include new legal requirements imposed by authorities, changes by the customer 
regarding the scope of services, cancellations by suppliers, an unexpected media echo, 
lack of motivation in the project team, etc.
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Th e possibility of changing a project depends on its relationships with stakeholders. 
Momentum of a project can only be achieved when the functionality of the (relative) 
project autonomy is recognized. Th e interventions in a project by the stakeholders of 
the permanent organization therefore should be limited.

Self-referential processes of a project or interventions by project stakeholders can lead 
to continuous or discontinuous changes of the project. Continuous changes of a proj-
ect are taken into account by project controlling. Continuous changes are refl ected in 
adapted project structures such as additional project objectives, newly defi ned project 
roles, new project schedules, etc., but also in new contextual relationships.

A discontinuous development of a project as a result of a project crisis or a project 
chance necessitates a change in the project identity. Discontinuous developments are 
carried out by specifi c subprocesses of project managing—namely, “transforming a 
project” or “repositioning a project”.

Infl uence of Constructivism on Project Management

Th e defi nition of the boundaries of a project, the assessment of the status of a project 
at a controlling date, and the defi nition of a project crisis all are constructions of proj-
ect realities. A common view of the project status, for instance, provides the basis for 
a common agreement on measures to direct the project.

Constructions are not right or wrong, but are or are not “viable”. A construction is 
viable if it is possible to function with its help in a specifi c context. A practicable or 
usable view is striven for in a specifi c situation.

Constructions in project meetings are performed through observations and interpre-
tations by the observers. Observers of projects can be members of the project organi-
zation but also by representatives of stakeholders. Each observation is carried out 
by an operation of the observing system, which applies certain observation criteria. 
In order to assess the project status, one can, for example, look at the progress and 
adherence to deadlines, but the atmosphere in the project team or the quality of rela-
tionships with project stakeholders could also be considered.

Social constructions are the result of a power-infl uenced negotiation process. Th is means 
that the project owner’s opinion regarding the project status infl uences the overall judg-
ment more strongly than that of a project contributor. Constructions can change. For 
this reason, for example, project controlling meetings are carried out at periodic intervals.

People act on the basis of the importance that events and situations have for them. 
But there is no “correct” social signifi cance of things and situations. Th e signifi cance 
is always context specifi c. Th e same situations can have a completely diff erent signifi -
cance in diff erent contexts and thus lead to diff erent constructs.
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According to a mechanisƟ c project management approach, project scope, project 
schedule, and project costs are the dimensions of a project to be managed. This 
 approach is characterized by an orientaƟ on toward planning and controlling.

The systemic project management approach understands the construcƟ on of project 
boundaries and project contexts, the building up and reducing of complexity, and the 
management of the dynamics of projects as project management objecƟ ves. 

A description of the development of project management since 1950 can be found in 
Table 2.3. Th e traditional mechanistic project management approach continues to be 
of great importance in practice, even if a newer systemic approach exists.

Table 2.3: Development of Project Management Since 1950

Criterion Since 1950 Since 1990 Since 2010

Perception of projects As unique tasks
As temporary organizations and 
social systems

As temporary organizations and 
social systems

Management focus Managing the project  scope, 
schedule and costs

Managing the project scope, 
schedule and costs, the project 
organization and the project 
context relations

Managing the project scope, 
schedule and costs, the project 
organization and the project 
context relations,
considering the relations to 
requirements, programs, and 
changes

Understanding of 
project management

Toolbox of project management 
methods

A business process of the
project-oriented organization

A business process of the
project-oriented organization

Project success criteria
Performing the project scope 
under consideration of schedule 
and costs constraints

Performing the project scope 
under consideration of schedule 
and costs constraints; meeting 
content-related project 
objectives

Performing the project scope 
under consideration of schedule 
and costs constraints; meeting 
content-related project 
objectives; contributing to the
optimization of the business 
value of the company

Project types Major projects with technical 
objectives

Small, medium and large 
projects with technical 
objectives; regional development 
projects; contracting,  marketing, 
organizational development , etc. 
projects

Small, medium and large 
projects with technical 
objectives; regional development 
projects; contracting,  marketing, 
organizational development , etc. 
projects

Role of the project 
manager

Technical expert, administrator
Content-related expert, 
administrator

Manager, intrapreneur

Project-performing 
industries

Military, aviation, construction, 
engineering, IT

All industries All industries, public sector
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2.4 New Management Values
Values are relatively stable beliefs about the desirable or necessary characteristics of a 
social system. Values are therefore ideal constructs. Th ey should have a highly binding 
character, provide meaning, and give orientation to the members of an organization. 

Organizations function on the basis of values, which determine the behavior of 
their members. Values can be observed, for example, in the organization’s priorities. 
An operationalization of values in the corresponding organizational context can be 
achieved by defi ning principles and rules.

Defi niƟ on: Values

Values are relaƟ vely stable beliefs about the desirable or necessary characterisƟ cs of a social 
system. They are ideal constructs. 

Th e values of the management paradigm on which the RGC management approaches 
are based are shown in Figure 2.3.

 

Sustainable 
business value as 
success criterion

Context orientation

Iterative approach
Holistic definition 
of solutions and 

boundaries

Empowerment and
resilience

Frequent, visually
supported

communication

Continuous and 
discontinuous 

learning

Quick realization of
results and efficiency

Fig. 2.3: Values on which the RGC management approaches are based.

Th e RGC management approaches can be described on the basis of the values shown in 
Figure 2.3. Detailed descriptions can be found for project management in Chapter 6, 
for program management in Chapter 13, for change management in Chapter 14, and 
for project portfolio management in Chapter 16.

Th e values of the concepts of agility, resilience, and sustainable development have been 
incorporated into the RGC management values. Th e relatively new values of these 
concepts are described below.

Values of the Concept “Agility”

Agility can be defi ned as the ability to change quickly in response to new market condi-
tions. Both permanent and temporary organizations have the ability to be agile. Agility is 
therefore also relevant for projects and programs. 

Th e agility of an organization expresses itself in its objectives, business processes, methods, 
roles, and stakeholder relations.
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Defi niƟ on: Agility

Agility is the ability to change quickly in response to new market condiƟ ons. 

Th e agility of projects does not assume the use of agile methods such as Scrum or 
Kanban. Projects are agile if they take into account agile values and therefore, for 
example, take an iterative approach, communicate intensively, refl ect regularly, etc. 
An iterative approach means that similar activities are carried out repeatedly in order 
to approach an overall objective. However, there is also the possibility of using agile 
methods in projects. Scrum, for example, can be used for the management of specifi c 
phases of a project (see Chapter 4).

Table 2.4: Agile Manifesto and Agile Principles

Agile Manifesto

> Individuals and interactions over processes and tools
> Working software over comprehensive documentation
> Customer collaboration over contract negotiation
> Responding to change over following a plan

Agile Principles

> Our highest priority is to satisfy the customer through early
and continuous delivery of valuable software.

> Welcome changing requirements, even late in development.
Agile processes harness change for the customer s competitive 
advantage.

> Deliver working software frequently, from a couple of weeks to
a couple of months, with a preference to the shorter timescale.

> Business people and developers must work together daily
throughout the project.

> Build projects around motivated individuals. Give them the
environment and support they need, and trust them to get the
job done.

> The most efficient and effective method of conveying
information to and within a development team is face-to-face
conversation.

> Working software is the primary measure of progress.
> Agile processes promote sustainable development. The

sponsors, developers, and users should be able to maintain a
constant pace indefinitely.

> Continuous attention to technical excellence and good design
enhances agility.

> Simplicity – the art of maximizing the amount of work not done 
– is essential.

> The best architectures, requirements, and designs emerge
from self-organizing teams.

> At regular intervals, the team reflects on how to become more
effective, then tunes and adjusts its behavior accordingly. 
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Defi niƟ on: IteraƟ ve Approach

In an iteraƟ ve approach, acƟ viƟ es are repeated in order to approach an objecƟ ve. Uncer-
tainty should be adequately managed, and the quality of a soluƟ on and the associated 
business value should be opƟ mized. An iteraƟ ve approach does not mean that planning is 
abandoned. Rather, one can only be temporarily sure of one’s own approach. Uncertainty is 
gradually reduced, acceptance is achieved. 

One of the strengths of agile methods such as Scrum is the explicit defi nition of the 
values underlying the methods. In 2001, a group of software developers published the 
Agile Manifesto, presented in Table 2.4, along with twelve agile principles.12

Th e central statements of the Agile Manifesto require an interpretation. “Individuals 
and interactions over processes and tools” means that emphasis is laid on communica-
tion, on many (short) meetings, and on the empowerment of employees, rather than 
on the development of extensive rules. “Working software over comprehensive docu-
mentation” means that achieving objectives is more important than documentation. 
Documentation is still needed, but it is not the top priority. Achievement of objectives 
is understood as the creation of business value.

“Customer collaboration over contract negotiation” means that an intensive collabora-
tion with the customer is striven for during development, that an understanding of 
customer requirements and the rapid gathering of customer feedback is important, 
and that the involvement of additional stakeholders in the cooperation process is 
also desired. “Responding to change over following a plan” ultimately means that, 
although defi ned solution requirements cannot be changed during an iteration, new 
requirements can be defi ned and priorities changed after an iteration.

Th ere are similarities between systemic and agile approaches. Th us, for example, 
self-organization and refl ection are characteristics of social systems and they are also 
agile principles.

Values of the Concept “Resilience”

Resilience can be defi ned as the robustness of organizations, but also as robustness 
of teams and individuals. Resilient organizations are characterized by structures that 
ensure their resilience. Prevention, adaptation, innovation, and culture development 
can contribute to the resilience of an organization:13

12  Beck, K. et al., 2001.
13  See Wieland, A., Wallenburg, C. M., 2013.

> Prevention: A capacity to resist to negative external eff ects is built up as a pre-
cautionary measure.

> Adaptation: A short-term adaptation in order to return to an original position is 
made.
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> Innovation: Innovations are implemented in order to exploit benefi ts.
> Culture development: An organizational culture, which is optimistic, ready to 

learn, fault-tolerant, but also prepared for confrontation, is assured.

14  World Commission on Environment and Development (WCED), 1987, p. 41.
15  See Adams, W. M., 2006; Davidson, J., 2000; Martens, P., 2006; MeadowcroŌ , J., 2007; Robinson, J., 2004.
16  See Global ReporƟ ng IniƟ aƟ ve, 2011.
17  See Porter, M. E, Kramer, M. R., 2011.

It is possible to distinguish between a proactive form and a reactive form of resilience. 
Th e reactive form corresponds to the concept of agility. Agility and resilience are 
therefore directly related.

Resilience management encompasses all measures with the objective of strengthening 
the resilience of an organization against external infl uences. Examples of this are the 
creation of fl exible organizational structures, extensive training of employees, regu-
lar feedbacks during everyday business, and frequent communications (in informal 
networks).

Defi niƟ on: Resilience

Resilience is the capacity to resist or the robustness of an organizaƟ on, a team, or an individ-
ual to external infl uences. 

Values of the Concept “Sustainable Development”

Sustainable development has received a lot of attention as a result of the “Brundtland 
Report”, published in 1987 by the World Commission on Environment and Develop-
ment. Th is report defi nes sustainable development as “a development that meets the 
needs of the present without compromising the ability of future generations to meet 
their own needs”.14

Sustainable development as a normative concept represents values and ethical consider-
ations.15 Relevant basic values are justice within and between generations, transpar-
ency, fairness, trust, and innovation.16

Th e political concept of sustainable development has been developed for society in 
general. Th e values have been defi ned for society and therefore cannot be transferred 
to companies without interpretation.

Th e application of the concept to companies is referred to as corporate sustainability 
or corporate social responsibility. Over the past few years, companies have committed 
themselves to implementing the concept of sustainable development. Th is should go 
beyond compliance with legal requirements. Critics like Porter and Kramer argue 
that many of the initiatives of corporate sustainability can be seen as mere lip ser-
vice.17 Philanthropic activities are often off ered to do “good things” for society. Serious 
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sustainable development, however, means integrating the principles of sustainable 
development into the services, products, and processes of organizations, which means 
rethinking the business.

A process-based understanding of sustainable development is principle based. It takes into 
account the economic, ecologic, and social; short, medium, and long term; local, regional, 
and global consequences of developments.18 Th e challenge is to “balance” these principles.

Defi niƟ on: Sustainable Development

Sustainable development is development that takes into account and balances economic, 
ecologic, and social; short, medium, and long term; as well as local, regional, and global 
consequences. 

Th ese principles of sustainable development are relevant not only to permanent organi-
zations, but also to temporary organizations—namely, projects and programs. Initial 
studies contribute to an understanding of the link between sustainable development 
and projects. Th e focus is on the project content, so-called “green projects”, and on 
the consequences of the project results. So, for example, “impact assessments” are 
developed for this purpose.19 Little consideration, however, is given to the principles 
of sustainable development in project initiation and project management.20

Agility, sustainability, and resilience are relaƟ vely new values in management. Taking 
these values into account infl uences the objecƟ ves, processes, methods, and roles of 
management approaches. 
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3  Strategic Managing and InvesƟ ng

Th e objective of strategic managing an organization is to ensure its sustainable devel-
opment. Strategic managing includes the planning and controlling of the objectives, 
strategies, structures and cultures of an organization within its context. In order to 
realize an organization’s strategic objectives, the investment portfolio and project 
portfolio will also be planned and controlled. Investments and projects derive from 
an organization’s strategic objectives.

Strategic managing and investing are key contexts of projects and programs. One out-
come of strategic managing is an implementation plan which contains the measures, 
projects, and programs for implementing an organization’s strategies. Th us projects 
and programs always have a strategic context.

Th e life cycle of an investment object includes the planning, implementing, use, and 
potential decommissioning of an investment object. Th e objective of the business 
process “planning an investment object” is to decide to implement, or to decide not 
to implement an investment object.

Th e success of an investment can be ensured by performing the business process 
“controlling the benefi ts realization” during its implementation, use or operation. Th e 
basis for controlling the benefi ts realization is created while planning an investment 
object. Th e application of methods for planning an investment object and for con-
trolling the benefi ts realization is shown in the RGC case study “Values4Business 
Value” (see Sections 3.3 beginning on page 39 and 3.4 on page 45).

Th e business processes described in this chapter are shown in the following overview. 
For a better understanding of the relations to other processes, the business processes 
described in later chapters are also shown.
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Overview: “Strategic managing” and “invesƟ ng” in context.
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3.1 Strategic Managing an OrganizaƟ on
Strategic Managing: Objectives

Th e objective of the strategic managing of an organization is to ensure the sustainable 
development of this organization within its context. Managing the overall objectives, 
strategies, structures, and cultures provides sense and orientation for the employees of a 
particular organization. It provides a basis for operative managing. In contrast to oper-
ative managing, strategic managing has a medium-term rather than a short-term focus.

In accordance with a systemic management approach, strategic managing perceives 
organizations holistically within their particular contexts. A holistic perception implies 
that the following structural dimensions of an organization are to be considered:

> services and products,
> organizational structures (processes, roles, rules, etc.) and cultures,
> personnel structures (number of employees and their qualifi cations),
> infrastructures (building infrastructure, information, and communication 

 technology), and
> budget and fi nancing.

Relevant contextual dimensions of an organization are:

> history and expectations about the future,
> stakeholders such as markets and client segments, competitors, partners, and 

suppliers, and
> the superordinate social system to which the organization contributes.

Th ese structural and contextual dimensions determine an organization’s identity.

Defi niƟ on: Strategic Managing

Strategic managing is the planning and controlling of the overall medium-term objecƟ ves, 
strategies, structures, and cultures of an organizaƟ on within its context. 

Strategic Managing: Process

Strategic managing includes the strategic planning and controlling of an organization. 
It includes tasks such as analyzing the strengths and weaknesses of the organization 
and its competitors, analyzing the organization’s strategic position, defi ning strate-
gic scenarios for developing the organization, planning and controlling its strategic 
objectives and strategies for their realization, as well as planning implementation.

Th e organization’s investment portfolio must also be considered in planning and con-
trolling the strategic objectives. Th e objective of planning the investment portfolio is 
to select those investments which will make an optimal contribution to realizing the 
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organization’s strategic objectives. Only investments which are realized by projects or 
programs will be considered. Comprehensive investment planning does not need to be 
performed for small investments such as equipment or furnishing. In such cases, invest-
ment decisions usually fall within the competence of specifi c managers of profi t or cost 
centers. Th ese small investments do not need to be considered in the investment portfolio.

Strategic managing also involves taking the decisions needed to implement the strategic 
objectives. Th ese are listed in the implementation plan. “Strategy implementation [. . .] 
refers to decisions that are made to install new strategy or reinforce existing strategy. Th e 
basic strategy implementation activities are establishing annual objectives, devising poli-
cies, and allocating resources. Strategy implementation also includes the making of deci-
sions with regard to matching strategy and organizational structure, developing budgets, 
and motivational systems”.1 Th e measures, projects, and programs for implementing the 
strategic objectives will be decided upon and the project portfolio structured within the 
framework of implementation planning for “project-oriented organizations” (see Chap-
ter 15). Consequently, project portfolio management is a task of strategic managing.

An example of the process of “Strategic managing” is shown in Table 3.1 in the form 
of a responsibility chart.

Th e implementation of planned investments or the implementation of planned mea-
sures, projects, and programs takes place within the framework of operative manag-
ing and is not part of strategic managing.

Th e process of strategic managing is undertaken periodically. Th e frequency of the pro-
cesses and the scope of the tasks to be fulfi lled depend on the dynamics of the particular 
organization. “All strategies are subject to future modifi cation because internal and exter-
nal factors are constantly changing. In the strategy evaluation and control process mana-
gers determine whether the chosen strategy is achieving the organization’s objectives”.2

Th e planning periods considered in strategic managing also depend upon the par-
ticular industry. For example, the IT and telecom industries have shorter planning 
cycles than the construction or engineering industries. However, planning cycles are 
becoming perceptibly shorter. For example, an Austrian telecom company no longer 
plans its investment portfolio once a year, but rather every three months. Th e results 
of a cycle of strategic managing are the basis for the following cycle.

Strategic Managing: Methods

Strategic analyses form the basis for strategic planning and controlling. SWOT analysis, 
Porter’s value chain analysis,3 Kaplan and Norton’s balanced scorecard,4 the BCG 
1  Barnat, R., 2005.
2  Barnat, R., 2005.
3  Cf. Porter, M. E., 1985.
4  Cf. Kaplan, R., Norton, D., 1992.
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Table 3.1: Business Process “Strategic Managing”—Responsibility Chart

product portfolio matrix,5 and investment analyses can all be used to analyze an 
organization’s structural dimensions. 

Methods for analyzing the contextual dimensions include stakeholder analyses, Por-
ter’s model of the “fi ve competitive forces”, or the PEST model (politics, economics, 
social/demographics, technology).6

5  Cf. Henderson, B., 1973.
6  Cf. Kendall, N., 2016., without year
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Developing strategic scenarios Co P

Strategic positioning Co C P

Adapting values, mission (if required) Co C P

Planning strategic objectives Co P 1
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Managing the investment portfolio Co C P 2
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P … Performing
C … Contributing
I … Being informed
Co … Coordinating

Tool/Document:
1 … Objectives plan
2 … Investment portfolio data base
3 … Implementation plan
4 … Project portfolio data base
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Developing strategic scenarios for the organization within its contexts supports the 
process of deciding upon future strategic positioning. Th e strategic position forms the 
basis for developing a vision, for defi ning the values and the mission, for planning 
the objectives and strategies, and for developing an implementation plan for realizing 
these objectives.

An organization’s vision describes in relatively basic terms what should be achieved over 
the medium term—for instance, in the format of: “In fi ve years we are . . .”. A vision is 
often communicated using slogans, images and metaphors. Th e mission describes and 
organization’s ideal actual status—for example, in the format of: “Th is is how we are 
today and how we diff erentiate ourselves from others . . .”. An organization’s objectives 
plan describes the concrete objectives for the next one to two years—for example, 
in the format: “Next year we are . . .”. Th e organization’s strategies describe how the 
objectives should be achieved—for instance, in the format: “We want to achieve our 
organizational objectives by . . .”. Th e analyses of the investments to be implemented 
and the agreed investment portfolio are a result of the planning of the objectives. An 
implementation plan can be prepared on the basis of the objectives and strategies. It 
includes measures, projects, and programs, as well as the overall project portfolio.

Th e investments to be implemented can be selected either by a separate consider-
ation of individual investments, or by taking an integrated approach by considering 
an investment portfolio. An organization’s investment portfolio can be defi ned as 
the investments being implemented and planned, together considering the relations 
between these investments.

Defi niƟ on: Investment Porƞ olio

An organizaƟ on’s investment porƞ olio can be defi ned as the investments being implemented 
and planned together, considering the relaƟ ons between these investments.  

For investments considered separately, the contribution of each investment towards 
realizing the organization’s strategic objectives is measured. Th e resulting contribu-
tions are compared and the “best” investments selected. A scoring method based on 
the criteria of the balanced scorecard model of Kaplan and Norton can be used in 
this selection process (see Fig. 3.1).7 For each investment, the contribution to realizing 
fi nancial objectives, stakeholder-related objectives, innovation objectives, and busi-
ness process and resource objectives can be considered.

When applying an integrated approach, investment portfolios are analyzed. Alter-
native investment portfolios can be compiled and compared with one another. Th e 
relationships between investments can be complimentary, neutral, or competing. 

7  Cf. Kaplan, R.; Norton, D., 1992.
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Rather than considering and selecting individual investments, investment portfolios 
are analyzed and the optimal portfolio is selected. Th e optimal investment portfolio 
is the one which best fulfi lls the strategic objectives of the organization.

Th e project portfolio is managed as part of strategic managing within the framework 
of implementation planning. Th e business process “project portfolio managing” is 
usually performed more frequently than the business process “strategic managing” 
(see Chapter 16).

A summary of the results of strategic managing is shown in Figure 3.2.

Th e results of strategic managing should relate to each other. Th e results should 
provide medium-term orientation and, consequently, be relatively stable. Th erefore, 
attention should be paid to the complexity and dynamics of organizations when for-
mulating the vision and objectives.

Strategic Managing: Organization

In principle, strategic managing is a (top) management responsibility. Strategic deci-
sions should be developed by a strategy team (see the roles in Table 3.1). Th e project 
portfolio group (see Chapter 15), employees, and stakeholders of the organization 
should be involved in the communication processes of analyzing, planning, coordi-
nating, and deciding. Th is broad involvement generates diversity which, on the one 
hand, increases creativity in the process of strategic managing, and, on the other, con-
tributes to ensuring acceptance of the results. All employees and selected stakeholders 
must be informed of the results of strategic managing in an appropriate format.

Fig. 3.1: Scoring and selecƟ ng investments (example).
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If in larger organizations fundamental strategic changes are required, then the busi-
ness process “strategic managing” may be so comprehensive, complex, and above all 
strategically important, that it is advisable to perform it as a project.

Strategic Managing and Projects

Th e results of strategic managing also determine an organization’s project portfolio 
(see Chapter 16). New projects and programs are identifi ed and documented in the 
implementation plan, and restructuring of the project portfolio is required. 

Projects are derived from an organization’s objectives and strategies. Projects which 
make no contribution to fulfi lling objectives should not be performed. An ad hoc 
“bottom up” identifi cation of projects is, however, possible. In this case, the projects 
should be appropriately linked back to the strategic objectives.

Th e contributions made by projects to fulfi lling the strategic objectives of an organi-
zation must be communicated to the members of the project organizations and to the 
project stakeholders. Th is is a project management responsibility. Th is creates “sense” 
and contributes to motivating the members of the project organizations.

Fig. 3.2: Results of strategic managing of an organizaƟ on.

Objectives and strategies

Investments and implementation plan

Strategic analyses

Values and mission

Vision

Strategic positioning

Strategic scenarios
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On the other hand, project results also infl uence an organization’s strategic objec-
tives. Th e relationships between an organization’s strategic objectives and projects 
are shown in Figure 3.3. Managing these relationships as part of project portfolio 
management is also a task of strategic managing.

Projects

Strategic objectives of the organization

Fig. 3.3: RelaƟ ons between strategic objecƟ ves of an organizaƟ on and projects.

3.2 Investment Defi niƟ on and Investment Types
Investment Defi nition

In the literature, an investment is defi ned as the transfer of capital into fi xed and 
current assets.8 In fi scal terms, an investment is understood as a process which is char-
acterized by a series of cash outfl ows and a series of cash infl ows.9 Th e predilection 
for the fi scal defi nition can be explained by its operationality. It allows traditional 
investment analysis methods to be used as a basis for decision making.

Here an investment is understood as a chain of business processes required to ensure 
an organization’s capacity to provide services. For this not only fi xed and current 
assets are necessary, but personnel and organizational competencies must also be cre-
ated, and medium-term to long-term collaborative relationships with stakeholders 
must be established.10

Investments may relate to various objects—namely, to a product or service, a market, 
the organization, the personnel, the infrastructure, the fi nancing, and a stakeholder 
relation. Th erefore, unlike in accounting, the defi nition of an investment used here is 
not limited to depreciable fi xed assets.
8  Cf. Albach, H. 1962.
9  Cf. Boulding, K. E. 1936.
10   In pracƟ ce, the terms “iniƟ aƟ ve” or “task” are oŌ en used instead of the investment terms applied here. 

Although this reduces the risk of the term being confused with the fi scal defi niƟ on of investment, this 
cannot be jusƟ fi ed in business terms. For example, no business case analysis or cost–benefi t analysis is 
prepared for an iniƟ aƟ ve or a task.
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Fig. 3.4: Projects in the life cycle of investment objects
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Defi niƟ on: Investment

An investment is defi ned as a chain of business processes required to ensure an organizaƟ on’s 
capacity to provide services. A diff erenƟ aƟ on may be made between product or service-related 
investments, market-related, organizaƟ on-related, personnel-related, infrastructure-related, 
fi nancing-related, and stakeholder-related investments. 

Investment Types

In accordance with the structural and contextual dimensions of organizations defi ned 
above, investment types can be diff erentiated as follows:

> product or service-related investments (e.g., developing and selling a product),
> market-related investments (e.g., developing and serving a market),
> organization-related investments (e.g., developing and using an organization),
> personnel-related investments (e.g., developing and deploying personnel),
> infrastructure-related investments (e.g., developing and operating ICT 

infrastructure),
> fi nance-related investments (e.g., an initial public off ering), and
> stakeholder-related investments (e.g., developing and using a supplier relation).

Th e general life cycle of an investment object includes the phases of planning, imple-
menting, operating or using, and any subsequent decommissioning of an investment 
object. Th e life cycle of an investment object begins once the investment decision is 
taken. Th e life cycle of an industrial plant, for example, includes the following chain of 
business processes: “constructing the industrial plant”, “operating the industrial plant”, 
“maintaining the industrial plant”, and “decommissioning the industrial plant”. Th e 
upstream business process “conceptualizing the industrial plant investment” provides 
a temporal context for this investment.
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Investment, Projects and Programs

Projects and programs can be applied to perform business processes within the life cycle 
of an investment object, or prior to this for conceptualizing an investment. Figure 3.4 
presents in the form of ellipses those processes which, when of appropriate scope and 
appropriate complexity, are performed as projects or programs. Where two or more 
projects are performed sequentially, a chain of projects results.

 3.3 Planning an Investment Object 
Planning an Investment Object: Objectives

Th e planning of an investment object takes place during the conception of an invest-
ment. Th e objectives of planning an investment object are to prepare for and reach 
an investment decision. A decision shall be reached with respect to implementing an 
investment, but not with respect to the form of the organization for implementing the 
investment. Th is later decision is made during project or program initiating. Planning 
an investment object produces a basis for strategic managing (see Fig. 3.5).

Strategic managing

Conceptualizing an investment

Investment object
planning

Change initiating

Program initiating

Project initiating

Consideration
of a single investment

Consideration
of the organization

Managing strategic
objectives, 

strategies, etc. 

Managing the
investment

portfolio

Managing the
project portfolio

Fig. 3.5: RelaƟ onship between planning an investment object and strategic managing.
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Figure 3.5 shows that investment object planning, change initiating, and program 
or project initiating are sub-processes of conceptualizing an investment. Th e results 
of these sub-processes provide input for managing the strategic objectives, strategies, 
etc. of an organization, for managing the investment portfolio, and for managing 
the project portfolio. As symbolized by stacking in Figure 3.6, several investments 
are usually conceived at the same time. Th e results from conceptualizing diff erent 
investments are then the basis for strategic managing.

Planning an Investment Object: Process

An idea for an investment is the basis for performing the business process “Planning an 
investment object”. Th is process includes analyzing the actual situation, defi ning invest-
ment objectives, defi ning and describing possible solutions, selecting a solution, defi n-
ing initial requirements for the selected solution, and performing an investment analysis 
(see Fig 3.6). Th is information can be summarized in an investment proposal which 
forms the basis for an investment decision. An example of the business process “con-
ceptualizing an investment”, which shows the tasks involved in planning an investment 
object, is given in Table 3.5 for the case study “Values4Business Value” (page 47).

Planning an Investment Object: Investment Analysis Methods

Th e key methods for analyzing an investment are business case analysis and cost–
benefi t analysis. Th e basis for these analyses is the defi nition of the boundaries of the 
considered investment.

“Business case” is another frequently used name for investment. Consequently, the busi-
ness case analysis is a form of investment analysis. Th e business case analysis includes 
the description of the eff ects of an investment, its monetary assessment in the form of 
cash outfl ows and cash infl ows, the results of investment calculations, and possibly also 
simulation calculations. Th e results of investment calculations are fi nancial ratios such 
as net present value, return on investment (ROI), and amortization period.

Start

Defining
initial requirements

Defining and
describing
solutions

Performing an 
investment analysis End

Analyzing
the situation

Defining
investment
objectives

Selecting
a solution

Taking an
investment decision

Fig. 3.6: Business process “Planning an investment object”—fl ow chart.
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Th e OGC investment appraisal template for performing a business case analysis is 
shown in Figure 3.7.11

Project name: Business sponsor:

Management summary

Financial appraisal summary

Cash flow Expenditure Savings Cumulative
cash flow

Capital Non-capital Total

Year 0

Year 1

Year 2

Year 3

Totals

Investment ratios

Benefits (£)

Payback period

Net present value (NPV)

Fig. 3.7: The OGC Investment Appraisal Template.

Th e basic rules and methods of business case analysis are described in the Excursus 
“Business Case Analysis”. An Austrian telecom company’s rules for developing a busi-
ness case analysis are shown in Table 3.2.

Table 3.2 Rules for Developing Business Case Analyses—Example of a Telecom Company
Rules for preparing business case analyses

> Methods used: Application of the net present value method and
calculation of the amortization period based on the cumulative
discounted cash flow

> Form of presentation: Negative sign for cash outflows

> Period of consideration: Period for which the investment object can
be used economically; the standard is 5 years; any reinvestment
must be taken into account.

> Current assets: Inventory and receivables to be considered

> Interest rate to be applied: A mixed rate is assumed, which also
includes interest on equity

Excursus: Business Case Analysis

According to the fi scal defi niƟ on of an investment, the advantages represented by an in-
vestment are determined by its cash ouƞ lows and cash infl ows. At the start of an invest-
ment, the cash ouƞ lows usually exceed the infl ows, while later the infl ows dominate.

11  Cf. Jenner, S., Kilford, C., 2011
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The cash fl ows relevant for evaluaƟ ng an investment are its future cash fl ows. Historic 
cash fl ows—that is, past ouƞ lows and infl ows—are not to be considered in the investment 
analysis.

Cash fl ows can be forecast using certain or uncertain assumpƟ ons—that is, determinisƟ c 
or stochasƟ c cash fl ows may be used. Due to the diff erent Ɵ ming of the individual cash 
fl ows, two or more cash fl ows cannot be directly compared. However, due to the principle 
of equivalence, it is possible to calculate a value for a parƟ cular point in Ɵ me which is equiv-
alent to a cash fl ow. The value of a cash fl ow which is calculated for the beginning of the 
investment life cycle is called “net present value”.

The choice between two or more investments then becomes a choice between net present 
values of investments. The internal rate of return is the interest rate which sets the net 
present value of a cash fl ow as zero. The following assumpƟ ons for defi ning an interest rate 
for calculaƟ ng the net present value are possible:

> the opportunity costs refl ecƟ ng the yields of the best unrealized investment opportunity,
> a subjecƟ ve minimum interest rate (minimum aƩ racƟ ve rate of return), which is the result 

of a management decision, and
> the average capital costs calculated as the weighted costs of fi nancing with equity and bor-

rowed capital.

All the above interest rates usually include a risk premium and an infl aƟ on premium.

Dynamic investment analysis methods are briefl y described in Table 3.3.

 Table 3.3: Methods for Investment Analysis

Method Calculation Rules for decisionmaking

Net present value

= (1 + )
(t=0, … , T)
i = required interest rate
T = Life cycle
K = Net present value
Z = cash flow

An investment is beneficial
if its net present value is
zero or positive. In the case
of two or several alternative
investments, the one with
the largest net present
value is the most beneficial.

Internal rate of return

= (1 + ) = 0
r = Internal interest rate
T = Life cycle
K = Net present value
Z = cash flow

An investment is beneficial
if the internal rate of return
is the same as or greater
than the minimum rate of
return required by the
company. In the case of two
or several alternative
investments, the one with
the highest internal interest
rate is the most beneficial.

Dynamic amortization
period

= (1 + )
(t=1, … , n)
Z0 = Initial payment
Zt = Cash flow
n = Amortization period

In the case of two or several
alternative investment, the
one with the shortest
amortization period is the
most beneficial.
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Th e cost–benefi t analysis shows the consequences of investments in the form of costs 
and benefi ts. Th ese are described and, as far as possible, monetary assessments are 
performed. Where market prices are available for specifi c cost and benefi t types, these 
are considered in the analysis. Where there is no perfect competition—for example, 
where prices are subsidized—or there are no prices—for instance, for evaluating a 
job loss—then shadow prices may be used. Shadow prices are fi xed on the basis of 
assumptions.

In contrast to business case analysis, in a cost–benefi t analysis the costs of an invest-
ment which do not result in cash outfl ows are also considered. Non-monetary costs 
and benefi ts are described verbally and by using indicators.

Th e principles of sustainable development can be considered in the cost–benefi t analy-
sis. Th at means that:

> economic, ecological, and social costs and benefi ts of an investment are 
considered,

> costs and benefi ts of an investment for the investor as well as for selected stake-
holders are considered,

> short-, medium-, and long-term eff ects of the investment are considered,
> local, regional, and global eff ects of the investment are considered, and
> a social discount rate for discounting future costs and benefi ts is applied in 

order to take into account the interests of future generations.

Due to stakeholder orientation as a principle of sustainable development, consider-
ations are not limited to the eff ects of an investment for the investor, but also consider 
the eff ects on stakeholders. 

Cost–benefi t analysis enables a more holistic approach to analyzing an investment 
than business case analysis. An example of a cost–benefi t analysis which considers the 
principles of sustainable development and the diff erent perspectives of the investor 
and the stakeholders is shown in Table 3.6 for the RGC case study “Values4Business 
Value” (page 49).

Due to their long-term nature, investment decisions are subject to more uncertainty 
than other organizational decisions. Th ere are two ways of considering the risks asso-
ciated with an investment. On the one hand, a sensitivity analysis can be conducted 
to determine the parameters upon which the benefi ts of an investment depend. In the 
simplest form of sensitivity analysis the extent to which deviations adversely impact 
an investment is examined for one parameter. 

A sensitivity analysis can also be performed for several parameters. In this case, the 
result of the sensitivity analysis is a series of critical points which indicate the bound-
aries within which parameters may vary without making an investment no longer 
attractive. On the other hand, simulation calculations may be performed in which 
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uncertain parameters are defi ned as random variables for which probability distribu-
tions are adopted. Investment analysis tips are given in Table 3.4.

Table 3.4: Tips for Investment Analysis

Tips for investment analysis

> Investment analysis has a high practical relevance for product
and infrastructure investments. It is becoming increasingly
important for marketing and organizational investments.

> It is of little relevance for contracting projects, since the main
focus here is on profits achievable in the short-term. However,
the company performing a contract can perform an investment
analysis from the customer's perspective as a marketing tool.

> Investments should be described as holistically as possible, i.e.
not only technical investment objectives but also marketing,
organization or personnel-related objectives must be
considered.

> If possible, monetary values for costs and benefits should be
assumed. These provide an important basis for communication
in the investment decision making process.

> The monetary assumptions of costs and benefits should be
supplemented by non-monetary indicators and qualitative
statements.

> The investment analysis should be subject to periodic
controlling. 

Investment decisions usually involve a relatively high level of capital and have medium- 
to long-term economic, ecological, and social consequences. After investment deci-
sions are reached, they are regarded as relatively fi xed and unchangeable.

However, the objective must be the ability to react fl exibly to changes in the context of 
an organization within the life cycle of the investment. Th e theory of real options off ers 
a model permitting fl exibility in the investment life cycle.12 Specifi c courses of action 
within the investment life cycle are identifi ed and considered in planning. Growth and 
abandonment options in particular are regarded as possible courses of action. 

When applying the model of real options, a fl exible investment is valued more highly 
than a rigid investment. Although the formal use of this model is theoretically 
demanding, it is certainly relevant as a basic “way of thinking”.

Planning an Investment Object: Methods for Proposing an Investment

An investment proposal is a means of describing a proposed investment. An invest-
ment proposal includes a summary of the problem situation and the reason for the 
investment, the investment objectives, the description of the investment object, 

12  Cf. Hommel, U. et al., 2013.
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(text continues on page 54)

investment ratios, and the contribution of the investment to realizing the ecological 
and social objectives of the project-oriented organization. 

An example of an investment proposal for the case study “Values4Business Value” is 
shown in Table 3.7 (page 53).

Th e investment proposal is the basis upon which the decision makers decide whether 
to implement an investment. Th e description of the problem situation shall ensure a 
common view of the actual status. Th e description of the investment objectives serves 
to show the ideal status to which the investment is intended to contribute. Taking 
into account the principles of sustainability, the contributions towards realizing the 
objectives of the organization can be diff erentiated into economic, ecological, and 
social objectives, and also regarding the timing. Th e investment analysis and the rele-
vant investment plans must be included with the investment proposal.

 3.4 Controlling the Benefi ts RealizaƟ on of an Investment
Controlling Benefi ts Realization: Defi nitions

Controlling benefi ts realization is called benefi ts realization management (BRM) in 
the literature and is usually covered together with program management. Th e “Man-
aging Successful Programs” standard lays out key fundamentals,13 and the PMI pro-
gram management standard shows the connection with BRM.14 BRM methods are 
comprehensively described by Levin and Green.15 APM defi nes BRM as “the identifi -
cation, defi nition, planning, tracking, and realization of business benefi ts”16; Bradley 
defi nes it as “the process of organising and managing, so that potential benefi ts, aris-
ing from investment in change, are actually achieved”.17

In the “Managing Successful Programs” standard benefi t is defi ned as “a measurable 
outcome, which is perceived as an advantage by one or more stakeholders”. Th e ben-
efi ts include cost reductions, effi  ciency increases, and image improvements. Benefi ts 
should be formulated as improvement objectives—for example, less, more, higher, or 
better. Costs are defi ned as the negative eff ect of an investment.

 Controlling benefi ts realization is a business process whose objective is to optimize 
the cost–benefi t diff erence of an investment. Th erefore the process is not limited to 
considering the benefi ts of an investment; it also considers their costs. Benefi ts reali-
zation controlling is not concerned with projects or programs. Instead, the considered 
costs and benefi ts relate more to investments, although these are implemented in the 
form of projects or programs. Th is relation is shown in Figure 3.9 (on page 54).
13  Cf. Sowden, R. et al., 2011, S. 73 ff .
14  Cf. PMI, 2013, p. 33 ff .
15  Cf. Levin, G., Green, A.R., 2013.
16  Cf. APM, 2012.
17  Cf. Bradley, G., 2010.
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Case Study: Values4Business Value—Planning an Investment Object

Values4Business Value: RelaƟ ons to RGC Strategic Managing

In the course of RGC strategic managing, it was determined in 2014 that the RGC manage-
ment approaches required a fundamental enhancement.

Although new content-related developments such as agile approaches, principles of sus-
tainable development, managing requirements, and controlling benefi ts realizaƟ on were 
consistently included in training and consulƟ ng acƟ viƟ es, this did not lead to an integrated 
consideraƟ on of their consequences. Growing criƟ cism of “tradiƟ onal” project manage-
ment in the literature and in pracƟ ce necessitated a clear theoreƟ cal posiƟ oning of the RGC 
management approaches. Only aŌ er the developments were documented in a publicaƟ on 
was it possible to communicate them adequately to customers and to the management 
community.

These strategic management results were the basis for establishing a working group in 
2015 for conceptualizing the investment “Values4Business Value”. The investment object 
was planned and the implementaƟ on project iniƟ ated as part of the concepƟ on process. 
An overview of the business processes related to the investment “Values4Business Value” 
is shown in Fig. 3.8.

Conceptualizing
Values4Business

Value

Developing
Values4Business

Value

Using & stabilizing
Values4Business

Value

Jan.
2015

March
2017

Dec.
2017

Oct.
2015

Fig. 3.8: Chain of business processes related to the investment “Values4Business Value”.

Although no project was defi ned to perform the concepƟ on, with the performance instead 
being undertaken by a working group, several project management methods were used. 
Table 3.5 shows the structure of tasks in the form of a responsibility chart.

Selected results of the concepƟ on—namely, the cost–benefi t analysis and the investment 
proposal—are shown and interpreted below. The results of defi ning the “iniƟ al” business 
requirements have been incorporated into the cost–benefi t analysis. The results of defi ning 
the “iniƟ al” soluƟ on requirements have been summarised in an “iniƟ al” product backlog. 
The process “defi ning iniƟ al requirements”, the methods used in this process, and examples 
are described in Chapter 4.

The cost–benefi t analysis of the investment “Values4Business Value” is shown in Table 3.6 
(beginning on page 49). The fi rst part shows the perspecƟ ve of RGC as the investor, with 
the perspecƟ ves of key stakeholders presented in the second part.

The cost–benefi t analysis was developed as part of the concepƟ on of “Values4Business 
Value”. During the iniƟ al development, the eff ects of the investment were considered from 
the perspecƟ ve of the investor RGC. It was clear that the investment was advantageous. In 
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 Table 3.5: Conceptualizing the Investment 
“Values4Business Value”—Responsibility Chart

a later phase, where the markeƟ ng consideraƟ ons were of primary importance, the cost– 
benefi t analysis was expanded to consider the costs and benefi ts of other stakeholders.

The monetary evaluaƟ ons of the costs and benefi ts were undertaken by the working group 
which performed the concepƟ on. There was no discounƟ ng or compounding of future costs 
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 Table 3.5: Conceptualizing the Investment 
“Values4Business Value”—Responsibility Chart (cont.)

Case Study conƟ nues on page 53

or benefi ts. This accords with the principles for sustainable development in which future 
benefi t surpluses are considered just as important as current benefi ts.

From the perspecƟ ve of the investor as well as from the perspecƟ ves of the other stake-
holders considered, the results indicated that the benefi ts hugely outweighed the costs, 
and that it would be possible to amorƟ ze project costs in the short term (aŌ er two years). As 
the results were so unequivocal there was no need for a sensiƟ vity calculaƟ on and formal 
risk analysis for the investment. On the other hand, from the investor’s perspecƟ ve, the 
implementaƟ on costs were surprisingly high. 
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Values4Business Value: Investment Proposal

Table 3.7 shows as an example the investment proposal for the investment “Values4-
Business Value”. It was possible to adopt key informaƟ on for developing the investment 
proposal from the cost–benefi t analysis. “Values4Business Value” is a service-related in-
vestment, as the RGC management approaches are regarded as a “technology” for fulfi lling 
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Controlling Benefi ts Realization: Objectives
Th e success of an investment can be controlled using the business process “controlling 
the benefi ts realization”. Th e objectives of the business process “controlling the bene-
fi ts realization” are:

> the optimization of the cost–benefi t diff erence of an investment,
> the assurance that an investment contributes to the sustainable business value of 

the organization,
> the rapid realization of investment benefi ts by defi ning quick wins,
> the prompt abandonment of an unsuccessful investment,
> the organization of learning for other investments, and
> the involvement of stakeholders in controlling the benefi ts realization.

Project
assigned

Project
approved

End object life cycleStart object life cycle

Controlling 
benefits

realization
II

Project: 
Implementing an
investment object

Utilization of the Investment Object Des-
investment

Controlling 
benefits

realization
I

Controlling 
benefits

realization
III

Controlling 
benefits

realization
IV

End of the
Utilization

t

Investment object life cycle

 Fig. 3.9: RelaƟ on between implementaƟ on project and investment. 
(Figure is described on page 45.)

services. The reason for the investment has already been interpreted in the descripƟ on of 
the relaƟ ons with strategic managing. The key objects considered within the framework of 
the investment were:

>  the RGC management approaches for process, project, program, and change 
management,

> the services and products,
> the book PROJECT.PROGRAM.CHANGE,
>  the documents for providing RGC services (e.g., designs, PowerPoint presentaƟ ons, etc.),
> the consultants, employees, and networking partners.

The investment raƟ os were taken from the results of the cost–benefi t analysis. A key factor 
in deciding to perform the investment “Values4Business Value” was the strategic objecƟ ve 
of strengthening the posiƟ on of RGC as a management innovator in the DACH region. 
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From the point of view of managing requirements, benefi ts realization controlling 
should ensure that both the business requirements and the solution requirements are 
fulfi lled. “Start with the end in view” is the motto of benefi ts realization controlling.

Controlling the benefi ts realization of investments creates the basis for controlling the 
investment portfolio within the framework of an organization’s strategic management. 
In practice, benefi ts realization controlling is (still) rarely applied, although it repre-
sents a signifi cant communication and optimization opportunity for investments.

Defi niƟ on: Controlling Benefi ts RealizaƟ on

Controlling the benefi ts realizaƟ on of an investment is a business process whose objecƟ ve 
is to opƟ mize the cost–benefi ts diff erence of the investment. The process is not limited to 
considering the benefi ts of an investment, but also considers its costs.

Controlling the benefi ts realizaƟ on of investments creates the basis for controlling the invest-
ment porƞ olio within the framework of an organizaƟ on’s strategic management. 

Controlling Benefi ts Realization: Structure

Benefi ts realization controlling must be performed with reference to the results of 
planning the investment object. Benefi ts realization controlling begins after the 
investments decision, with the implementation of an investment. During the process 
of implementing an investment object, the following tasks must be fulfi lled:

> communicating the expected costs and benefi ts,
> prioritizing and selecting the costs and benefi ts to be controlled,
> defi ning metrices for the costs and benefi ts to be controlled,
> periodically controlling the costs and benefi ts, 
> planning and approving measures for optimizing costs and benefi ts,
> controlling potential risks of the costs and benefi ts of the investment,
> preparing periodic benefi ts realization reports, and
> communicating the realized benefi ts.

During the operation or use of an investment object, the following tasks must be 
fulfi lled:

> periodically controlling the costs and benefi ts,
> planning and approving measures for optimizing costs and benefi ts,
> controlling potential risks of the costs and benefi ts of the investment,
> preparing periodic benefi ts realization reports,
> communicating the cost–benefi t diff erence realized.

In each case the extent of controlling during the operation or use of the investment 
object must be agreed upon. If, during this phase, the investment appears to off er no 
further optimization potential, then controlling of the benefi ts realization may be 
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performed until only shortly after the start of operation or use. Th is is the general 
rule in practice. For example, an Austrian bank uses a value capturing process for 
investments with a project budget larger than €250,000. Th e investment implemented 
is controlled by the Project Management Offi  ce for a maximum period of two years 
from project closing. It is the responsibility of the defi ned benefi t owners to realize 
the benefi ts.

Controlling Benefi ts Realization: Methods

Specifi c methods can be used for controlling the benefi ts realization. Th e cost–benefi t 
analysis drawn up during the planning of an investment object is the basis for con-
trolling benefi ts realization. Key methods for controlling benefi ts realization include 
a benefi ts profi le, a list of the benefi ts to be controlled, a benefi ts realization plan, a 
benefi ts relations analysis, and a benefi ts realization report. 

Th e objectives of the methods for controlling benefi ts realization are described in 
Table 3.8.

Controlling Benefi ts Realization: Organization

Controlling benefi ts realization allows an investment to be controlled. In principle, 
it is the initiator of an investment who is responsible for the controlling. Investment 
initiators are usually the organizational units that enjoy the key benefi ts of an invest-
ment. As controlling benefi ts realization is also important during the time in which 
an investment object is implemented, the members of the project organization of an 
implementation project must also be involved in this process.

Method for controlling benefits 
realization

Objectives

Performing a cost-benefit 
analysis

> Providing a basis for deciding whether to implement an investment
> Analyzing the economic, environmental and social costs and

benefits of an investment for the investor and for stakeholders
> Holistic analysis of an investment
> Using the analysis as a tool for communication and controlling

Developing a benefit profile
> Describes the benefit, the form of the evaluating the benefit, the

organizations that benefit, other benefits to which the benefit
contributes, the measurement standard for the benefit, and the
responsibility for the benefit

Preparing a list of benefits to be 
controlled

> Listing the benefits that are to be controlled

Preparing a benefits realization 
plan

> Showing what benefits are to be realized to what extent and when
> Describing the standard of measurement for benefits, the objectives

Analyzing benefits relations > Showing the relations between benefits and interpreting the
relations

Preparing a benefits realization 
report

> Periodic reporting of the benefits and/or costs realized as of the
controlling date

> Reports on the modified benefits-costs-difference

Table 3.8: ObjecƟ ves of the Methods for Controlling Benefi ts RealizaƟ on
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Case study: Values4Business Value—Controlling Benefi ts RealizaƟ on

Values4Business Value: Basis for Controlling Benefi ts RealizaƟ on

In 2015, RGC decided to implement the investment “Values4Business Value”. The basis for 
controlling the benefi ts realizaƟ on was provided by the cost–benefi t analysis. The benefi ts 
to be subject to controlling were selected. These benefi ts are shown in Table 3.9. The focus 
was placed on quanƟ fi able benefi ts. Benefi t profi les were drawn up for each benefi t to be 
controlled, as shown in Table 3.10. It was decided that the benefi ts realizaƟ on would be 
controlled through to the end of 2017.

Table 3.9: List of Benefi ts to Be Controlled

List of Benefits to be Controlled
Developing Values4Business Value

Benefit To be controlled
01 Management innovations applied in prototypes
02 RGC USP made more distinctive by management innovations
03 Management approaches and RGC services/products optimized
04 Management innovations documented in a book
05 Contributions of consulting increased in the DACH-region 
06 Contributions of trainings and RGC events increased in the DACH-region
07 Contributions of book sales (hardcover) increased in the DACH-region
08 Contributions of e-book sales realized in DACH-region
09 Personnel costs saved by higher efficiency of the RGC management
10 Royalties for authors ensured
11 New RGC managing director positioned
12 RGC USP in the DACH-region made more distinctive by management 
innovations
13 Potential for further cooperations with publishers created
14 Personnel bound by the RGC USP

V. 1.001 v. S. Füreder per 5.10.2015

Table 3.10: Benefi t Profi le “ContribuƟ on from Book Sales 
(Hardcover) in the DACH-Region Increased”

Benefit Profile
Developing Values4Business Value

Benefit number: 07 Type of benefit: Quantitative benefit

V. 1.001 v. S. Füreder per 5.10.2015

Benefit:
Contribution from  book sales (hardcover) in the DACH-region increased

Organization, that benefits:
Project, that brings benefit:

Benefits, that the benefit 
contributes to:

Importance of the benefit: High importance

Ratio for measuring the benefit: Contribution of book sales (hardcover) per country in €
Responsibility for the benefit: Head of the division: RGC Products

Division: RGC Products
Developing Values4Business Value
12 RGC USP in the DACH-region made more distinctive by management 
innovations
13 Potential for further cooperations with publishers created
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Table 3.11 provides the example of the planned realizaƟ on for two benefi ts. The bene fi ts real-
izaƟ on plan shows how the benefi ts can be realized, by when, and to what extent. As benefi ts 
may be interdependent, an analysis of the benefi ts relaƟ ons was also undertaken (see Fig. 3.10).

Table 3.11: Benefi ts RealizaƟ on Plan

Benefits Realization Plan
Developing Values4Business Value

# Benefit Ratio Objective per year Actual: 2017 Actual: 2018
7 Contribution of book 

sales (hardcover) 
increased in the DACH-
region

Contribution of book sales 
(hardcover) in the DACH-
region per country per year

Cont. in GER: € 2.000,-
Cont. in AUT: € 5.000,-
Cont. in CH: € 2.000,-

Cont. in GER: € …
Cont. in AUT: € …
Cont. in CH: € …

Cont. in GER: € …
Cont. in AUT: € …
Cont. in CH: € …

12 RGC USP in the DACH-
region made more 
distinctive by 
management 
innovations

Survey results on the RGC 
image in the DACH-region

Perception as a provider 
of an integrated 
management approach

Perception: … Perception: … 

V. 1.001 v. S. Füreder per 5.10.2015

07 Contribution of book sales 
(hardcover) increased in the 

DACH-region

13 Potential for further 
cooperation with publishers 

created

04 Management 
innovations documented in 

the book

11 New managing director
positioned

08 Contribution of e-book 
sales realized in the 

DACH-region

05 Contribution of consulting 
increased in the DACH-region

14 Employees bound to 
RGC by the USP

12 RGC USP in the DACH-
region made more distinctive 

by management
innovations

06 Contribution of trainings 
and RGC events increased in 

the DACH-region09 Personnel costs saved by 
higher efficiency of the RGC 

management

03 Management approaches 
and RGC services/products 

optimized

10 Royalties for authors 
ensured

Fig. 3.10: Benefi ts relaƟ ons analysis.

A fundamental challenge in controlling the benefi ts realizaƟ on lies in structuring the project 
so that benefi ts can be idenƟ fi ed and measured. A diff erenƟ aƟ on can be made between 
“enablers” and other benefi ts. In the case study “Values4Business Value”, the benefi ts “op-
Ɵ mizing management approaches and RGC documentaƟ on” and “documenƟ ng manage-
ment innovaƟ ons in the book” are the central enablers. 

In agreement with the initiator of an investment, the project owner, the project man-
ager, and the project team members of an implementation project may record all of 
the current investment costs and benefi ts, adapt future expected investment costs and 
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benefi ts as the result of more information becoming available during implementation, 
and possibly take measures to optimize the cost–benefi t diff erence.

Th erefore, the roles responsible for controlling the benefi ts realization investment 
during the implementation project may be the initiator of the investment, the proj-
ect owner, and the project manager. As shown above, the responsibility for realiz-
ing benefi ts can also be transferred to the benefi ts owners. In this case, the benefi ts 
owners should be integrated into the project organization. Th e strategy team or the 
Project Portfolio Group (see also Chapter 15) must provide periodic benefi ts realiza-
tion reports in order for the results of the controlling of the benefi ts realization to be 
considered as part of strategic managing.

Th e prerequisite for the project manager taking on responsibility for controlling the 
benefi ts realization during the performance of an implementation project is a new 
self-understanding of project managers as “intrapreneurs”. Project managers not only 
“administer” projects, they also contribute to ensuring the realization of investment 
benefi ts.

During the operation or use of the investment object, related information can be pre-
pared and relayed by the facility management or product management.
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 4  Managing Requirements and Projects

Requirements related to a solution to be developed can be distinguished into business, 
stakeholder, solution, and transition requirements. Th ese diff erent types of require-
ment can be managed using either sequential or iterative approaches.

In a sequential approach, all requirements are defi ned before implementing a solution. 
Th e defi ned business requirements then form the basis for an investment analysis, 
while the solution requirements form the basis for the formulation of project objec-
tives and the development of project plans. During an implementation project, the 
solution requirements are considered when the requirements are changed, when test-
ing, and when accepting the solution.

In an iterative approach, the initial solution requirements are described in the business 
process “Defi ning initial requirements” and documented in an “initial backlog”. Th e 
defi nition of additional requirements, prioritization of the requirements, etc., is per-
formed during the implementation of a solution in the process “Controlling require-
ments”. In this case, the requirements are managed in parallel with the development 
of the solution. As an example, methods for managing requirements are applied in the 
RGC case study “Values4Business Value” (see Section 4.6 on page 72).

Th e relations between the above-mentioned business processes for managing require-
ments and other business processes discussed in this publication are shown in the 
following overview.
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4.1 Requirements and Projects: CriƟ cal View from PracƟ ce
Th e objectives of managing requirements are the defi nition of requirements for an 
intended solution and the assurance that the defi ned requirements are fulfi lled. A dis-
tinction is made between requirements that describe the solution (“solution require-
ments”), and requirements describing the benefi ts of the solution for the organization 
(“business requirements”).

In managing requirements, reference is made to solutions, which correspond to 
investment objects (see Chapter 3). A “solution” can, for example, be an adapted 
building, a new product, a developed organization, developed personnel, a managed 
stakeholder relation, or a combination of these. Managing requirements is therefore 
object oriented. Project management is process oriented. Th e focus is on the process 
of fulfi lling the defi ned requirements.

Mechanistic project management is based on the so-called “magic triangle” of project 
scope, project schedule, and project costs. Project objectives, as an aggregated descrip-
tion of the solution requirements, are not considered in this magic triangle. Project 
objectives are often described in formal project assignments (e.g., project charters). 
Th ese are often “frozen”, because project assignments are only changed in exceptional 
cases. Th ere is usually no separate project objectives plan. Th ere is therefore no active 
controlling of the project objectives, and therefore also no controlling of the solution 
requirements.

Th e objectives of an organization regarding an investment are usually defi ned in a 
business case analysis or cost–benefi t analysis (see Chapter 3). Th e defi ned costs and 
benefi ts accord with the business requirements. If costs and benefi ts to stakeholders 
are also considered in a cost–benefi t analysis, this accords with the defi nition of stake-
holder requirements. Th e results of a business case analysis or cost–benefi t analysis 
form the basis for an investment decision but are generally not considered further 
in project management. Because of a lack of controlling of the project objectives (or 
the aggregated solution requirements) and the investment objectives (or the business 
requirements), there is little results orientation in project management.

Managing requirements is not seen as an integral part of projects. Following a sequen-
tial approach, requirements are understood as the basis for project management. Th ey 
are defi ned before the project begins. During the performance of projects, require-
ments are considered, on the one hand, for processing change requests and, on the 
other hand, during the testing and the acceptance of the solution by external or inter-
nal customers. Changes of requirements are managed by means of change requests. 
Th is application of the concept of changing to a change of solution requirements cor-
responds to a very narrow change understanding. A change of solution requirements 
may require adaptation of the project scope, the project schedule and the project 
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costs. Th ese adaptations are performed during the execution of the change request 
process. Associated changes in the project organization, project stakeholder relations, 
relations with other projects, etc. are usually not explicitly considered.

Th e problems for managing requirements are diff erent for external and internal proj-
ects. As a basis for the award of contracts which are to be performed in the form of 
projects, customers often describe the requirements to be fulfi lled in detailed speci-
fi cations. In the preparation of these specifi cations, however, often only the solution 
requirements to be fulfi lled by the supplier are specifi ed. Other solution components 
which are to be fulfi lled by the customer are usually not considered. If these addi-
tional requirements are not considered, no holistic project view can be obtained. 
Interfaces are created that often are not managed, or not adequately managed, by 
the project. Suppliers are only responsible for their own scope of services. Th ere is no 
holistic management, project complexity is not appropriately built up, and the project 
plans cover only parts of the actual project.

In internal projects, solution requirements are often only roughly defi ned before the 
start of the project, and it is expected that the requirements will be clarifi ed during 
the project performance. As a result, realistic planning of the project scope, project 
schedule, project costs, etc. is not possible, because the project objectives are unclear 
at the start of the project.

Responsibility for fulfi lling the requirements lies with the project owner. Th is is not ade-
quate, as the project owner is usually positioned too high in the hierarchy of the project- 
oriented organization and therefore cannot assume operational tasks and responsibil-
ities. On the other hand, the project owner does not generally cover the interests and 
competencies for securing all components of a solution. Iterative approaches, such as 
Scrum, defi ne the product owner as the role for performing these tasks. In the case 
of external projects, such as construction or engineering projects, the customer often 
employs an architect or an “engineer” as a representative of his interests.

As this analysis shows, in practice there is a need for an adequate managing of require-
ments. Th is need can be met by integrating requirements management into projects 
and project management. An iterative approach supports this integration, because, 
in this case, managing requirements is combined with the development of content-
related solutions.

 4.2 Requirement Defi niƟ on and Requirement Types
Requirement Defi nition

Diff erent methods for managing requirements use diff erent terms and techniques. For 
example, the terms “specifi cation”, “epic”, “user story”, and “feature” are all used to 
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refer to requirements. Th e sometimes-necessary simultaneous use of diff erent meth-
ods is thereby made more diffi  cult. In the following, the similarities and diff erences 
of the methods are analyzed, and an integrative approach for managing requirements 
is presented.

In recent years important principles for managing requirements have been made avail-
able in the Business Analysis Body of Knowledge® (BABOK ® Guide) of the International 
Institute of Business Analysis™ (IIBA®)1 and in publications by the International Require-
ments Engineering Board (IREB) and the Project Management Institute (PMI).2

Common to the diff erent sources is a basic requirement defi nition. A “requirement” 
is understood as a necessary quality of a solution or the ability of a solution to achieve 
an objective.

Requirement Types

It is possible to diff erentiate between business, stakeholder, solution and transition 
requirements (see Fig. 4.1).

Business 
requirements

Stakeholder 
requirements

Transition 
requirements

Solution 
requirements

Non-functional
solution requirements

Functional
solution

requirements

 Fig. 4.1: Requirement types according to the IIBA.

Business requirements describe the benefi ts of a solution for an organization. Th ey 
explain why an investment is to be made, what benefi ts for the organization will result 

1  See InternaƟ onal InsƟ tute of Business Analysis, 2015 
2  See Project Management InsƟ tute, 2016 
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from the solution, and how the success of the solution will be measured. From the 
point of view of requirements management, the costs and benefi ts of an investment 
(see Chapter 3) therefore represent business requirements.

Stakeholder requirements describe the diff erent requirements of diff erent stakeholders 
regarding a solution. If costs and benefi ts to stakeholders are also described in a cost-
benefi t analysis, this approach accords with the description of stakeholder require-
ments. Th ere is therefore a strong link between the methods of investment theory and 
the management of requirements.

Solution requirements can be distinguished into functional and non-functional 
requirements. Th e functional requirements describe the concrete functions of a solu-
tion, while the non-functional requirements describe the conditions under which 
a solution must function. Non-functional requirements are, for example, capacity, 
speed, security, and availability requirements.

Solution requirements describe functions and not the tasks for developing or imple-
menting a solution. However, information required for planning the development or 
implementation appropriately is provided by the defi ned requirements. Th e solution 
requirements provide a basis for the defi nition of project objectives. Project objectives 
correspond to aggregated solution requirements. Defi ning project objectives without 
a description of solution requirements is not suffi  cient.

Transition requirements describe the features of a solution which enable a transition 
from an actual state to a target state, but which are no longer required after the transi-
tion. Th ey are temporary and cannot be developed until the actual state has been ana-
lyzed and the target solution has been defi ned. Examples of transition requirements 
are data conversion or data migration as part of the development of a new IT solution.

In requirements management, constraints are also defi ned which restrict possible solu-
tions. A constraint for an IT solution could be: “Do not use a public cloud solution”.

Requirement Defi niƟ on and Requirement Types
A requirement is a necessary quality of a soluƟ on or the ability of a soluƟ on to achieve an 
objecƟ ve. A disƟ ncƟ on can be made between business, stakeholder, soluƟ on, and transiƟ on 
requirements. 

Requirement Types and Project Objectives or Investment Objectives

Requirements must not be equated with project objectives or investment objectives. 
Project objectives correspond to aggregated functional solution requirements. Invest-
ment objectives, such as the business case objectives or cost–benefi t diff erences of an 
investment, accord with the business requirements. Stakeholder requirements can be 
incorporated into both the project objectives and the investment objectives (see Fig. 4.2).
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Fig. 4.2: RelaƟ on between requirements, project objecƟ ves, and investment objecƟ ves.

4.3  Managing Requirements Using a SequenƟ al Approach
Th e management of requirements can be performed using either a sequential or an 
iterative approach. Figure 4.3 shows two sequential models—namely, the “waterfall 
model” and the V-model.3
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Fig. 4.3: SequenƟ al models: Waterfall model and V-model.

Th e waterfall model is the best-known sequential model, and it is used primarily in 
IT and construction. Th e waterfall model separates the phases defi ning requirements, 
designing, implementing, verifying, and maintaining.4 At each phase transition, it is 
assumed that the respective preceding phase has been completed. Sequential models 
are based on defi ning the requirements for a solution before the implementation of 
the solution. Th e defi nition of requirements is the basis for planning the implemen-
tation project. After requirements have been defi ned, there is a “design freeze”. A 

3  These two models are life cycle models for a soluƟ on or an investment object, but they are not project mod-
els, because the phases presented do not fall within the boundaries of projects. They include, for example, 
maintenance for the soluƟ ons considered.

4  The water fl owing over the mulƟ ple cascades of a waterfall, which cannot fl ow back because of gravity, 
symbolizes the (intermediate) results achieved.
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similar approach is used in the models “Big Design Up Front (BDUF)” and “Upfront 
Engineering”.

In the phases of defi ning requirements and designing (see Fig. 4.3) documents such 
as a product specifi cation and a software architecture, etc., in which requirements are 
described in an increasing degree of detail, are produced.5

If additional requirements are identifi ed during the implementation of a solution, 
they must be handled by a change request process. In this process the project plans 
are also adapted. Deviations from the original project plans are usually seen as errors, 
which could have been avoided by better project planning.

The waterfall model, the V model, Big Design Up Front (BDUF) and Upfront Engineer-
ing are all based on precise defi ning of requirements before implemenƟ ng a soluƟ on. 
The defi ned requirements form the basis for project planning. 

4.4  Managing Requirements Using the Scrum Model
Scrum: Defi nition

Scrum is an “agile method”—that is, an iterative model. On the one hand, it sup-
ports an iterative management of requirements, and on the other hand, it supports 
the development of solutions for meeting the defi ned requirements. Th e use of Scrum 
should contribute to ensuring the quality of the solution developed and to make it 
possible to react quickly to market changes. A more detailed description of the objec-
tives, roles, and processes of Scrum is provided in Chapter 5.3. Here the focus is on 
describing the managing of requirements when applying Scrum.

Scrum Terms: User Story, Epic, Product Backlog

Scrum diff erentiates between solution requirements of diff erent granularity—namely, 
user stories, epics, and product backlogs.6 A user story corresponds to a functional 
solution requirement.7 An epic is a set of related user stories, and a product backlog 
includes all user stories. User stories serve as a basis for discussions of the solution 
requirements between the product owner (or product team) and the Scrum team. 
Th is discussion serves to concretize the solution requirements.8

5  The resulƟ ng documents are described diff erently in diff erent approaches to requirements management. 
The BABOK® Guide describes documentaƟ on for this purpose—for instance, a vision statement and a re-
quirements document.

6  Some authors use the term “feature” instead of the term “user story”.
7  The disƟ ncƟ on between user story and soluƟ on requirement is not made clear in the literature (see Gloger, 

B., 2016, p. 129f). A user story is a need which is defi ned by discussions between the product team and the 
Scrum team and thus becomes a requirement. However, there is no statement about the concrete diff er-
ence or any diff erent form of documentaƟ on.

8   Scrum roles, communicaƟ on formats, and artefacts are defi ned in Chapter E.
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Defi niƟ ons: User story, epic, product backlog
A user story corresponds to a funcƟ onal soluƟ on requirement. An epic is a set of relat-
ed user stories. The product backlog includes all user stories. 

User stories can be described in diff erent formats. A common format is: “As a (per-
sona) I can (do something) so that I (get some benefi t)”. An example of a user story for 
the “Values4Business Value” solution is: “As a project manager, by reading the book 
PROJECT.PROGRAM.CHANGE, I get information on agility in projects that I can 
use in my management practice”.

User stories can be documented on Post-Its or story cards. For example, a story card 
can include a user story ID, a story name, a textual description from a stakeholder’s 
perspective, the estimated workload, the iteration planned for processing the story, 
the benefi t of the story to the stakeholder, and acceptance criteria. Similar cards can 
also be used to describe epics. To describe wide-ranging, complex user stories, meth-
ods such as process descriptions, mock-ups and prototypes can be used in addition to 
the textual description.

A user story is testable and user-oriented. It should therefore be largely independent 
of other user stories. Multiple user stories that are processed in one “sprint”—that is, 
in an iteration—should produce a Minimum Viable Product (MVP) or Minimum 
Marketable Feature (MMF). An MVP represents a clearly defi ned, deliverable solu-
tion component, which already secures a customer benefi t.

User stories correspond to functional requirements. In the Scrum model the “product 
vision” defi ned by the product owner (or the product team) corresponds at least par-
tially to business requirements.

Managing Requirements with Scrum: Process

In the Extended Scrum model (see Fig. 4.4, on next page), the management of require-
ments is combined with the development of the content-related solution.

Th e basis for requirements management with Scrum is the development of an initial 
product backlog by the product owner or the product team. Th is is done, for example, 
as part of a feasibility study or conception. It can be produced, for example, from use 
cases (see below), epics and user stories. In a prioritization meeting, these epics and 
user stories are prioritized. 

Th e time and budget available for the development of the solution are also deter-
mined. It is checked which user stories can be implemented within this defi ned 
framework. For this purpose, the cost of implementing the individual user stories is 
estimated. Prioritization criteria are the business value and risk of each user story as 
well as dependencies between user stories.
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In contrast to a planning-oriented approach, in which the objectives determine the 
scope, schedule, and costs, in this change-oriented approach the schedule and costs 
determine the objectives and scope. Th e detailed objectives and thus also the scope 
are variable, but the schedule and costs are fi xed by the number of sprints with defi ned 
durations and resources.

Th e initial product backlog is created by means of the concretization and reduction of 
user stories achieved by prioritization. Th ough the solution is iteratively specifi ed in 
Scrum, this does not mean that the results to be achieved are unclear at the beginning 
of the project. Th e initial product backlog is the basis for a defi nition of the desired 
objectives in the “product vision”,9 and for the development of project plans. For this 
purpose, the defi ned initial requirements must be available to a suffi  cient extent and 
with a suffi  cient level of detail.

Th e initial product backlog enables the planning of the necessary sprints and the 
selection of the fi rst user stories to be handed over to the Scrum team. Th e user sto-
ries are concretized by the product team and the Scrum team in the process of sprint 
planning. Th is produces a sprint backlog. Th e tasks to be fulfi lled for the concrete user 
stories are defi ned. Th e product backlog is processed by fulfi lling these defi ned tasks.

Th e product team further develops the product backlog in parallel with the content -
related work of the Scrum team. On the basis of the initial product backlog, additional 
user stories are identifi ed during implementation by the product team. New informa-
tion and needs are considered, and the defi ned epics and user stories are prioritized 

9  The product vision describes the basic idea of the soluƟ on and answers the quesƟ ons “What?”, “Why?”, and 
“For whom?”

 Fig. 4.4: Extended Scrum model (further development based on Highsmith, 2010).
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once again. Th is produces an updated product backlog. Th e repeated reorientation 
of the product backlog during the project implementation prevents the fulfi llment 
of non-benefi cial requirements. “While useful as a guide, excessive detail in the early 
stages of a project may be problematic and misleading in a dynamic environment”.10

As an iteraƟ ve model, Scrum defi nes funcƟ onal soluƟ on requirements in parallel 
with the development of the content-related soluƟ on. This requires organizaƟ onal 
integraƟ on of the person responsible for the soluƟ on (“the product owner”) into the 
Scrum organizaƟ on. 

Because it is possible to defi ne new user stories iteratively, Scrum does not use change 
requests. In Scrum, requirements are defi ned initially and further developed and 
concretized on an ongoing basis. Only requirements which can be realized within a 
reasonable period of time are considered. Th e defi nition of new requirements is seen 
as part of the Scrum process. In contrast to sequential models, recourse to previous 
activities is therefore permitted.

4.5 Strengths and Weaknesses of the Models for Managing 
Requirements
Managing Requirements: Strengths and Weaknesses of Sequential Models

Sequential models have strengths when the requirements for a solution are fundamentally 
clear and the technologies to be used are already known. Th ey are also advantageous when 
contractual security is important and documentation and transparency are essential.

Th e “up-front” identifi cation and description of requirements is seen as a weakness. 
Th e requirements for the solution are defi ned before the project begins. Th e project 
scope, project schedule and project costs planned on this basis are insuffi  cient if there 
are extensive changes to the requirements. Th is leads to stress, a lack of effi  ciency and 
only partial fulfi llment of the customer’s needs. Another disadvantage is a low level of 
consideration of the changing project environment.11 It is diffi  cult to react to changes 
such as new legislation or new technologies.

Managing Requirements: Strengths and Weaknesses of the Scrum Model

Th e Scrum model has strengths when the requirements for a solution are partly 
unclear, the technologies to be used are new, and when there is a lot of time pres-
sure. Th e advantages of using the Scrum model for requirements management are the 
priori tization of requirements based on business value, the proactive risk management 
by the inclusion of stakeholders, and the ongoing re-prioritization of requirements by 
10  See Serrador, P. et al., 2015
11   See Hüsselmann, C., 2014
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the product team. Th e agility of this model of requirements management results from 
the fact that the insights gained during the development of the solution are used to 
concretize and prioritize requirements.

Weaknesses of the Scrum model for requirements management include the high organi-
zational complexity that results from including the product team or stakeholders in 
the project organization. Th e uncertainty about the concrete solution to be expected 
is also seen in practical terms as a weakness. Th e lack of familiarity of the project 
management community with the methodology and with many of its new terms is 
another disadvantage.

Selecting a Requirements Management Model

One challenge in projects is to fi nd a suitable balance between the earliest possible 
defi nition of requirements and the securing of suffi  cient fl exibility to take account of 
changing business conditions.

Choosing a suitable model for requirements management (sequential or iterative) is 
a strategic decision to be made as part of the project initiation (see Chapter 5). Th is 
decision is made in the context of the management paradigm which is being used and 
may also consider the tendering and award procedure, especially in the case of public 
administration projects.

  4.6 Managing Requirements: Sub-Processes
Managing Requirements: Objectives

Th e objectives of managing requirements are the defi nition and prioritization of 
requirements for an intended solution, and the assurance that the defi ned requirements 
are fulfi lled. Th e risk that the solution developed does not meet stakeholder require-
ments is to be minimized.

Sub-Processes: Initial Requirements Defi ning and Requirements Controlling

In managing requirements, one can diff erentiate between the sub-process “Initial 
requirements defi ning”, which is performed as part of the business process “Devel-
oping a feasibility study” or “Conceptualizing an investment”, and the sub-process 
“Requirements controlling”, which is performed within the framework of implement-
ing a solution.

Tasks for defi ning the initial requirements are above all:

> identifying the need (the problem or the opportunity),
> analyzing the actual state,
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> defi ning the target state, for example, by means of (initial) stakeholder 
requirements,

> defi ning the (initial) business requirements,
> defi ning possible solutions,
> selecting a solution, and
> defi ning the (initial) solution requirements.

When using sequential models, the fulfi llment of these tasks leads to detailed descrip-
tions of the requirements. When using iterative models such as Scrum, the fulfi llment 
of these tasks results in an “initial product backlog”.

Th e tasks of the sub-process “Initial requirements defi ning” are shown in Table 3.5 
(on page 47) in an excerpt from a responsibility chart for the conceptualizing of an 
investment. Th e tasks depicted are to be fulfi lled regardless of which model is used. 
However, the level of detailing of the requirements documentation produced is sig-
nifi cantly higher in sequential models than in the Scrum model. 

Th e role names selected in the responsibility chart in Table 3.5 assume the use of the 
waterfall model. Th e tasks to be fulfi lled by requirements managers when applying 
the waterfall model are presented in the context of the other tasks and make visible 
the need for cooperation between the various roles.

Th e main tasks of controlling requirements during the implementation of a solution are:

> controlling the business requirements and the stakeholder requirements,
> controlling the solution requirements,
> testing the solution components or the solution, and
> accepting the solution.

Th e tasks of controlling the requirements can be fulfi lled either iteratively in accor-
dance with the Scrum model, or in the form of change requests in accordance with 
sequential models. Iterative controlling also includes defi ning new requirements and 
prioritizing requirements.

Key challenges in requirements management are identifying the relevant require-
ments and establishing consensus among the stakeholders regarding the requirements. 
System atically controlling the requirements by using appropriate methods and tools 
and communicating the requirements, is also challenging.

Managing Requirements: Methods

Methods for managing business requirements include stakeholder analysis, use cases, 
business case analysis, cost–benefi t analysis, and methods for controlling benefi ts 
reali zation (see Chapter 3).
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Th e most important methods for identifying and defi ning solution requirements are use 
cases, document analysis, interviews, observations, surveys, SWOT analysis, require-
ments workshops, prototyping, focus groups, and an interface analysis.12 Priorit ization 
of requirements can be achieved by using the MoSCoW (Must-Should-Could-Won’t) 
method.

Texts and/or models can be used to identify requirements. A common model for 
identifying requirements is the use case.13 Use cases are described in the format 
<Role><Activity><Object>, for example: “Project Managers select information in the 
book PROJECT.PROGRAM.CHANGE”.

Use cases can be represented graphically. For this, Unifi ed Modeling Language (UML) 
notation can be used. Examples of the representation of use cases in the UML can 
be found in Figures 4.5 and 4.6 for the RGC case study “Values4Business Value—
Defi ning Initial Requirements”. In the examples, a solution is represented as a box, 
roles as stick fi gures and use cases as ellipses. To provide as complete a representation 
as possible, use cases can be diff erentiated, for example by stakeholders or by features.

In sequential models, it is possible to create requirements documentation of diff erent 
levels of detail based on use cases. When using Scrum, user stories, epics, and prod-
uct backlogs are derived from use cases. Th ese can be visualized on a Scrum board. 
Examples of an initial product backlog, an epic card, a user story card, and a Scrum 
board for the case study can be found in Tables 4.1 to 4.3 (page 65–80) and 
Figure 4.7 (page 80).

Managing Requirements: Organization

Th e tasks of managing requirements can either be performed only by a user who has an 
investment need, or the user can be supported by requirements managers. When using 
Scrum, requirements management is performed by the product owner and the Scrum 
team, whereby the product owner is a representative of the business area of the user.

According to IIBA and IREB, specifi c roles for requirements management are the 
business analyst and the requirements engineer. A business analyst cooperates with 
stakeholders to collect, analyze, communicate, and validate requirements. A require-
ments engineer receives and manages solution requirements, represents requirements 
using models, ensures the transparency of requirements, and creates test cases. Gener-
ally, both business analysts and requirements engineers can be considered and called 
requirements managers.

Requirements management can be seen as a service provided by requirements managers 
for internal or external customers (see Excursus: Managing Requirements as a Service).
12  See InternaƟ onal InsƟ tute of Business Analysis, 2015, p. 140 f.
13  See InternaƟ onal InsƟ tute of Business Analysis, 2015, p. 356.
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Excursus: Managing Requirements as a Service 

Managing requirements can be seen as a service. The following services can be diff erenƟ ated:

• ContribuƟ ng to opƟ mizing an exisƟ ng soluƟ on,
• ContribuƟ ng to implemenƟ ng a new soluƟ on,
• ContribuƟ ng to developing a feasibility study or to conceptualizing an investment.

The advantage of seeing requirements management as a service lies in the disƟ ncƟ on between 
possible services and in adequate communicaƟ on of requirements management services to 
customers.

The disƟ ncƟ on between the services and their categorizaƟ on as services of small, medium, 
or large scope enables appropriate organizaƟ onal design and adequate planning of personnel 
for performing the requirements management.

Case Study: Values4Business Value – Defi ning IniƟ al Requirements

Defi ning the Needs of Stakeholders by Means of Use Cases

A breakdown of the use cases by features and by stakeholders for the soluƟ on “Values4Business 
Value” was performed. The breakdown by features includes, for example, use cases for 
RGC services, for the book, the markeƟ ng and the e-book. The breakdown by stakeholders, 
includes, for example, use cases for customers of RGC services, for various book readers 
(project managers, students, etc.), for RGC, and for the publishing companies involved. The 
diff erent examples of use cases in Figures 4.5 and 4.6 focus parƟ cularly on the stakeholders 
“Reader: Project manager”.

It can be seen from Figure 4.5 that the “Reader: Project manager” has a need to select informa-
Ɵ on in the book on the basis of the table of contents and index, to gather informaƟ on and to 
exchange it with other readers. User stories could be formulated on the basis of these use cases.

<<include>>Selecting
information in the

book

Gathering
information

Exchanging
information with

other readers

Selecting on the
basis of the list of

contents

Selecting on the
basis of the index

of keywords

Reader:
Project Manager 

Other 
Readers

Fig. 4.5: Use cases for book readers.

The exchange of informaƟ on between “Reader: Project manager” and “Other readers” 
seemed to be of fundamental interest. An epic for the development of a suitable IT plaƞ orm 
for knowledge management was defi ned (see iniƟ al product backlog in Table 4.1), but be-
cause of its low priority, the project did not provide a soluƟ on component for this.
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In Figure 4.6, use cases for diff erent stakeholders are considered in relaƟ on to each other. 
For example, the relaƟ ons between readers and booksellers and between readers and users 
(namely “projects”) are presented. This increases complexity, but also makes addiƟ onal 
needs visible.

<<include>>

Gathering info
about the book

Buying the book

Selecting
information in the

book

Utilizing information
from the book

Collecting
information

Exchanging
information with

other readers

Selecting on the
basis of the list of

contents

Selecting on the
basis of the index

of keywords

Selling the book

Reader: Project 
Manager 

Reader: Other
Project

Managers

Online Sales

Bookseller

Projects

Other 
Readers

Fig. 4.6: Use cases for book readers, booksellers, and projects.

Defi ning Business Requirements

The use cases for the stakeholders RGC, the publishers, customers and readers of the book 
were the basis for the defi niƟ on of the business requirements for the soluƟ on “Values4Business 
Value” during conceptualizaƟ on.

In developing the cost–benefi t analysis, the business requirements from the viewpoint of the 
investor RGC were described as benefi ts. Further impacts of the investment “Values4Business 
Value” were also taken into account in the cost–benefi t analysis by considering costs and 
benefi ts for other stakeholders (see Chapter 3).

Defi ning IniƟ al SoluƟ on Requirements: IniƟ al Product Backlog

The iniƟ al product backlog for the soluƟ on “Values4Business Value” is shown in Table 4.1.

For the soluƟ on “Values4Business Value”, backlog parts were defi ned for the diff erent solu-
Ɵ on components. These backlog parts, namely prototyping, book, markeƟ ng, e-book, RGC 
services and products, as well as an IT plaƞ orm for knowledge management, are shown in 
Table 4.1.

The defi niƟ on of the iniƟ al soluƟ on requirements and the “iniƟ al product backlog” took 
place as part of the conceptualizaƟ on of the investment “Values 4Business Value”. Not all 
soluƟ on components were considered in the iniƟ al product backlog. The focus was on the 
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Table 4.1: IniƟ al Product Backlog for the SoluƟ on “Values4Business Value”
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Table 4.1: IniƟ al Product Backlog for the SoluƟ on “Values4Business Value” (cont.)
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idenƟ fi caƟ on of the basic soluƟ on components and the defi niƟ on of user stories for the 
“proto typing” and “book” backlog parts, which have been worked on fi rst. The other backlog 
parts were only defi ned later in the various phases of the implementaƟ on project (see the 
work breakdown structure of the project “Developing Values4Business Value” in Chapter 7).

Defi ning IniƟ al SoluƟ on Requirements: Epic Card and User Story Card

The epics for the iniƟ al backlog parts are shown in Table 4.1. As an example of the descripƟ on 
of an epic, the epic card “IntegraƟ ve informaƟ on” is shown in Table 4.2.

Table 4.2: Epic Card “IntegraƟ ve InformaƟ on” for the SoluƟ on “Values4Business Value”

Epic Card
Developing Values4Business Value
V. 1.001 v. S. Füreder per 5.10.2015

2.01.00 Epic name: Integrative information

Acceptance criteria:

Values of a systemic management paradigm described as a basis for the RGC management approaches

Information (texts, examples, references, etc.) on agility, sustainable development, requirements 
management gathered
Information on management innovations assigned to certain book chapters

Effort of work and resource 
allocation:

30 person days, 2 persons

Plannend iteration: Iteration 1 and 2

Benefits for developer/author: Basis for the further development of the RGC management approaches, 
for the development of chapters

Description:
Gathering information on management innovations, such as values in 
management, agility, sustainable development, requirements 
management, which are relevenat for several chapters

The epic “IntegraƟ ve informaƟ on” included the user stories “IntegraƟ ve informaƟ on about val-
ues in management”, “IntegraƟ ve informaƟ on about agility”, “IntegraƟ ve informaƟ on about 
sustainable development”, etc. For each user story, the tasks “developing a draŌ ”, “addiƟ onal 
analyzing”, “compleƟ ng”, and “assigning to chapters” were to be fulfi lled. The user story “Inte-
graƟ ve informaƟ on about agility” was chosen as an example of a user story for the epic “Integra-
Ɵ ve informaƟ on” (see Table 4.3).

Project managers are interested in the topic of “agility”. There is liƩ le clarity about this, because 
the community of soŌ ware developers has relaƟ vely liƩ le project management background, 
and the project management community has liƩ le background with agile methods. A clarifi -
caƟ on of the relaƟ ons between these topics in the chapters of the book should therefore be 
useful for all stakeholders, but above all for project managers.

CommunicaƟ ng SoluƟ on Requirements: Scrum Board

A photo of the Scrum board for the epic “IntegraƟ ve informaƟ on” is shown in Figure 4.7. The 
possible states of tasks for each user story was defi ned as “to do”, “in progress” or “done”. 
A “defi niƟ on of done” was produced for each user story in order to establish a consensus on 
the results to be achieved.
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User Story Card
Developing Values4Business Value
V. 1.001 v. S. Füreder per 5.10.2015

2.01.03 User Story Name: Integrative information about agility

Acceptance criteria:
Information on agility in projects, programs and changes gathered
Information on agility in projects, programs and changes assigned to certain chapters

Effort of work and resource 
allocation:

10 person days, 2 persons

Planned iteration: Iteration 1

Benefits for developer/author: Basis for the development of chapters relating to agility in projects, programs 
and changes

Description: Information on agility in projects, programs and changes, which are relevant 
for several chapters, and their assignment to certain chapters

 Table 4.3: User Story Card “IntegraƟ ve InformaƟ on About Agility”
 (Requirements of Developers/Authors)

 Fig. 4.7: Scrum board. 
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5   Project IniƟ aƟ ng

Th e objectives of project initiating are the development of initial project plans and the 
selection of an appropriate organization to carry out a relatively unique and extensive 
business process. Appropriate temporary organizations could be a small project, a 
project, or a program. Th e decision to implement an investment object is a prerequi site 
for this organizational decision. In practice, the diff erentiation between the invest-
ment decision and the organizational decision is often not made, which can lead to a 
lack of transparency and incorrect decisions.

As part of project initiating, project boundaries are to be defi ned, initial project plans 
are to be developed, and decisions about project strategies are to be made. Th e use 
of agile methods in a project is a possible project strategy. In practice, the most com-
monly used agile method is “Scrum”—it is described in an excursus (page 91).

Project initiating is always part of a higher-level business process such as conceptu-
alizing an investment or making a tender off er. Th e application of methods for proj-
ect initiating is illustrated by the example of the RGC case study “Values4Business 
Value” (see Section 5.4 starting on page 93).

Relations between the business process “Project initiating” and other business pro-
cesses discussed in this publication are shown in the following overview.
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5   Project IniƟ aƟ ng

5.1 Project Initiating: Objectives

5.2 Project Initiating: Process

5.3 Applying Agile Methods: A Possible Project Strategy

5.4 Project Initiating: Methods

5.5 Project Initiating: Organization
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5.1 Project IniƟ aƟ ng: ObjecƟ ves
Project initiating is a business process of the project-oriented organization. Th e objec-
tives of project initiating are:

> a basis for project starting established,
> an appropriate organization for performing a comprehensive business process 

selected,
> project assigned, and
> selected stakeholders in the initiating process involved.

A non-objective of project initiating is the development of detailed project plans. 
Th ese are developed by the project team in the project starting sub-process.

Th e start event for project initiating is the decision of the initiator of an investment 
to initiate a project. Th e end event is the issued (or not issued) project assignment.

Defi niƟ on: Project IniƟ aƟ ng

Project iniƟ aƟ ng is a business process of the project-oriented organizaƟ on with the objec-
Ɵ ve of establishing the basis for project starƟ ng, selecƟ ng the appropriate organizaƟ on for 
performing a comprehensive business process, and possibly issuing a project assignment.

 5.2 Project IniƟ aƟ ng: Process
Th e process of “Project initiating” is shown in a fl ow diagram in Figure 5.1 and in a 
responsibility chart in Table 5.1. Th e responsibility charts show the responsibilities for 
performing the process tasks.

Start

End

Developing initial 
project plans

Deciding to perform 
a project

Proposing
a project

Assigning the
project End

no

yes

Analyzing
the project portfolio

Developing
project strategies

Economic,
ecological & social

impacts
Local, regional & 

global impacts
Short, mid & 

long-term impacts

Fig. 5.1: Project iniƟ aƟ ng—fl ow diagram.
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Project initiating involves the following tasks:

> developing initial project plans based on a defi nition of appropriate project 
boundaries,

> analyzing the project portfolio,
> developing project strategies,
> proposing a project, 
> deciding to perform the project, and
> assigning the project.

Developing Initial Project Plans

Th e basis for developing initial project plans is the defi nition of the project bound aries. 
Project boundaries are adequately defi ned if the project objectives and the project 
scope make it possible to fulfi ll the requirements of the investor and key stakeholders. 
A “holistic” project defi nition considers all closely linked objectives and avoids sub-
optimizations by partial solutions.

Th e boundaries of a project as a social system are defi ned in terms of time, content, 
and social relations. Timing requires the defi nition of a start event and an end event 
of the project. In order to defi ne the project content, the structural and contextual 
dimensions of organizations, as discussed in Chapter 3, have to be considered. It is 

Sub-process: Project initiating

Process tasks

Roles

To
ol

/D
oc

um
en

t

In
iti

at
or

In
iti

at
io

n 
te

am

PM
 O

ff
ic

e

Pr
oj

ec
t P

or
tf

ol
io

 G
ro

up

Ex
pe

rt
 p

oo
lm

an
ag

er
s

Pr
oj

ec
t o

w
ne

r

Pr
oj

ec
t m

an
ag

er

St
ak

eh
ol

de
rs

Developing initial project plans P C C 1

Analyzing the project portfolio C D 2

Developing
project strategies I P C 3

Proposing a project I P C 4

Deciding to perform a project I C C P I I 5

Assigning the project I I I P C 6

Tool/Document:
1 … Initial project plans
2 … Project portfolio data base
3 … Documentation of the project strategies
4 … Project proposal
5 … Minutes of meeting
6 … Project assignment

Legend

P … Performing
C … Contributing
I … Being informed
Co … Coordinating

Table 5.1:  Project IniƟ aƟ ng—Responsibility Chart
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necessary to defi ne whether project objectives are being pursued in relation to services 
and products, markets, organizational structures, personnel, infrastructure, or, for 
example, the stakeholder relations of an organization. Social defi nition is performed 
by defi ning the roles responsible for the performance of a project.

Defi ning boundaries defi nes what belongs to a project. Clarity about these boundaries 
is also achieved by exclusion of what does not belong to the project, which is project 
context.1 Th is includes tasks and decisions which are performed in other projects or in 
the line organization, as well as tasks and decisions of the pre-project and post-project 
phases. In these, like the project stakeholders, the projects implemented at the same 
time and the objectives or strategies of the organization represent project contexts.

Project boundaries cannot be defi ned correctly or incorrectly, but are the result of 
agreements between the project initiator and the initiation team. Th ey are social con-
structs. Table 5.2 provides tips for constructing holistic project boundaries.

Table 5.2: Tips for ConstrucƟ ng HolisƟ c Project Boundaries

Tips for defining holistic project boundaries

Project boundaries must be established so as to create a “self-
contained whole”.

The project owner-project manager relation should remain the
same for the duration of a project.

Project boundaries should enable to agree on operational
project objectives.

The definition of project boundaries makes it possible to plan a
project. Only what can be given boundaries can be planned!

Projects in project chains, such as a tendering project and a
contracting project or a conceptual project and an
implementation project must be distinguished from one
another.

Results of developing initial project plans are drafts of the project objectives plan, 
the work breakdown structure, the project schedule, the project cost plan, the project 
stakeholder analysis, and the description of the project organization. If necessary, a 
draft of a project risk analysis may also be developed.

“Initial” means, for example, that the work breakdown structure is broken down 
only to the third level, that a project milestone plan may be suffi  cient as a scheduling 
method, and that key project stakeholders are only identifi ed, without stakeholder 

1 Exclusions can be “included” in the project or program at a later date.
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strategies yet being planned. Th e local, regional, and possibly global ecological and 
social impacts of a project can be considered in the initial project plans. A non-
objective of project initiating is the development of detailed project plans. Th ese are 
developed by the project team during project starting.

Analyzing the Project Portfolio

Th e decision of whether or not to initiate a project also depends on the relations of 
the project under consideration to other projects. Th ese relations, which can involve 
either synergy or confl ict, must be analyzed. Th e consequences of “including” a new 
project in the project portfolio of the project-oriented organization must be consid-
ered in decision making.

Developing Project Strategies

“Project strategies” are strategies for the realization of the project objectives which 
relate to the project as a whole and which are relevant for the duration of the project. 
Th e following types of project strategy can be distinguished:

> Procurement strategies: Examples are the use of a main contractor or of individ ual 
companies; domestic or international procurement; diff erent tender procedures.

> Strategies for the use of technology: An example is using or not using a cloud 
solution in an IT project.

> Strategies for the use of methods: Examples are the requirements management 
approach to be used, the project or program management approach to be used, 
using agile methods or not.

> Project personnel strategies: Examples are using a project-specifi c incentive sys-
tem or not; performing project-related personnel development or not.

> Strategies for the planning of stakeholder relations: Examples are diff erent con-
tract types with customers and suppliers; diff erent types of relations with author-
ities; continuous communication of project objectives and interim results, or only 
communication of the project results at the project end.

Proposing a Project Proposal and Deciding to Perform the Project

Th e project proposal is the basis for deciding which organizational form should be 
used to perform a business process. An example of a project proposal for the case 
study “Values4Business Value” is given in Table 5.5 (on page 95) in Section 5.4.

Th e following possible organizational forms are available for performing a business 
process: the line organization, a working group, a small project, a project, a network 
of projects, a program, or several programs. In project initiating, it is assumed that a 
project is the appropriate organizational form. However, this has to be challenged in 
the course of project initiating, and it is necessary to decide between assigning a small 
project or a project (see Chapter 1).
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Assigning the Project

Th e project owner assumes an important management task in the project. Th e selec-
tion of an appropriate project manager is one of his decisions. As part of project ini-
tiating, the nominated project owner assigns the project to the project manager and 
the project team.

Th e main results of project initiating are the initial project plans, the documented 
project strategies, the project proposal, and the possible project assignment. Th e deci-
sions taken must be documented in minutes.2

 5.3 Applying Agile Methods: A Possible Project Strategy
Th e use of agile methods in projects is gaining in importance. Th e decision to use agile 
methods is a project strategy defi ned during project initiating. In the following, criteria 
and prerequisites for the use of Scrum in projects are analyzed. Scrum objectives, 
processes, roles, and communication formats are described in the excursus on Scrum 
(on page 91).

Agile Methods

“Agile methods” are all methods which refer to the Agile Manifesto (see Chapter 2). 
Diff erent agile methods exist, such as adaptive software development, extreme pro-
gramming, feature-driven development, usability-driven development, Scrum, Kan-
ban, design thinking, and rapid prototyping. Scrum3 is the best-known agile method 
for which well-defi ned descriptions are available.4 Th e study “Status Quo Agile” by 
Ayelt Komus shows that Scrum and Kanban are the most frequently used agile meth-
ods.5 Th e application of these methods is for 90% in software development.

Use of Scrum vs. Applying Agile Values in Projects

Th e use of Scrum as an agile method must be distinguished from applying agile values 
in projects. Agile values can be applied in any project. In order to be able to use Scrum 
in a project, the project must be suitable, and an adequate understanding of Scrum 
must be available in the organization performing the project.

In principle, Scrum can be used not only for software development but also for prod-
uct and organizational development, research, marketing, etc. Th e use of Scrum and 
thus the execution of sprints requires repeatability of tasks (in a project phase). Repe-
titions enable improvements in processes as a result of refl ections. Th is repeatability 
2  The tasks of project management are described in Chapter 7 “project management”, the relevant methods 

in Chapters 9 to 12.
3 Scrum is a copyright for the IteraƟ ve SoŌ ware Development Framework of Scrum Alliance.
4 See Gloger, B., 2016.
5 See Komus, A., 2012.
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and the relative uniformity of tasks makes it possible to work in the desired dedicated 
Scrum teams with a maximum of fi ve to seven people.

Scrum is a form of micro-management, as tasks are planned, executed, and controlled 
in detail on a daily or even hourly basis. Project management can be seen in relation 
to this as macro-management, since planning and controlling are less detailed.

Scrum is a form of micro-management, since tasks are planned, executed, and con-
trolled in detail on a daily or even hourly basis. Project management can be under-
stood in relaƟ on to this as macro-management, since planning and controlling are 
less detailed.

Scrum can be applied either by permanent teams in the company’s permanent organi-
zation or by temporary teams in projects. Permanent teams represent de facto an organi-
zation with diff erent (development) departments. If Scrum is applied by permanent 
teams, these teams can fulfi ll either ongoing tasks which are not suitable for projects 
or parts of projects. Th e tasks to be fulfi lled as parts of projects represent epics for the 
team. In this case, the epics to be fulfi lled must be prioritized by a decision-making 
committee in which the corresponding project managers are represented.

Scrum can be used for one or many project phases in a project. Temporary Scrum 
teams form project sub-teams (see Chapter 7).

A holistic project understanding excludes the management of a project with Scrum 
only. A project always includes tasks that are unique and not repetitive (e.g., procure-
ment, commissioning, training, etc.) Scrum can therefore not be seen as a substitute 
for project management, but as a supplement. 

In addition to Scrum, there exist other methods in project management, such as proj-
ect stakeholder analysis and project risk management, for dealing with the complex-
ity and dynamics of projects, and there are other roles and communication formats 
which can be used. Th is is also recognized by representatives of agile methods. One 
speaks of hybrid approaches in projects.

Scrum and Hybrid Approaches in Projects

Th e term “hybrid” can be interpreted in various ways when using Scrum in projects: 
Firstly, “hybrid” can mean that Scrum is used for some projects or project types and 
not for others. For example, a German pharmaceutical group uses Scrum for con-
ceptual projects, but not for certifi ed processes of development projects. “Hybrid” 
can also mean that Scrum is used in some business areas, but not in others. Th e term 
“hybrid” is most often used for the use of Scrum in a project in combination with the 
waterfall model.
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A combination of the waterfall model (see Chapter 4) with Scrum is not an appropri-
ate form for managing a project, because in this case two diff erent management para-
digms are combined in one project. Th is combination corresponds to an “add-on” 
model without additional benefi ts. It probably even incurs additional costs. An appro-
priate form of the use of Scrum in a project should be combined with a systemic proj-
ect management approach in which agile values are applied (see Chapter 2). When 
Scrum is used in a project, it is necessary to integrate it appropriately into the project 
structures to secure the added value of Scrum.

A combinaƟ on of the waterfall model and Scrum is not an appropriate form for man-
aging a project, because in this case two diff erent management paradigms are com-
bined in one project. The use of Scrum in a project should be combined with a sys-
temic project management approach in which agile values are applied.

 Excursus: Scrum

Scrum: Name

Takeuchi and Nonaka have characterized the connecƟ on between Scrum and rugby by means 
of a picture of a team pressing forward with rapid passing of the ball.6

Scrum: ObjecƟ ves

The following objecƟ ves are to be realized by the use of Scrum:

6 See Takeuchi, H., Nonaka, I., 1986.

> a strong soluƟ on orientaƟ on by clear defi niƟ on of results assured,
> intermediate results defi ned as Minimum Viable Products (MVP),
> a lean soluƟ on assured by prioriƟ zaƟ on,
> rapid implementaƟ on of requirements in sprints performed,
> rapid response to changes performed, thereby promoƟ ng innovaƟ on,
> compeƟ Ɵ ve advantages created through speed and fl exibility,
> learning organized by refl ecƟ on aŌ er each sprint,
> employees moƟ vated through the possibility of self-organizaƟ on.

“Fail early, release frequently!” and “Stop starƟ ng, start fi nishing!” are rules that promote the 
realizaƟ on of these Scrum objecƟ ves.

Scrum: Processes, CommunicaƟ on Formats, and Roles

On the one hand, Scrum supports an iteraƟ ve management of requirements (see Chapter 4) 
and, on the other hand, the development of soluƟ ons for fulfi lling the defi ned requirements. 
Therefore, two parallel processes are running in Scrum (see Fig. 4.4 on page 70): on the 
one hand, the process of idenƟ fying and defi ning requirements in the form of epics and user 
stories, which are combined in backlogs; and on the other hand, the process of planning and 
implemenƟ ng sprints for the development of soluƟ ons for fulfi lling requirements.
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The process for each sprint in Scrum is shown in Figure 5.2. Each sprint starts with sprint 
planning. In the sprint planning meeƟ ng, the requirements to be selected from the product 
backlog are clarifi ed and the objecƟ ves of the sprint are defi ned. The requirements selected 
are summarized in the sprint backlog, and the approach for realizing the sprint objecƟ ves is 
planned. Then the development team starts work. A product increment as Minimum Viable 
Product (MVP) should result at the end of the sprint.

Fig. 5.2: Process for each sprint in Scrum.

CommunicaƟ on is important for performing the Scrum processes. The following communi-
caƟ on formats are disƟ nguished in Scrum: Sprint planning, daily scrum, sprint review, and 
sprint retrospecƟ ve. The parƟ cipants of the sprint planning meeƟ ng are the product owner, 
the development team, possibly the user, and the Scrum master. 

The objecƟ ve of the sprint planning meeƟ ng is to clarify the requirements, the objecƟ ves, 
and the tasks of the sprint. The parƟ cipants of daily Scrum meeƟ ngs are the development 
team and the Scrum master. The daily Scrum meeƟ ngs take place daily and are short. Prog-
ress is announced, the tasks to be carried out on this day are planned, and any current prob-
lems are idenƟ fi ed.

The parƟ cipants of the sprint review meeƟ ng are the development team, the product owner, 
the Scrum master, and the user. The objecƟ ve is to present the results achieved and to obtain 
feedback from the user. The development team, the product owner, and the Scrum mas-
ter parƟ cipate in the sprint retrospecƟ ve. The objecƟ ve is to refl ect and to idenƟ fy possible 
improve ments in the work process.

VisualizaƟ ons, such as Scrum boards or burn-down charts, are important for supporƟ ng com-
municaƟ ons. The tasks to be fulfi lled can be seen on a Scrum board. The tasks are therefore 
not an amorphous concept, but are given a shape and a fl ow by visualizaƟ on. Decisions such 
as prioriƟ zaƟ ons are thereby facilitated.

The product owner (or the product owner team), a Scrum master, and a development team 
are roles for the execuƟ on of Scrum processes. Stakeholders such as users or external cus-
tomers can also be included in Scrum processes.

The product owner fulfi lls the tasks of analyzing requirements, prioriƟ zing requirements and 
accepƟ ng the MVP. He or she is responsible for the business value of the created soluƟ on. 
The mulƟ -disciplinary development team develops the soluƟ on. It cooperates closely with 
the product owner and possibly with users. It is responsible for meeƟ ng the schedule and for 
delivering good quality. The Scrum master directs the development team and tries to solve 
possible problems in order to assure the producƟ vity of the process.
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 5.4 Project IniƟ aƟ ng: Methods
Methods for project initiating are basically all project management methods which 
are also used in project starting (see Table 6.2, page 106). However, as described 
above, in project initiating, these methods are used to develop initial project plans. 
Other methods for project initiating are analyzing the project portfolio and develop-
ing a project proposal.

Th e project proposal form and the project assignment form must be designed in the 
same way. Th e project proposal shows the structures and contexts of the proposed 
project. Th e initial project plans are appended to the project proposal. Th is informa-
tion enables the project portfolio group to make a decision about whether to perform 
the business process as a small project or a project. Th e initial project objectives plan, 
the initial project strategies plan, and the project proposal of the RGC case study 
“Values4Business Value” are presented in Tables 5.3 to 5.5 as examples of the use of 
methods in project initiating (starting on next page).

Canvases are an alternative form for representing project proposals and assignments. 
Canvases can be used to present a project idea, proposal or assignment, but also the 
project status.7 With the help of a canvas, as popularized by Osterwalder/Pigneur, 
a complex situation is divided into components.8 Th eir contents are recorded in the 
relevant fi elds. Th e common framework and the visualization used provide additional 
information benefi ts. An example of a project canvas is shown in Figure 5.3. Th e fi elds 
used in a project canvas depend on the underlying project management approach. 
Again, there is a need for clear terms and methods. Th e objectives of the use of project 
canvases are similar to the objectives of agile concepts—namely, visualization, inter-
disciplinary teamwork in the development process, involvement of stakeholders, etc.

Purpose

Environment Milestones Quality

Result Client

Resources Risks & 
Chances

Schedule

Budget Team

Fig. 5.3: Project canvas.9

7  See Habermann, C., 2016.
8  See Habermann, C., 2016, p. 36.
9  See Habermann, F., Schmidt, K., 2016.
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Table 5.4: IniƟ al Project Strategies Plan for the Project 
“Developing Values4Business Value”

Initial Project Strategies Plan
Developing Values4Business Value

V. 1.001 v. S. Füreder per 5.10.2015

Project strategies regarding procurement

Project strategies regarding the use of methods

Peer Review Group: Cooperation with management experts to ensure the practical orientation of the 
new RGC management approaches

Project strategies regarding the use of technology
E-book: Designing the book in a way that enables the realization of an e-book
Project management documentation: Using the RGC tool sPROJECT

Project managing: Iterative approach in the project "Developing Values4Business Values"

Visualizing: Using a Scrum-board, project plans and change plans
Project strategies regarding the project personnel

Project personnel development: Organize the learning of the project personnel by working on case 
studies and reflecting, etc.

Project strategies for project stakeholders' relations
Key accounts: Involvement of the Peer Review Group members, information about the benefits of the 
management innovations
RGC consultants and networking partners: involvement in the development process

Researching: Literature analysis, case studies, interviews, reflection workshops, …

Case Study: Values4Business Value—Project IniƟ aƟ ng

Table 5.3: IniƟ al project objecƟ ves plan for the project 
“Developing Values4Business Value”

Initial Project Objectives Plan
Developing Values4Business Value

V. 1.001 v. S. Füreder per 5.10.2015

Non-objectives
English version of the book developed

Main objectives
RGC management approaches (process management, project management, program management, 
management of the project-oriented organization, change management) further developed by 
innovations

   RGC management approaches documented in a book (hardcover and e-book)
Services (consulting, training, events, lectures) further developed
Optimized services and book marketed
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 Table 5.5: Project Proposal for the Project “Developing Values4Business Value”

Project Proposal
Developing Values4Business Value

Type of project: Small project Project
Project start date: Project end date:

Project owner: Project manager:

Annex:

V. 1.001 v. S. Füreder per 5.10.2015

10/5/2015 5/31/2017
Project objectives: Project non-objectives:

RGC management approaches further developed by innovations English version of the book developed

RGC management approaches documented in a book (hardcover 
and e-book)

Services (consulting, training, events, lectures) further developed

Project phases: Project costs: Project earnings:
Optimized services and book marketed

   1.1 Project managing 381.000.- 30.000.-

   HAPPYPROJECTS 16, Symposium "Project Audit 2016", Symposium "Project Audit 2017", HAPPYPROJECTS 17, sPROJECT-adaptation, RGC 
digitalization, customer projects
Project stakeholder:
  Management, consultants and trainer, office staff, publisher Manz, media, readers

   1.2 Prototyping and planning
   1.3 Developing Chapters: Cycle 1
   1.4 Developing Chapters: Cycle 2
   1.5 Further developing services and products
   1.6 Planning the marketing activities, further developments
   1.7 Producing the hardcover and e-book
   1.8 Initial marketing

R. Gareis, L. Gareis S. Füreder

Project team members:
   PTM Analysis: R. Gareis    PTM Production: Representative Manz Verlag
   PTM Development: L. Gareis    PTM E-book: Representative Manz Verlag
   PTM Marketing: V. Riedling
Decisions and documents of the pre-project phase:
   Cost-benefit analysis, concept „Values4Business Value“, initial project plans
Expectations of the post-project phase:
   Costs and benefits realized according to the cost-benefit analysis, "Values4Business Value" stabilized
Relationships to other projects:

Project owner team Project manager

 Initial project plans

x

5.5 Project IniƟ aƟ ng: OrganizaƟ on
Th e development of initial project plans and a project proposal is performed by an 
initiation team in which the designated project manager and future project team 
members may be represented.

Project initiating provides a basis for project portfolio management. Th e decision to 
start a project is not an isolated one but is made in the context of an organization’s 
project portfolio, which is changed by adding a new project. Th us project-oriented 
organizations use an investment decision-making committee to make the investment 
decision, and assign to a project portfolio group the task of making an appropriate 
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organizational decision for implementing an investment. Departmental managers or 
managers of expert pools are to be involved in clarifying the availability of the required 
project resources (see Chapter 15).

Th e basis for issuing a project assignment is the decision to implement an investment 
by a small project or project. Th e project assignment should be issued in writing. Th e 
issuing of the project assignment is the formal start event for a project.

In the project starting process, detailed planning and the inclusion of additional experts 
as team members can lead to an adaptation of the project assignment. Th is cyclical for-
mulation of the project assignment increases the quality of the agreed-upon structures.

In assessing the quality of the process “project initiating”, the design of the business 
process—that is, its duration, costs, and organization—must be considered in addi-
tion to the results of the process. By defi ning project initiating as a business process, 
the objectives, process, and responsibilities are formalized. Th e clear diff erentiation 
between the investment decision and the organizational decision helps to ensure 
decision -making quality and reduces the risk of bad investments and of inadequate 
organizational forms for implementing investments. In practice, this process often 
takes a long time, and the responsibilities and decision-making competencies are not 
made clear.

Literature
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 6   Business Process: Project Managing

“Project managing” is a business process of project-oriented organizations that should 
contribute to the successful performance of projects. Th e business process includes 
the sub-processes project starting, project coordinating, project controlling, project 
transforming or repositioning, and project closing. Project marketing is a task to be 
performed in all sub-processes of project management. Th e business process “Project 
administrating” is to be carried out in parallel with project managing.

From the values underlying a systemic project management approach, the objectives to 
be achieved, the tasks to be performed, the methods to be used, and the communica-
tion formats and project roles are derived. Th e project management approach can be 
adapted according to specifi c project demands and project types. Th e benefi ts of project 
management are in appropriate handling of the complexity and dynamics of projects.

Th e relations between the business process “Project managing” and other relevant 
business processes are shown in the following overview.

 Overview: “Project managing” in context

Developing a 
solution

Project managing

Planning an 
investment object

Project initiating

Strategic managing 
and investing

Strategic managing 
and investing

Project initiating / 
Project managing

Program initiating and 
program managing

Change initiating 
and change 
managing

Program initiating Programm 
managing

Change initiating Change managing

Conceptualizing an 
investment

Implementing an
investment object

Strategic managing
(period 1)

Strategic managing
(period 2)

Controlling the 
benefits realization 

Defining initial 
requirements

Controlling 
requirements

Managing 
requirements & 
projects

Chapter 3

Chapter 3

Chapter 4

Chapter 5 /
Chapter 6

Chapter 13

Chapter  14

Project
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6   Business Process: Project Managing

6.1 Project Managing: Objectives

6.2 Project Managing: Process

6.3 Project Managing: Contexts

6.4 Project Managing: Designing the Business Process

6.5 Project Initiating and Project Managing: Values

6.6 Managing Diff erent Project Types

6.7 Project Managing: Benefi ts
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6.1 Project Managing: ObjecƟ ves
“Project managing” is a business process of project-oriented organizations that should 
contribute to the successful performance of projects. It includes the sub-processes 
project starting, project coordinating, project controlling, (possibly) project trans-
forming or repositioning, and project closing.

Th e objectives of project managing are dependent on the project management 
approach used. Th e objectives described below assume a systemic project manage-
ment approach and a process orientation of project managing (see also the Excursus 
“Method Orientation vs. Process Orientation in Project Managing”).

Excursus: Method OrientaƟ on vs. Process OrientaƟ on in Project Managing

A mechanisƟ c project management approach (see Chapter 2) is method oriented. Project 
management is understood as the applicaƟ on of methods for planning and controlling project 
scope, project schedule, project resources, project costs, etc. The quality of project manage-
ment is assessed on the basis of the existence and quality of the project plans. It is assumed 
that a good knowledge of methods ensures good project management. 

A systemic project management approach is process oriented. Project managing is under-
stood as a business process, which includes the sub-processes project starƟ ng, project coor-
dinaƟ ng, project controlling, (possibly) project transforming or reposiƟ oning, and project 
closing. These sub-processes are related.

Appropriate project management methods are used to perform the sub-processes of proj-
ect managing. They therefore do not lose their importance in a process-oriented approach. 
Rather, there is an integraƟ ve applicaƟ on of project management methods. It cannot be an 
objecƟ ve of project management to produce a good schedule. Rather, the objecƟ ve is, for 
example, to start a project opƟ mally. All methods used in the starƟ ng process, including 
scheduling, must be considered in an integraƟ ve manner in order to achieve an opƟ mized 
overall soluƟ on.

Individual methods, such as project scheduling or project cost planning, cannot be consid-
ered as project management processes.1 If the applicaƟ on of individual project management 
methods is perceived as processes, the objecƟ ve of seƫ  ng process boundaries in a holisƟ c 
manner is not achieved. The process “project scheduling” is not to be assessed on the basis of 
the process results achieved, process duraƟ on, and process costs. Rather, the project starƟ ng 
process as a whole must be considered and opƟ mized.

Th e basic objective of the business process “Project managing” is to contribute to the 
successful performance of a project by means of professional management. It is pos-
sible to diff erentiate between economic, ecological, and social project management 
objectives. Th e objectives of project management are shown in Table 6.1.
1  See Habermann, C., 2016, p. 47. 
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Specifi c for the systemic approach presented here, the objective is to optimize the 
economic, ecological, and social impact of a project on a program that the project 
may be part of, and on the change and investment implemented by the project. Th ese 
contexts are described in Chapter 13, “Program Initiating and Program Managing”, 
and in Chapter 14, “Change Initiating and Change Managing”.

In order to operationalize the project management objectives defi ned in Table 6.1, 
the objectives of the sub-processes of project management are defi ned below. From 
a systemic point of view, the objective of project starting is to establish a project as 
a social system. Th e objective of project controlling is to support the evolution of a 
project, and the objective of project closing is to dissolve a project as a social system. 
Th e objective of project transforming and project repositioning is to manage a proj-
ect discontinuity and create a new project identity. Th e objective of project coordi-
nating is to ensure internal and external project communication in order to assure 
project progress. 

A description of the sub-processes of project management and a detailed defi nition of 
their objectives are provided in Chapters 9 to 12.

Th e following structural dimensions of projects must be managed:

> the solution requirements, the objects of consideration of a project, the project 
objectives, the project strategies,

> the project scope, the project schedule, the project resources, the project budget, 
the project risks,

> the project organization, the project culture, the project personnel, and
> the project infrastructure.

Th e following contextual dimensions of projects must be managed:

Objectives of the process: Project managing

Economic objectives
> Project complexity, project dynamics and relations to project contexts managed
> Project starting, project coordinating, project controlling and project closing professionally 

performed; possibly also project transforming and repositioning
> Economic impacts optimized possibly for a program, for the change, for the implemented 

investment

Ecological objectives
> Local, regional and global ecological impacts of the project considered
> Ecological impacts optimized possibly for a program, for the change, for the implemented 

investment

Social objectives
> Project personnel recruited and allocated, incentive systems applied, project personnel 

assessed, developed and released
> Local, regional and global social impacts of the project considered
> Social impacts optimized possibly for a program, for the change, for the implemented 

investment
> Stakeholders involved in project managing

Table 6.1: ObjecƟ ves of the Process “Project Managing”
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> the decisions, measures, and documents of the pre-project and post-project 
phases,

> the project stakeholders,
> the other projects in the project portfolio of the project-oriented organization,
> the organizational objectives and organizational strategies, and
> the investment implemented by a project.

Th ese structural and contextual dimensions of projects to be managed are shown in 
Figure 6.1. Exclusive consideration of the dimensions of the “magic triangle” is obvi-
ously not enough.

> Structure dimensions
> Solution requirements, project objectives,

project strategies
> Project scope, project schedule, project resources,

project budget, project risks
Project organization, project culture, project personnel

> Project infrastructure
> Context dimensions

> Pre-project phase and post-project phase
> Project stakeholders
> Other projects
> Objectives and strategies of the organization
> Investment implemented by the project 

Project scope

Project schedule Project costs

 
Fig. 6.1: Project dimensions to be managed.

6.2 Project Managing: Process
Th e advantage of perceiving project managing as a business process is that its objec-
tives, tasks, responsibilities, and key performance indicators (KPIs) are described in 
order to assure the process quality. Th e quality of project managing can be assessed 
on the basis of the quality of the design of the process and on the project manage-
ment results achieved. Th e project management personnel therefore require both 
social skills for designing the process and methodological competencies for perform-
ing the process.

An overview of the process of project managing is shown in Figure 6.2. It also illus-
trates how the principles of sustainable development are considered.

Project managing begins when the project is assigned to the project manager and to 
the project team by the project owner, and it ends when the project owner approves the 
project. Th e sub-processes can be seen in the representation of the project managing 
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process. Project coordinating is carried out on a continuous basis. Th e performance 
of the other sub-processes occurs within defi ned time limits. By defi nition, project 
starting and project closing are each carried out once. Project controlling is to be 
carried out several times in a project and usually takes place periodically. Th e need 
to manage a project discontinuity by project transforming or project repositioning is 
situation dependent.

Relations Between the Sub-Processes of Project Managing

A consistent performance of project managing is based on a consistent application of 
terms and methods in all sub-processes. Project management results can be optimized 
by considering the relations between the sub-processes. Th e following relations exist:

> In project starting, the structures for project coordinating, project controlling, 
and project closing are to be planned.

> In project starting, the criteria for measuring the project success in project closing 
are determined by defi ning the project objectives.

> In project starting, working forms are established to be applied in project coor-
dinating, project controlling, and project closing (e.g., project meetings, project 
workshops, reporting, refl ections).

> In project starting, by applying scenario techniques and by developing alternative 
project plans, measures for avoiding project crises, promoting project chances, 
and providing for project discontinuities can be planned.

> In project starting, the management of structurally determined project changes 
can be planned.

> In project coordinating, the plans developed in project starting (and adapted in 
project controlling) are used for communicating.

> In project controlling, the project plans developed in project starting are used for 
communicating and are possibly updated.

Project coordinating

Project 
assigned

Project 
approved

Project 
starting

Project 
closing

Project
transforming,
repositioning

Project
controlling

Economic,
ecological & social

impacts

Local, regional & 
global

impacts

Short, mid & 
long-term
impacts

 Fig. 6.2: Overview of the business process “Project managing”—fl ow diagram.
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> In project transforming or repositioning, alternative project plans which may 
have been developed in project starting and current project plans from the last 
project controlling cycle are used.

> In project closing, project plans developed in project starting and adapted in 
project controlling form the basis for assessing the project performance and for 
securing organizational learning.

> Project marketing takes place in all sub-processes, using a uniform project mar-
keting strategy. Th e project marketing strategy is defi ned in project initiating and 
verifi ed in project starting.

Excursus: Project MarkeƟ ng as a Project Management Task

Many projects are characterized by a strong orientaƟ on towards content but a weak orien-
taƟ on towards communicaƟ on. Members of the project organizaƟ ons concentrate primarily 
on fulfi lling work packages and do not recognize the need to communicate the objecƟ ves, 
content, and organizaƟ on of the project to its stakeholders in order to contribute to the suc-
cess of the project.

Project markeƟ ng is defi ned as project-related communicaƟ on with project stakeholders. It 
is not only the quality of a project’s results, but also their acceptance which must be ensured.

The success (S) of a project can be defi ned as the product of the quality (Q) of the results of 
a project and their acceptance (A): S = Q x A. If the acceptance of the project results is low 
despite good quality, the project success is also low.

Project markeƟ ng is a success factor for projects. The objecƟ ves of project markeƟ ng are:

> securing appropriate management aƩ enƟ on for the project,
> securing the necessary resources for the project,
> securing acceptance of the (interim) results of the project,
> minimizing confl icts in the project, and
> encouraging the idenƟ fi caƟ on of members of the project organizaƟ on with the project.

Confl icts in the project and in relaƟ ons with the project stakeholders are minimized by appropri-
ate project informaƟ on. ExpectaƟ ons about project results are also to be developed. Feedback 
on the project should be gathered, and a dialog with stakeholders should be established. The 
personal self-markeƟ ng interests of members of the project organizaƟ on are taken care of.

Project markeƟ ng is a task to be performed in all sub-processes of project managing. It there-
fore does not usually consƟ tute a separate sub-process of project managing. Project mar-
keƟ ng is parƟ cularly important in the project starƟ ng process. IniƟ al informaƟ on about the 
project and the project idenƟ ty can be communicated. AŌ er this, project markeƟ ng measures 
should be maintained at an appropriate level intensity. In project controlling, it is possible to 
communicate the interim results of the project and changes in the project structures. In proj-
ect closing, not only the project results, but also the process of project work and the contribu-
Ɵ ons of the members of the project organizaƟ on to project success should be communicated.

The basis for project markeƟ ng is the project stakeholder analysis and the project culture 
development. Stakeholder analysis makes it possible to defi ne diff erenƟ ated markeƟ ng 
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strategies and measures for diff erent stakeholders. Within the framework of project culture 
development, the project name, a project logo, project slogans, and project-specifi c values 
are defi ned, which are used in project markeƟ ng. The central tools of project markeƟ ng are 
printed media such as a project folder or a project newsleƩ er, project-related events such as 
a “project vernissage” or a project presentaƟ on, a project homepage, and also the project 
manage ment documentaƟ on such as a project manual, project progress reports, or project 
scorecards. All members of the project organizaƟ on are responsible for project markeƟ ng. Not 
just the project manager, but also the project owner and project team members are responsi-
ble for appropriate communicaƟ ons with stakeholders. Project collaborators who contribute 
only to specifi c parts of the project do not have any responsibility for project markeƟ ng.

 

6.3 Project Managing: Contexts
Th e business processes of investment planning (see Chapter 3) and project initiating 
(see Chapter 5) take place before starting a project to implement an investment. Con-
trolling the benefi ts realization to ensure a successful investment (see Chapter 3) takes 
place during an implementation project and after its end during the use of the invest-
ment object. Th e content-related business processes for developing a solution and the 
process “Project administrating” are performed in parallel with project managing (see 
the overview at the beginning of this chapter, page 97).

Th e content-related business processes of a project depend on the project type and 
are therefore not dealt with here. In the case of an IT conception project, for exam-
ple, the following content-related phases are to be performed: gathering information, 
analyzing the actual-state, defi ning and describing possible solutions, planning the 
implementation, reporting, and decision-making. Engineering, procuring, producing 
and transporting, constructing and assembling, and training and commissioning are 
essential business processes in an engineering project.

Th e business process “Project administrating” includes the tasks of administrating 
project personnel, project-related customer and supplier contracts, and project infra-
structure, as well as the fi ling of project correspondence and project documents. Th e 
tasks of project administrating are not part of project managing; they belong to a 
separate process. Project administrating work packages are to be included in the work 
breakdown structure. Th is contributes to a clear distinction between project managing 
and project administrating, and thus to the professionalization of project managing.

Th e objectives of project administrating are to ensure the transparency of personal, 
customer, and supplier documents and correspondence, as well as to provide quick 
access to personnel, customer, and supplier data. For large projects, project admin-
istrating can be performed by a project administrator (e.g., a contract expert) or a 
project assistant. In the case of small and medium-sized projects, the role of project 
administrator is usually fulfi lled by the same person as the project manager role.
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 6.4 Project Managing: Designing the Business Process
Th e business process “Project managing” is to be designed according to the specifi c 
needs of a project. Th e use of project management methods, standard project plans 
and checklists, project communication formats, project management infrastructure, 
and possibly project management consultants must be planned.

Project Managing: Use of Project Management Methods

To defi ne basic rules regarding the use of project management methods in projects 
and the structuring of project organizations is a corporate governance task. In orga-
nizational guidelines of project-oriented organizations, the methods to be used for 
small projects and projects are specifi ed. Methods that are used for project starting, 
project coordinating, project controlling, project transforming, project repositioning, 
and project closing are diff erentiated. A “must” and a “can” use of each method can 
be defi ned. A recommendation for this is shown in Table 6.2 (on next pages). Th e use 
of “can” methods and the required level of detail are to be decided project specifi cally. 

Each project plan resulting from the use of a project management method is a model 
of the project and contributes to constructing the project reality. By developing vari-
ous project plans, it is possible to create a management complexity that is appropriate 
for dealing with the project complexity. Th e achieved level of detail of individual 
project plans contributes to this.

Project plans such as a work breakdown structure, a project organizaƟ on chart, or a 
project stakeholder analysis are project models and contribute to the construcƟ on of 
the project reality by the project organizaƟ on. By developing various project plans, it is 
possible to create an appropriate management complexity that corresponds to the 
complexity of the project.

Th e quality of the project plans can be optimized by a multi-method approach. Th e 
completeness of the project plans can be ensured by relating them to each other. 
So, for example, the results of a project stakeholder analysis are to be considered in 
work breakdown structuring and/or project cost planning. Project plans are therefore 
developed iteratively.

In the sub-process “Project starting”, the project team should develop detailed project 
plans based on the initial project plans created in project initiating. Th is allows the 
creativity of the team to be used and encourages the identifi cation of the project team 
members with the results. Preparatory work for the development can be performed by a 
smaller group of selected project team members. Effi  cient and goal-oriented teamwork 
can be ensured by using moderation techniques. Visualization techniques promote 
communication in project managing and support the documentation of the results.



106

PROJECT.PROGRAM.CHANGE6

Project plans are often understood as tools for documentation and for controlling. 
In fact, project plans are also tools for decision-making, leadership, and communica-
tion. Target group-specifi c project information can be designed and communicated 
through the appropriate use of information and communication technologies.

Methods for the sub-processes of project managing Small Project Project

Methods for project starting

Planning project objectives Must Must

Planning project strategies Can Can

Planning objects of consideration Can Can

Developing a work breakdown structure Must Must

Specifying a work package Can Can

Planning project milestones Must Must

Developing a project bar chart Can Must

Developing a project network (e.g.. CPM schedule) Can Can

Planning project resources Can Can

Planning a project budget Must Must

Planning project cash flows Can Can

Analyzing and planning project stakeholder relations Must Must

Analyzing project risks Can Must

Analyzing project scenarios Can Can

Developing alternative project plans Can Can

Performing a cost-benefit analysis Can Must

Developing a project assignment Must Must

Developing a project organization chart, listing project roles Must Must

Developing a project responsibility chart Can Can

Planning project communication formats Can Must

Defining project rules Can Must

Defining a project name Must Must

Developing a project logo Can Can

Agreeing a project specific incentive system Can Can

Planning project-related personnel development Can Can

 Table 6.2: Methods for Managing Small Projects and Projects (RecommendaƟ on)

(conƟ nues on next page)
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Chapters 9 to 12 describe the sub-processes of project managing and the methods 
listed above for the individual sub-processes.

Project Managing: Use of Checklists and Standard Project Plans

Th e effi  ciency of project managing can be increased by the use of checklists and stan-
dard project plans. Th e development and provision of checklists and standard project 
plans are also corporate governance tasks of the project-oriented organization. Th ese 
tasks can be performed, for example, by a PMO (Project Management Offi  ce).

For example, the following checklists can be used for project managing:

Methods for sub-processes of project managing Small Project Project

Methods for project coordinating

Keeping a to-do list Must Must

Developing minutes of meetings Must Must

Developing work package approval certificates Can Can

Methods for project controlling

Reporting the project status (e.g. project score card) Must Must

Analyzing the earned value Can Can

Developing a project trend analysis Can Can

Adapting project plans Must Must

Methods for project transforming or project repositioning

Planning ad-hoc measures and additional measures Must Must

Analyzing causes of a project discontinuity Must Must

Planning strategies to cope with a project discontinuity Must Must

Methods for project closing

Listing remaining tasks and tasks for the post-project phase Must Must

Adapting the project stakeholder analysis Can Can

Adapting the cost-benefit analysis Can Must

Developing the project closing report Must Must

Performing an exchange of experience workshop Can Can

Assessing members of the project organization Can Can

Approving a project Must Must

Table 6.2: Methods for Managing Small Projects and Projects (RecommendaƟ on) (cont.)
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> Checklist: Agenda of a project start workshop
> Checklist: Agenda of a project controlling workshop
> Checklist: Agenda of a project owner meeting
> Checklist: Table of contents of the project manual

In a project manual, it is necessary to distinguish between project management docu-
mentation and project results documentation.

Standard project plans can be used to manage repetitive projects. Standardization 
represents a tool for organizational learning and/or knowledge management for the 
project-oriented organization. Project plans that can be standardized are, for exam-
ple, work breakdown structures, work package specifi cations, objects of consideration 
plans, milestone lists, project organization charts, and project responsibility matrices. 
If standard project plans are used in a project, these are to be suitably adapted project 
specifi cally by the members of the project organization.

Project Managing: Use of Diff erent Project Communication Formats

In project managing, the communication formats individual meetings, project meet-
ings, and project workshops can be combined. As can be seen in Figure 6.3, project 
workshops have the highest resource requirements, but they are nevertheless recom-
mended to ensure project management quality.

low middle high

low

middle

high

Demand for
resources

Project
workshop

Quality of
project management

Project
meeting

Individual
meeting

Fig. 6.3: CommunicaƟ on formats in a project.



Business Process: Project Managing 

109

6

Diff erent communication formats can be combined in the individual sub-processes 
of project managing. By combining diff erent communication formats in project start-
ing, diff erent objectives are pursued. Th e objective of the project manager’s meetings 
with individual project team members is to provide basic information about the proj-
ect and to exchange mutual expectations about cooperation. Th is initial orientation 
provides a basis for participation in project meetings and the project start workshop.

A common communication format in project starting is the kick-off  meeting. Th e 
objective of a kick-off  meeting is for the project owner and the project manager to 
inform the project team about the project. Th is usually involves “one-way commu-
nication” for a period of two to three hours with little opportunity for interaction.

Th e objective of a project start workshop is for the project team to develop a common 
“big project picture”. Th e interaction between team members in the workshop makes a 
signifi cant contribution to project culture development. A project start workshop can 
last from one to three days and usually takes place in a moderated form outside the 
daily workplace. Th e number of participants in a project workshop should not exceed 
15 persons. Th e project team members should participate in the whole workshop. 

Representatives of project stakeholders can participate as guests in the workshop. At 
the end of the workshop, the main results should be presented to the project owner. In 
larger projects, it may be necessary to have several kick-off  meetings and project start 
workshops in diff erent locations with diff erent target groups.

Th e objectives of regular project meetings are the exchange of information between 
members of the project organization about the project status and agreement on the 
further approach. Th e objectives of regular project owner meetings are for the project 
manager to inform the project owner about the project status and to ensure strategic 
project decisions.

Project Managing: Design of the Project-Related Infrastructure

Professional project management requires the use of an appropriate infrastructure of 
information and communication technologies (ICT) as well as an appropriate offi  ce 
infrastructure.

Th e planning of the ICT infrastructure to be used in a project poses a particular 
challenge for virtual project organizations with project team members who work in 
diff erent locations. Th e use of common project management and offi  ce software must 
be ensured, and the required hardware has to be made available. Decisions have to be 
made about the use of appropriate communication tools such as project management 
portals, collaboration software, telephone conferencing, and video conferencing.



110

PROJECT.PROGRAM.CHANGE6

A project-specifi c offi  ce infrastructure is to be provided for holding project meetings, 
giving project presentations, and creating a work space for a possible Project Offi  ce.

Project Managing: Project-Specifi c Use of Project Management Consultants

Consulting can be provided not only for permanent, but also for temporary organi-
zations—that is, projects and programs. Consultants can be used to support content- 
related work as well as to support the management of a project.

In management consulting of a project, the project as a social system is the client 
of the consultant. It is also possible for individuals or teams to be clients of project- 
related consulting. Th e consulting of an individual (e.g., a project manager) or a team 
(e.g., a project team) is considered as “coaching”. 

Th rough project management consulting or project management coaching, the qual-
ity of the managing of a project is to be assured or improved. Th e use of a project 
management consultant or coach is particularly recommended in the project starting 
process. Th e use of an external expert can also be useful for dealing with a project 
discontinuity.

Th e decision about using a project management consultant or coach should be made 
jointly by the members of the project organization. Th e consulting role can either 
be carried out by a competent member of the project-oriented organization or by an 
external consultant (for more information, see Chapter 16).

 6.5 Project IniƟ aƟ ng and Project Managing: Values
Th e values of agility, resilience, and sustainable development described in Chapter 2 
are of increasing importance in management and also infl uence project initiating and 
project managing. Authors such as Radatz and Hanisch criticize “traditional” project 
management and say it is already dead.2,3 

Greater speed, more networking, and more mobility are called for; location inde-
pendence and simultaneity are required; self-organization through charisma, compe-
tence, dialog, and refl ection are success factors for projects. “Agile project manage-
ment” and collaboration with “digital natives” based on rough specifi cations instead 
of the use of project plans are proposed as alternatives.

In fact, it is the mechanistic project management approach which is being criticized. 
Th e authors are not familiar with the systemic project management approach. How-
ever, further development of management approaches is necessary because of the 
increasing complexity and dynamics of permanent and temporary organizations. It is 
2 See Radatz, S., 2013.
3 See Hanisch, R., 2013.
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possible to learn from agile methods, such as Scrum and design thinking (see Excur-
sus: Design Th inking).

Excursus: Design Thinking

The design-thinking approach is used to deal with complex problems—for example, for opƟ -
mizing exisƟ ng products or creaƟ ng new products, services, and processes. The objecƟ ve 
is to develop soluƟ ons that best serve the needs and wishes of users and to ensure their 
feasibility and marketability. Various principles and methods from the design world are used.

As with Scrum, design thinking is characterized by an iteraƟ ve approach, the involvement of 
stakeholders, the use of prototypes, and work in mulƟ disciplinary teams supported by visual-
izaƟ on techniques for value creaƟ on.

Lockwood defi nes design thinking as “a human centered innovaƟ on process that emphasizes 
observaƟ on, collaboraƟ on, fast learning, visualizaƟ on of ideas, rapid concept prototyping, 
and concurrent business analysis [. . .]”.4 

The basis for the applicaƟ on of a design-thinking approach is the process type depicted in 
Figure 6.4. This consists of six iteraƟ vely processed phases.

Understand Observe
Define a 
point of

view

Ideate & 
choose

solutions

Prototype 
& test Implement

Fig. 6.4: Design-thinking process.5

In the fi rst three phases, a comprehensive understanding of the problem is developed. Here 
primarily “human-centered” methods such as customer journey mapping, interviews, and 
observaƟ ons are used. In the following three phases, soluƟ ons for the previously defi ned prob-
lems are developed. The use of creaƟ ve methods for generaƟ ng ideas, such as brainstorming, 
change of perspecƟ ve, provocaƟ on, or visual suggesƟ on, as well as the early develop ment of 
prototypes and tesƟ ng with the involvement of users, are characterisƟ c.

Th e concepts of agility are important for project initiating and project managing. Ele-
ments of agile working forms can be used to design the processes “Project initiating” 
4  Lockwood, T., 2010, p. xi.
5  See Hasso PlaƩ ner InsƟ tut, 2017.
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and “Project managing”, even if, for example, Scrum is not used. For this, some of the 
rigid rules of Scrum have to be adapted. In particular, the implementation of fl exible 
iterations instead of “timeboxed” sprints must be enabled, the role of the product 
owner must be seen as part of the project organization, and fl exible part-time teams 
instead of full-time Scrum teams are to be used in projects.

Th e values of agility, resilience, and sustainability are considered in the values of 
the RGC management paradigm (see Chapter 2 and Figure 2.3 on page 22). Th e 
values of the RGC management paradigm are interpreted for project initiating and 
project managing as follows (see Fig. 6.5). Th is forms the basis for the systemic project 
management approach presented here.

> Contributing to the 
business value by a 
project

> Ensuring the business 
value by controlling the 
benefits realization

> Considering principles 
of sustainable 
development in project 
management

Sustainable business 
value as success 

criterion

> Perceiving the product 
owner as member of 
the project 
organization 

> Managing of and for 
stakeholders

> Designing an 
integrated project 
organization, 
integrating 
stakeholders in project 
managing

Context-orientation

> Defining, prioritizing 
solution requirements 
iteratively

> Structuring a project in 
a process-oriented 
manner

> Using agile methods

> Iterative project 
managing (initiating, 
starting, controlling, 
closing)

Iterative approach

> Describing a solution 
holistically, avoiding 
sub-optimizations

> Defining the content-
related and the social 
project boundaries 
holistically

Holistic definition of 
solutions and 
boundaries

> Promoting 
empowerment of the 
project team members, 
the project team and 
the project

> Ensuring resilience of 
project team members, 
the project team and 
the project

Empowerment and
resilience

> Performing stand-up 
meetings, reflections in 
a project

> Using scrum boards, 
project plans, project 
score cards etc. for 
project communication

Frequent, visually
supported

communication

> Using feedbacks and 
reflections for 
organizational and 
individual learning in a 
project

> Promoting learning of 
the project 

> Perceiving and 
managing changes of 
projects explicitly

Continuous and
discontinuous

learning

> Ensuring quick wins in 
a project

> Stopping an 
unsuccessful project in 
time

> Using project 
management methods 
efficiently and flexibly

Quick realization of
results and efficiency

 Fig. 6.5: InterpretaƟ on of the values of the RGC management 
paradigm for “Project iniƟ aƟ ng” and “Project managing”.

Holistic Defi nition of Solutions and Boundaries

Th e development of a holistic solution in a project requires a holistic defi nition of 
project boundaries. Taking a holistic view of a project means that all related conse-
quences of a project are considered when planning the project objectives and project 
structures. For example, a purely technical defi nition of the objectives of an IT project 
leads to suboptimal results. Usually IT projects must also consider the consequences 
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for the services of the organization, its business processes, its organizational structures 
and personnel structures, and possibly also its stakeholder relations.

A holistic approach to project management means that all project dimensions—that 
is, solution requirements, project objectives, project strategies, project scope, project 
organization, project contexts, etc., and all sub-processes of project management—
are considered.

Sustainable Business Value as a Success Criterion

Performing the planned project scope and staying within budget and schedule are not 
the only relevant factors for project success. Rather, what is striven for is the secur-
ing of sustainable business value for the organization by performing a project. Th e 
economic, ecological, and social consequences of an investment implemented by a 
project, but also its short-, medium-, and long-term consequences, as well as its local, 
regional, and global consequences are considered in this respect. Because projects are 
temporary by defi nition, they cannot themselves be sustainable. Th erefore, projects 
are to be perceived in the contexts of investments and medium-term organizational 
objectives. Th e project organization is responsible for contributing to securing sus-
tainable investment benefi ts—for example, by controlling benefi ts realization.

Th e principles of sustainable development also infl uence the business process “project 
managing” and its methods. So, for example, the objectives of project managing are 
diff erentiated into economic, ecological, and social objectives, and stakeholders can 
be involved in project managing. Sustainability principles can be considered in the 
application of project management methods—for example, in project objectives plan-
ning or project risk analysis.

Quick Realization of Results and Effi  ciency

Managers want quick project results. Quick realization of results means that stake-
holder expectations must be met not only by the fi nal solution achieved at the end 
of the project, but also by quickly realizable interim results. In project structuring, 
the quick wins realizable in a project can thus be defi ned in an optimization step. 
Another advantage of defi ning interim results and of project controlling by “mini-
mum viable products” is the possibility of terminating a possibly unsuccessful project 
at an early stage.

A rapid realization of project managing results can be achieved through the use of 
appropriate communication formats and project management methods. So, for exam-
ple, for small projects, the planning of project milestones may suffi  ce in place of more 
sophisticated scheduling methods such as applying bar charts or CPM (Critical Path 
Method) networks.
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In projects, however, not only should project managing be effi  cient and lean, but the 
business processes for developing solutions should be performed effi  ciently. In repet-
itive projects, standardized processes can often signifi cantly improve effi  ciency. Th e 
wheel should not be reinvented in the project every time . . .

Iterative Approach

One can use an iterative approach in projects, on the one hand for developing the solu-
tion, and on the other hand for project managing. Usually not all solution requirements 
can be defi ned in detail before the project begins. An iterative approach makes it pos-
sible to specify requirements during the performance of the project. Th e priori tization 
of requirements and the defi nition of new requirements as well as the fi nding of new 
ways to develop solutions all increase the fl exibility of projects and reduce the risks of 
projects. Th e quality of the solution can be increased by continuous improvements.

If appropriate, Scrum can be used for individual phases of a project. However, an iter-
ative approach is also useful even when agile methods are not used. Flexible iterations 
can be used in projects instead of formal sprints. Also, it is possible to use only a few 
iterations instead of the at least eight to ten sprints required by Scrum. Iterations can 
also have diff erent durations, which is an adaptation of fi xed “timeboxed” sprints.

An iterative approach is also used in project management: Initial project planning is 
performed in project initiating, detailed project plans are developed in project start-
ing, and the project plans are adapted and further developed in project controlling. 
Th is iterative approach enables realistic project planning.

Context Orientation

Context orientation in a project means that, to ensure the success of the project, 
consideration is given to the pre-project and post-project phases, to the planning of 
relations with other projects implemented at the same time, to project stakeholders, 
to the realization of the objectives of the investment implemented by the project, and 
to the objectives of the organization carrying out the project.

Stakeholder orientation in a project means that project stakeholders are identifi ed and 
relations with them are explicitly managed. Representatives of project stake holders 
can be involved in project managing. “Management for stakeholders” is encour-
aged—that is, the interests of the stakeholders are considered as far as possible, even 
if these stakeholders cannot directly infl uence the success of the project.

Th e interests of the “product owner” regarding the fulfi llment of business require-
ments and solution requirements are realized by the project. Th e role of the product 
owner is defi ned and integrated into the project organization. Product-owner interests 
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can be realized on the one hand by the project owner, and on the other by project 
team members and project personnel. In this way, a sustainable solution in line with 
market requirements should be achieved.

Continuous and Discontinuous Learning

Th e process of project implementation is dynamic. Th e complexity and dynamics of 
projects necessitate continuous learning, but sometimes also discontinuous learning. 
Learning by members of the project organization as well as by the project as a tem-
porary organization is to be encouraged in order to enable innovation and to assure 
competitive advantages. Including feedback and refl ections as elements of the project 
culture promotes individual and organizational learning.

For the management of formal changes of projects—namely, for the further development, 
transformation, or repositioning of projects—change management methods can be used.

Frequent, Visually Supported Communication

Th e complexity and dynamics of a project necessitate frequent interactions between 
members of the project organization as well as communications with representatives 
of project stakeholders. Leadership in projects is characterized by a high need for 
communication.

In order to defi ne and prioritize requirements for the intended solutions, to process 
feedback, and to make decisions, diff erent communication formats are to be used 
in projects. In addition to the usual formats such as project workshops or project 
team meetings, stand-up meetings, and formal project refl ections can also be con-
ducted. Project boards, project plans, project scorecards, etc. can be used as visualiza-
tion tools. An appropriate ICT and offi  ce infrastructure for projects supports project 
communication.

Empowerment and Resilience

Empowerment can take place at the level of the project, the project team, or the sub-
team, but also at the level of the individual project team member. Empowerment 
means that members of the project organization are given responsibility and assume 
responsibility for themselves. Th is decentralization of project responsibility requires 
ongoing development of the project personnel, as well as trust and clear rules in 
projects. Team orientation is called for in projects, instead of hierarchical structures.

Project resilience requires project cultures which are ready to learn, fault tolerant, 
but also prepared for confrontation. Th e resilience of projects can be promoted by 
agile and fl exible structures, as well as by redundant structures. Redundancy results, 
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for example, from the use of members of the project organization with overlapping 
qualifi cations, or from the use of diff erent cooperation partners for similar tasks. Th e 
robustness and resilience of projects can also be promoted by participation in formal 
and informal networks such as networks of projects.

Values determine the objecƟ ves pursued in project iniƟ aƟ ng and project managing, 
the tasks to be performed and the methods to be used in these processes, as well as 
the roles to be fulfi lled.

6.6 Managing Diff erent Project Types
Project types can be distinguished by industry, location, content, phase in the invest-
ment life cycle, degree of repetition, duration, and relation to business processes.

Th e diff erentiation of projects into diff erent project types (see Table 6.3) makes it pos-
sible to analyze specifi c challenges and opportunities for managing each type of project.

Table 6.3: Diff erenƟ aƟ on of Project Types

Differentiation criterion Project type

Industry Construction, engineering, IT, pharmaceutical, 
NPO, etc.

Location National, international

Content
Customer relation, products and markets, 
infrastructure, personnel, organization 

Phase in the investment life cycle
Study, conception, realization, relaunch or 
maintenance

Degree of repetition Unique, repetitive
Customer Internal customer, external customer
Project duration Short, medium and long term
Performed business process Primary, secondary and tertiary process

In the case of diff erentiation of projects by industry, one can diff erentiate between 
construction projects, engineering projects, IT projects, pharmaceutical projects, etc. 
Project team members need specifi c technological and market knowledge for projects 
of diff erent industries. It is possible to develop industry-specifi c project management 
roles (e.g., IT project manager).

Regarding the location of a project, a distinction can be made between domestic and 
foreign projects. Specifi c personnel and organizational requirements must be fulfi lled 
for foreign projects. On the one hand, the mobility of project team members and 
their knowledge of foreign languages must be ensured. On the other hand, foreign- 
language project documentation must be produced, and diff erent national cultures in 
the project team and possibly also diff erent time zones must be considered.
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In the case of diff erentiation according to content, projects can be diff erentiated into 
contracting projects, product development and marketing projects, infrastructure 
projects, personnel projects, and organizational projects. For projects with diff erent 
content, in addition to diff erent project team member competencies, diff erent project 
cultures can be required. Th us, for example, contracting projects are characterized 
by a higher commitment to objectives than organizational development projects. 
Further more, specifi c project phases can be defi ned for each project type, and stan-
dard project plans can be developed.

With regard to the phase in the life cycle of the investment for which a project is 
carried out, it is possible to diff erentiate between conceptual and implementation 
projects. In order to reduce the risk of unsuccessful investments and to optimize the 
quality of investment decisions, it is advisable—for example, before implementing 
a new IT system, establishing a new training program, or building a new industrial 
facility—to develop a concept. Th e process of developing a concept can itself be so 
complex and strategically signifi cant that it is advisable to carry it out in the form of 
a project. Conceptual projects are characterized by a high need for creativity, project 
marketing, and openness with regard to content. If the decision makers decide in 
favor of implementation at the end of the conceptual project, a project chain is created 
by the conceptual project and the implementation project.

Regarding the repetition rate, one can distinguish between real unique projects and 
repetitive projects. Obtaining a quality certifi cate for the fi rst time, for example, is 
a unique project for every company. Th e performing of a contracting project by a 
construction company represents a repetitive project, since the same processes (engi-
neering, procuring, setting up the site, constructing, etc.) are always fulfi lled for all 
contracting projects. Nevertheless, it is advisable to fulfi ll (socially) complex contracts 
(with new customers, partly new suppliers, or partners, etc.) in the form of a project.

For repetitive projects, in contrast to unique projects, some project management 
methods (e.g., work breakdown structure, milestone plan, work package specifi ca-
tions) can be standardized. For repetitive projects, less creativity is required than for 
unique projects. Th e use of creativity techniques and the use of multidisciplinary 
teams for innovative problem solving are primarily necessary for unique projects. In 
repetitive projects, however, there is a risk that the project performance will obtain 
a routine character, that standard project plans will not be questioned, and that no 
project autonomy will be enabled.

Pilot projects are a special form of unique projects. On the basis of the assumption 
that repetitive projects with similar objectives will be implemented after the perfor-
mance of a pilot project, organizational and individual learning are explicit objectives 
of pilot projects. Th e organization of learning about the technology used; the market 
conditions, etc., will therefore be part of the project content.
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Diff erentiation into internal and external projects is on the basis of diff erent customers. 
In external projects (contracting projects), a customer orders an organization to pro-
vide a service for a fee. Th e objective of an internal project, on the other hand, is to 
solve an internal problem for an internal customer.

Only complex contracts are to be implemented by projects. For less complex contracts 
of smaller scope (e.g., deliveries of machines, provision of personnel, technical plan-
ning, etc.), the use of project management is not necessary (see Fig. 6.6).

 
Product developing  - 

 Joint Venture - 
 etc

 Providing personnel
 Assisting technically
 etc. 

Comprehensive, 
relatively unique 
contracts 

Contracts Projects 

Fig. 6.6: RelaƟ on between contracts and projects.

All projects are internal projects except the processing of contracts of large scope. For 
external projects, there is usually a greater degree of clarity about project objectives than 
for internal projects, as a result of the extensive preparatory work performed as part of 
the tendering processes. However, this diff erence should become less signifi cant in the 
future through more frequent implementation of conceptual projects. As regards the 
setting of priorities, preference is generally given to external projects. Th is is despite the 
fact that internal projects usually have more strategic importance than external projects.

As regards duration, it is possible to diff erentiate between short-term and medium- 
term projects. Since no project should last less than three months or longer than twelve 
months, projects with a duration of three to six months are defi ned as short-term, 
and those with a duration of seven to twelve months are defi ned as medium-term. 
Exceptions to this rule are projects for the implementation of infrastructure invest-
ments, such as buildings, factories, etc., which last longer than twelve months. Th e 
project starting and project closing of short-term and medium-term projects are to 
be performed as quickly as possible, and the frequency of project controlling is to be 
kept low. Th e possibility of changes in the project team has to be taken into account 
in long-term infrastructure projects, and provisions must be made for changes in the 
project in the case of possible technological advances and new legal provisions.

With regard to business processes performed by an organization, projects can be diff er-
entiated into projects for performing primary, secondary, and tertiary processes. Proj-
ects for performing primary processes are tendering projects and contracting projects. 
Projects for performing secondary processes are, for example, product develop ment 
projects or advertising campaign projects. Projects for performing tertiary processes 
are, for example, reorganization projects or IT projects.
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In various industries (e.g., construction, engineering, IT), projects were in the past 
primarily defi ned for performing primary processes. It is only in recent years that a 
more general project orientation and the use of projects for performing secondary and 
tertiary processes can be observed.

 6.7 Project Managing: Benefi ts
Th e benefi ts of project managing are basically to enable projects to be performed effi  -
ciently and to ensure the quality of the project results. Without appropriate manage ment, 
projects cannot be carried out at all or only very ineffi  ciently because of their complexity 
and dynamics. Th e results of projects are not only the solutions developed, but also their 
contributions to a sustainable business value of the project-oriented organization.

In detail, the following benefi ts of project managing can be seen:

> ensuring competitive advantages through the design of appropriate project organi -
zations and professional project planning,

> ensuring short project durations and low project costs—for example, by avoiding 
potential penalty payments and by optimizing interest income and interest costs,

> ensuring individual and organizational learning through refl ections in the project,
> creating transparency through realistic project plans and consistent reports,
> providing clarity about the project status and providing a basis for management 

decisions,
> fulfi lling stakeholder expectations and ensuring the acceptance of project results 

through appropriate stakeholder communications and involvement of stakeholders,
> contributing to the optimization of the benefi t-cost diff erence of the investment 

implemented by a project, and
> providing the necessary information for professional project portfolio management.

Th e benefi ts of professional project managing also include the avoidance of funda-
mental errors, such as unclear defi nitions of project objectives, lack of information 
about risks, unclear understanding of roles, etc.

Th e dangers of an inappropriate use of projects and project management lie in an 
infl ationary and undiff erentiated use of the term “project” and unrealistic expecta-
tions regarding the integration function of project managing. If the term “project” 
is used for everything that is relatively unique and time limited, and if no clear dis-
tinction is made between a non-project, a project, and a program, then there will be 
“projects” for which project management is not useful. Moreover, attempts may be 
made to manage programs (not identifi ed as such) as projects. Th e integrative func-
tions required for a program cannot be fulfi lled by project management. Both of these 
situations are dysfunctional and impede the acceptance of project management.

Sometimes it is also expected that functions of the permanent organization, such as 
ongoing technological development or continuous development of personnel, will also 
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be fulfi lled by the performed projects. Th ese expectations usually are unrealistic. Proj-
ect managing is no substitute for weak management of the permanent organization.
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7  Project OrganizaƟ on and Project Culture

Th e design of project organizations acquires particular importance as a result of per-
ceiving projects as temporary organizations. Specifi c project organizations have to be 
designed for the specifi c business processes to be performed. Th is should secure com-
petitive advantages for the project-oriented organization. Project organizations are 
designed during project starting, adapted as necessary during project controlling, and 
dissolved during project closing. Organizational tasks must therefore be performed in 
all sub-processes of project managing (see overview below).

Th e objects of consideration in designing project organizations are the structural project 
organization and the process organization of projects. Th e elements of the structural organi-
zation are project roles and relations between these roles. Th ese can be represented in 
project organization charts. Traditional and systemic organizational models for projects 
are presented. Methods for the application of these models are described in Chapter 9.

Th e process organization of projects is not discussed in this chapter. Th e elements of 
the process organization are the business processes and the methods and communica-
tion formats used in projects. It is possible to distinguish between content-related busi-
ness processes to be performed in projects and the business process “Project managing”. 
Since content-related business processes are diff erent for each type of project, they can-
not be dealt with here. Th e business process “Project managing”, which is common to 
all types of projects, is dealt with in Chapter 6, while the sub-processes of project man-
aging and specifi c methods for their performance are described in Chapters 9 to 12.

As a temporary organization, a project has a project-specifi c culture. Th e project culture 
can be observed in the behavior of the members of the project organization as well as by 
looking at the methods and artifacts used in the project. Symbolic project manage ment 
supports the development of a project-specifi c culture. Th e establishment of project- 
specifi c values and rules in projects can be supported by symbolic management.

Project coordinating

Project 
assigned

Project 
approved

Project 
starting

Project 
closing

Project
transforming,
repositioning

Project
controlling

Overview: Designing the project organizaƟ on and developing a project-specifi c 
culture as tasks in the business process “Project managing”.
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 7.1 Project Roles
In project-oriented organizations, in addition to the roles of the permanent organiza-
tion—for example, managing director, head of department, or expert pool manager—
there are also project roles. As in the permanent organization, it is possible to diff er-
entiate between individual roles performed by individuals and team roles performed 
by teams. Project-specifi c individual roles are project owner, project manager, project 
team member, and project contributor. Project-related team roles are project owner 
team, project team, and sub-team.

Sociologically, the term “role” is defi ned as a set of expectations, values, and behaviors. 
Expectations of roles exist before “social actors” are assigned to these roles. Roles are 
thus independent of people, but people can infl uence roles by their specifi c interpre-
tation of a role.

A project role can be described by specifying its objectives, its organizational position, 
its tasks, and its decision-making authority. Project roles must be described relation-
ally—that is, taking into account the relations between roles. Th is creates clarity 
about cooperation in the project and the social boundaries of the project.

Project roles can generally be documented in role descriptions and have to be adapted 
project specifi cally, if required. Basic descriptions of project roles are given below.

7.1.1  Individual Roles in Projects

Role: Project Owner

Th e success of a project is extremely dependent on the professional fulfi llment of the 
role “Project owner”.

Th e project owner assigns the project to the project manager and the project team 
in the business process “Project initiating” and relieves them in project closing. Th e 
project owner provides contextual information, makes strategic project decisions, and 
gives feedback to the project manager and the project team. One of the main tasks 
of the project owner is to lead the project manager. Th e project manager has a right 
to be led. 

Th e project owner is responsible for the application of the governance structures of 
the project-oriented company for project managing. He or she thus bears the respon-
sibility for ensuring management quality in the project. Th e project owner also con-
tributes signifi cantly to project marketing. Th e project owner can communicate the 
objectives and the strategic signifi cance of a project to the project stakeholders in a 
particularly authentic way.
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Appropriate competencies are necessary to perform the tasks of a project owner. In 
addition to competencies regarding the organization performing the project and spe-
cial competencies with regard to project content, a strategic orientation, social com-
petence, and project management competence are also necessary. Although project 
owners do not have to be able to develop project plans themselves, they should be able 
to assess their completeness and formal correctness. Most of all, they should be able to 
use project plans as communication tools. Th e role project owner is to be performed 
actively. Depending on the complexity of the project, performing the tasks of the 
project owner may take up half a day per week.

Th e integration of a project into the project-oriented organization and the manage-
ment attention that a project receives depends primarily on the person assigned to the 
project owner role. If the role is not appropriately fi lled, he or she will not be able to 
give the project enough support or will show little interest in the project.

Th e fi lling of the role is dependent on the project scope. Th e larger the scope, the 
more organizational units are involved in the project. Th e person chosen as a project 
owner should be hierarchically positioned in such a way that he or she covers several, 
but not necessarily all, of these organizational units. 

In principle, project owners should be recruited from the “lowest” possible hierarchi-
cal level. Th is makes it possible to expand the pool of possible project owners in the 
project-oriented organization and assures the availability of the person performing 
the project owner role for the project.

Key characteristics of the project owner role are shown in Table 7.1. A general descrip-
tion of the role is given in Table 7.2.

Table 7.1: CharacterisƟ cs of the Role “Project Owner”

Characteristics of the role: Project Owner

Name > Project owner, project steering committee, project sponsor, project 
supervisor, etc.

Relevance for the 
project success

> Very high
> Mostly not perceived in practice accordingly

Number of persons
> 1 in small projects
> 2 to maximum 3 in projects
> Of the same or of different hierarchial levels

Competences

> Knowledge of the business, the industry
> Project management competence
> Strategical-orientation
> Social competence

Recruitment > Managers from the business units, most interested in the project 
results
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Role: Project Manager

Th e project manager is the central integrating role in a project. Th e project manager 
is the contact person for members of the project organization and representatives of 

Role: Project Owner

Objectives

> Interests of the company represented in the project
> Project manager and project team assigned
> Project manager directed
> Project team supported
> Application of project management governance rules assured

Non-objectives > Operative project management performed

Organizational position
> Part of the project organization
> Project manager reports the project owner

Tasks in project starting

> Selecting a project manager and essential project team members
> Assuring allocation of resources
> Agreeing on the project objectives with the project team
> Contributing to the construction of the project context
> Contributing to the initial project marketing

Tasks in project coordinating
> Communicating with representatives of project stakeholders
> Performing project marketing

Tasks in project controlling

> Taking strategic decisions
> Performing strategic project controlling
> Informing about the project context
> Assuring allocation of resources
> Performing project owner meetings
> Contributing to project marketing
> Promoting the learning of the project

Tasks in project transforming 
and project repositioning

> Assigning the project transforming or project repositioning (if required)
> Taking decisions about strategies and measures
> Contributing to project transforming and project repositioning
> Contributing to the implementation of measures and to monitoring
> Closing project transforming or project repositioning

Tasks in project closing

> Assuring appropriate structures for the post-project phase
> Assessing the project results, the performance of the project manager

and of the project team
> Assuring know-how transfer into the permanent organization
> Approving the project formally

Formal decision-making 
authority

> Selecting the project manager and important project team members
> Changing project objectives
> Taking purchasing decisions over € ...
> Assigning a required project transforming or project repositioning
> Stopping a project
> Approving a project

 Table 7.2: DescripƟ on of the Role “Project Owner”
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project stakeholders. Th e project manager “drives” the project forward and ensures 
progress and the achievement of the project objectives.

A project must be started, continuously coordinated, controlled, and closed. A project 
may also have to be transformed or repositioned. It is the task of the project manager to 
design these sub-processes of project managing. Appropriate communication formats 
must be selected, project management methods must be used, and appropriate ICT must 
be used. Th e project manager is responsible for the professional management of a project.

In project managing, the project manager cooperates with members of the project team 
and with the project owner. Th e project manager is therefore not solely responsible for 
the project success, but shares this responsibility with the project owner and the project 
team. Th e fulfi llment of the tasks of project managing by the project manager is a service 
provided to the project. Th e role is therefore not to be perceived as a position of power.

Th e core competency for fulfi lling the project manager role is project management. 
A project manager also needs social competence, competencies with regard to the 
organization performing the project and the project content, and—in international 
projects—language skills and inter-cultural skills.

Th e role “Project manager” can be fulfi lled in addition to other roles in the permanent 
organization. If project managers are considered in an organization as its own profes-
sion, project managers can belong to an expert pool of project managers from which 
they can be recruited (see Chapter 15).

Th e key characteristics of the project manager role are shown in Table 7.3. A general 
description of the role is given in Table 7.4.

Table 7.3: CharacterisƟ cs of the Role “Project Manager”

Characteristics of the role: Project Manager

Name > Project manager, project leader, project coordinator, etc.

Relevance for the 
project success

> Very high
> In practice often left alone

Number of 
persons

> Always just one person 
> In practice sometimes two persons (e.g. technical and 

commercial project manager)

Competences

> Project management competence
> Social competence
> Knowledge of the project-oriented company, of the business and 

the relevant products

Recruitment
> From the permanent organization
> From a project management expert pool 
> From the external personnel market
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Role: Project Manager

Objectives

> Project interests represented
> Realization of the project objectives assured
> Project team and the project contributors directed
> Project represented to relevant project stakeholders

Non-objectives > Contents work performed

Organizational position
> Reports to the project owner
> Is part of the project team

Tasks in project starting

> Designing the project starting with project team members
> Transferring know-how from the pre-project phase into the project along with

the project team members and the project owner
> Agreeing project objectives with project team members
> Developing project plans with project team members
> Performing project team building
> Performing initial project marketing with project team members
> Developing the project management documentation Project starting“ 

Tasks in project coordinating

> Allocating project resources for work packages with project team members
> Accepting work packages
> Attending to sup-team meetings
> Communicating with representatives of project stakeholders
> Performing project marketing constantly

Tasks in project controlling

> Performing project controlling with project team members
> Determining the project status with project team members
> Agreeing and implementing directive measures with project team members
> Further developing project plans with project team members
> Redefining project objectives with project team members
> Developing project status reports with project team members
> Performing project marketing measures with project team members

Tasks in project transforming 
and project repositioning

> Suggesting project transforming or project repositioning to the project owner 
(if required)

> Designing project transforming or project repositioning with project owner
> Contributing to project transforming or project repositioning 

Tasks in project closing

> Designing project closing with project team members
> Planning the post-project phase
> Transferring know-how into the permanent organization along with project team 

members and representatives of the permanent organization
> Developing the project closing report
> Performing a final project marketing along with project team members
> Performing an emotional closing of the project with project team members

Formal decision-making 
authority

> Organizing project owner meetings and project team meetings
> Taking purchasing decisions up to € . . .
> Selecting project team members

Table 7.4: DescripƟ on of the Role “Project Manager”
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Roles: Project Team Member and Project Contributor

Diff erentiating between a project team member and a project contributor makes 
it possible to diff erentiate their responsibility for the project success and their par-
ticipation in project managing. Project team members are responsible for fulfi lling 
individual work packages, but they also assume responsibility for project success 
through member ship in the project team, contributing to project managing, and 
being responsible for project marketing. Project team members participate in proj-
ect meetings and communicate the project objectives and their results to project 
stakeholders.

Project contributors, on the other hand, primarily focus on the fulfi llment of content- 
related work. Appropriate expert skills are required for both roles. A project team 
member also requires project management skills and social competence. Project team 
member and project contributor are generic roles, which must be defi ned in detail 
project specifi cally by specifying the content-related tasks to be fulfi lled. Th e roles 
also require project-specifi c names. Examples are the role names “Project team mem-
ber: Developer” and “Project contributor: Tester”.

Project team members and project contributors are mainly recruited from within the 
organization performing a project. In the case of integrated project organizations, 
representatives of partners, suppliers, etc. also are considered as project team members 
or project contributors.

Key characteristics of the roles project team member and project contributor are shown 
in Table 7.5. General descriptions of the roles are given in Tables 7.6 (page 130) and 
7.7 (page 131).

Further project roles must be defi ned depending on the approach used for managing 
requirements. Possible project roles for managing requirements are described in the 
Excursus: Project Roles for Managing Requirements.

Excursus: Project Roles for Managing Requirements

A requirements manager1 can be appointed as a specifi c project team member for managing 
requirements in a project (see Chapter 4). The tasks of the requirements manager depend 
on the approach for requirements managing (sequenƟ al or iteraƟ ve) used in the project. In a 
sequenƟ al approach, the requirements manager handles any desired changes to the soluƟ on 
requirements—so-called “change requests”, supports future users in tesƟ ng soluƟ ons, and 
possibly supports the project manager in the acceptance of work packages.

1  The role “requirements manager” is also referred to in pracƟ ce as “business analyst” and “requirements 
engineer”.
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Characteristics of the role: Project Team Member

Name > Project team manager, project expert, etc.

Relevance for the 
project success

> High, because there is no good quality of results without content 
experts

Number of persons > One

Competences > Competences for the content work, project management and social 
competence

Recruitment > Organization-internally

Characteristics of the role: Project Contributor

Name > Project contributor; expert, etc.

Relevance for the 
project success

> High, because there is no good quality of results without content 
experts

Number of persons > One

Competences
> Competences for the content work
> Some project management competence

Recruitment > Organization-internally

In an iteraƟ ve approach, the product owner performs the demand analysis, the iniƟ al iden-
Ɵ fi caƟ on, defi niƟ on and prioriƟ zaƟ on of requirements, and the approval of Minimum Viable 
Products (MVP). The mulƟ disciplinary development team agrees on the soluƟ on require-
ments with the product owner.

Project role canvases are an alternative to role descriptions in list form. An example of 
this form of representation is given in Figure 7.1 (on page 131).

 7.1.2 Team Roles in Projects

Role: Project Owner Team

Th e role project owner can be fulfi lled not only as an individual role, but also as a 
team role. If several people are owners of a project, they form a project owner team. 
In practice, the terms “steering committee”, “project sponsoring team”, or “project 
supervisors” are also used.

Table 7.5: CharacterisƟ cs of the Roles “Project Team Member” and “Project Contributor”
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Role: Project Team Member

Objectives

> Project interests represented
> Contributed to the realization of the project objectives
> Possibly: Project contributors directed in sub-teams
> Project company-internal and external represented
> Qualitatively and quantitatively adequate results of work packages delivered
> Contributed to project managing

Non-objectives > Worked as content expert only

Organizational position

> Reports to the project manager
> Is part of the project organization
> Possibly: Reports to the line manager in the permanent organization
> Possibly: Project contributor reports to the project team member

Tasks in project starting

> Performing project starting along with the project manager
> Contributing to the know-how transfer from pre-project phase into the project
> Agreeing project objectives along with the project manager
> Developing project plans along with the project manager
> Contributing to project team building
> Contributing to the initial project marketing
> Contributing to the development of the project management documentation “Project 

starting“

Tasks in project coordinating

> Contributing to the allocating of project resources for work packages
> Contributing to acceptance of work packages
> Attending sub-team meetings
> Communicating with representatives of project stakeholders in accordance with the

project manager
> Contributing to project marketing

Tasks in project controlling

> Performing project controlling along with the project manager
> Determining the project status along with the project manager
> Agreeing and implementing directive measures along with the project manager
> Contributing to the further development of project plans
> Redefining project objectives along with the project manager
> Contributing to the development of project status reports
> Contributing to project marketing

Tasks in project transforming 
and project repositioning > Contributing to project transforming or project repositioning (if required)

Tasks in project closing

> Performing project closing along with the project manager
> Transferring know-how into the permanent organization along with the project manager

and representatives of the permanent organization
> Contributing to the project closing report
> Performing a final project marketing along with the project manager
> Performing an emotional closing of the project along with the project manager

Formal decision-making
authority

> Taking decisions regarding the approach of performing delegated work packages
> Taking decisions to assure the quality of delegated work packages
> Possibly: Assigning project contributors in a sub-team for performing work packages
> Possibly: Coordinating project contributors in sub-teams

 Table 7.6: DescripƟ on of the Role “Project Team Member”
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 Table 7.7: DescripƟ on of the Role “Project Contributor”

Role: Project Contributor

Objectives
> To the realization of the project objectives contributed
> Qualitatively and quantitatively adequate results of work packages delivered

Non-objectives
> Project team meetings attended
> Project marketing performed

Organizational position
> Is assigned by the project manager and reports to the project manager or a

coordinating project team member
> Is part of the project organization

Tasks in project starting > Agreeing project objectives along with the project manager or the 
coordinating project team member 

Tasks in project controlling

> Attending sub-team meetings, if required
> Attending project team meetings as a guest (if required)
> Reporting the work progress regularly to the project manager or the coordinating

project team member
Tasks in project 
transforming and project 
repositioning

> Contributing to project transforming or project repositioning (if required)

Tasks in project closing
> Contributing to project closing
> Contributing to the know-how transfer into the permanent organization

Formal decision-making 
authority

> Taking decisions regarding the approach of performing delegated work packages
> Taking decisions to assure the quality of delegated work packages

Role Model Canvas Role

Responsibilities 
and decisions

No Objectives and 
mission

Tools Primary tasks

Indications

Support Information transfer

 Fig. 7.1: Canvas for describing project roles1

1 See BoƩ a, C., 2016.

Th e term “team” best expresses the understanding necessary for the fulfi llment of 
the role—namely, bearing joint responsibility for the project, jointly representing the 
project both internally and externally, using the synergies of the owner team, etc. If, 
however, the members of a “steering committee” primarily represent the interests of 
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their respective areas in the permanent line organization and do not assume joint 
project responsibility, this team role creates confl icts rather than benefi ts. Th e project 
owner role is a leadership role in the project-oriented organization. Project owners, 
either individually or as a team, must not represent their respective interests in a proj-
ect, but the interests of the organization as a whole.

A project owner team should not include more than two or three people. In any case, 
a team speaker must be nominated as the primary contact person for the project 
manager in order to enable quick decisions. If there are larger project owner teams, 
possibly with members from higher hierarchical levels, the necessary intensity of 
communication is not assured, team members are often absent when strategic project 
decisions are made, and, above all, project responsibility is too broadly distributed. 
Nobody really feels responsible, and project commitment is lost.

Committees, however they are named, including managers from diff erent organiza-
tional units who are mainly used to inform the employees in these units and who may 
support a project in an advisory capacity, can be benefi cial for projects. Th ey should 
not, however, be confused with the strategically important role of project owner.

Th e role description of the project owner team is the same as the description shown 
in Table 7.2 (page 125).

Roles: Project Team and Project Sub-Team

Th e project team and a project sub-team are also project roles. Th e expectations of 
the project team diff er fundamentally from those of a project team member, and the 
expectations of a project sub-team also diff er from those of a sub-team member. Only 
by diff erentiating between team and team member can the signifi cance of teamwork, 
as well as the need to create competencies for teamwork, be understood.

Th e benefi t of the project team is the creation of added value through teamwork. Like-
wise, the benefi t of a project sub-team is in the creation of integrated work package 
results through teamwork. Sub-teams are needed when the scope of work packages 
is so large that a single project team member can no longer cope with them and the 
cooperation of several experts is necessary. Sub-teams are not to be seen as relatively 
separate “sub-projects” but represent integrated parts of the project.

Th e project team has to fulfi ll project managing tasks. Th e responsibility of the project 
team is to ensure professional project managing and high-quality project results. Th e 
project team does not fulfi ll any content-related work but integrates the results. Th e tasks 
of a sub-team are to carry out project work and to coordinate this work in the sub-team.

Th e project team consists of the project manager and the project team members. 
Project teams can consist of a minimum of three and a maximum of 10–15 people. A 
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sub-team of a project is composed of several project contributors and a project team 
member who coordinates the sub-team and represents it in the project team.

Not only the individual project team members and sub-team members, but also the 
respective overall teams, require competencies for teamwork. Th e development of 
team competencies is a project managing task.

Key characteristics of the roles project team and project sub-team are shown in Table 7.8. 
General descriptions of the roles are given in Tables 7.9 (page 134) and 7.10 (page 135).

Table 7.8: CharacterisƟ cs of the Roles “Project Team” and “Project Sub-Team”

Characteristics of the role: Project Manager

Name > Project manager, project leader, project coordinator, etc.

Relevance for the 
project success

> Very high
> In practice often left alone

Number of 
persons

> Always just one person 
> In practice sometimes two persons (e.g. technical and 

commercial project manager)

Competences

> Project management competence
> Social competence
> Knowledge of the project-oriented company, of the business and 

the relevant products

Recruitment
> From the permanent organization
> From a project management expert pool 
> From the external personnel market

7.1.3 Role Confl icts in Projects
Th e strong organizational diff erentiation in projects can lead to role confl icts. A con-
fl ict within a role, a so-called “intra-role confl ict”, occurs when two or more holders of 
expectations have inconsistent expectations of a role. So, for example, the customer’s 
expectation that the project manager will further the customer’s interests may be in 
confl ict with the project owner’s expectation that the project manager will further the 
organization’s interests. 

Figure 7.2 (page 136) shows an example of an intra-role confl ict of the project owner. In 
this example, the results-related expectations are the same for all holders of expectations, 
but the process-related expectations diff er signifi cantly. Here the members of the project 
owner team expect not to have to do too much work in the project, while retaining the 
ability to intervene continuously and to alter project decisions.

Intra-role confl icts are common and are often structurally determined. One speaks of 
the “sandwich situation” of the manager. It is the responsibility of the role holder to 
deal with the diff erent expectations of a role.
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If multiple roles are held simultaneously by one person (see Fig. 7.3, page 137), inter-
role confl icts can occur. Th ese result from an incompatibility between expectations of 
simultaneously performed roles—for example, from high resource demands.

Th e simultaneous performance of multiple roles can also lead to opportunities for 
integration. It is therefore common, especially in small and medium-sized projects, 
for a person to hold the project manager role as well as the project team member role. 
A combination of the project manager role with other roles in a project is possible, 

Role: Project Team

Objectives

> Project managing tasks performed
> Common Big Project Picture“ developed
> Synergies assured
> Committment created
> Conflicts solved
> Learning of the project organized 

Non-objectives > Content work performed (this is done in the sub-teams and by the individual
project team members and project contributors)

Organizational position
> Is part of the project organization
> Members are the project manager and the project team members
> Is assigned by the project owner

Tasks in project 
starting

> Informing each other in the project team
> Taking common decisions regarding the design of the project organization and

regarding project planning
> Taking common decisions regarding the design of the project context relations
> Agreeing common project rules 

Tasks in project 
controlling

> Determining project status together
> Redefining and redeveloping project objectives, schedules, costs  etc. together
> Adapting the project organization and project context relations together
> Performing project marketing measures together 

Tasks in project 
transforming and 
project repositioning

> Contributing to a proposal for project transforming or project repositioning
> Designing the process for coping with a project discontinuity together
> Defining ad-hoc measures together
> Developing a cause-analysis together
> Developing alternative strategies together
> Performing directive measures and monitoring the results together
> Closing project discontinuities together with the project owner team

Tasks in project closing

> Performing the project closing process together 
> Planning the post-project phase together
> Transferring know-how into the permanent organization together
> Performing a communal final project marketing
> Performing an emotional closing of the project

Formal decision-
making authority > Taking decisions regarding the approach in the project team

 Table 7.9: DescripƟ on of the Role “Project Team”
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but requires the person to have the corresponding competencies, and requires a good 
organizational understanding of all parties involved.

Rules for the performing of multiple roles by a single person in a project are shown 
in Table 7.11.

In order to ensure appropriate attention for the individual roles, the number of diff er-
ent project roles that a person can hold in a project-oriented organization is limited. 
For example, no one should manage more than two to three projects at the same time. 
Table 7.12 summarizes ratios in this regard. Th ese are dependent on project size and 
are therefore to be understood as maximum values.

 7.2 Project OrganizaƟ on Charts
A project organization chart is a model for the representation of organizational proj-
ect structures. It serves to present project roles, relations between these roles, and 
hierarchical structures.

Project organization charts are illustrations of the organizational structure of a project 
at a defi nite point in time. In addition to the project roles and the relations between 
these roles, the names of the holders of project roles can also be made visible in the 
organization chart. Th is information can also be provided in an additional list of 
holders of project roles. A clear distinction is to be made between the roles of the 
project organization and those of the permanent organization. For example, the name 
“Head of construction department” is not appropriate for a project team member. Th e 

 Table 7.10: DescripƟ on of the Role “Project Sub-Team”

Role: Sub-Team

Objectives

> Synergies in the sub-team assured
> Committment in the sub-team created
> Conflicts in the sub-team solved
> Learning of the sub-team organized

Non-objectives
> Project managing performed
> Project marketing performed

Organizational 
position

> Is part of the project organization 
> The members are the sub-team members
> Coordinator of the sub-team (project team member) reports 

to the project manager

Tasks
> Fulfilling work packages
> Coordinating the work of the sub-team

Formal decision-
making authority > Taking decisions regarding the approach in the sub-team
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name should be “Project team member: Construction”, since the holder of this role 
does not perform any head-of-department functions in the project.

 For the design of a project organization chart, diff erent symbols, such as boxes, circles, 
ellipses, arrows, and dashes, can be used, but they can also be of diff erent colors and 

Table 7.11: Rules for the Performing of MulƟ ple Roles in a Project

Role Combinations in a Project Rules

Project owner and project manager NO

Project owner and project team member NO

Project owner and project contributor YES

Project manager and project team member YES, but...

Project manager and project contributor YES

Mr. Müller

Project
manager

Project
team

member

 Fig. 7.3: Mr. Müller as a player of mulƟ ple roles in a project.

Table 7.12: Number of Project Roles per Person

Role Number of Project Roles per Person

Project owner 4 – 6

Project manager 2 – 3

Project team member 2 – 4

Project contributor 5 – 8
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sizes, and diff erent line thicknesses can be used. Th e chosen symbols contribute to 
forming a picture of the project; the project organization chart is an artifact of the 
project culture. As examples, the project organization charts for a contracting project 
for an Austrian engineering company and for an airline’s reorganization project are 
shown in Figures 7.4 and 7.5.

Project owner

Project manager

PM assistant

Site manager PurchaserEngineer Etc.Techn. expert Logistics expert

Matrix project organization

Pure project organization

 Fig. 7.4: Project organizaƟ on chart for a contracƟ ng project (example from engineering).

Th e project cultures expressed in the two project organization charts have diff erent 
attractions for potential members of these project organizations. Diff erent represen-
tations provide diff erent information. It is therefore important to pay attention to the 
symbols used to visualize the organizational structure of projects.

A project organization chart must be produced during project starting and adapted if 
necessary during “social” project controlling.

7.2.1 TradiƟ onal Project OrganizaƟ on Models

Leading a project team member or project contributor requires directions from the 
project manager and/or the line manager of the permanent organization. A collective 
responsibility requires coordination between the two managers. Th ese relations are 
shown in Figure 7.6.

Traditional project organization models—namely, infl uence project organization, pure 
project organization, and matrix project organization—are diff erentiated by the dif-
ferent levels authority of the project manager and the line manager of the permanent 
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Fig. 7.5: Project organizaƟ on chart for a reorganizaƟ on project (example of an airline).

Project steering
committee

Project management

Project team

Legend:
BM = Board member
PL = Project leader
P+O = Personnel + Organization
Ext = External Consultant
Secr = Secreteriat

CEO

CEO 
Deputy

BM BM BM BM

BM
P+O

BM
PL

Secr

Project manager
Line manager in the

permanent 
organization

Project team
member

Fig. 7.6: Project roles involved in the performance of a work package.

organization over a project team member or project contributor. In the literature, these 
levels of authority are described with the help of “6 W questions” (see Table 7.13).2

Th e division of authority between the project manager and the line manager of a proj-
ect team member can be regulated in diff erent ways. Th is results in diff erent project 

2  See, for example, Cleland, D. I., King, W. R., 1968, or Schulte-Zurhausen, M., 2013.
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Authority Authority Description

What? Authority to assign work packages and to control the progress of work 
packages

How well? Authority to control the quality of work packages

Who? Authority to select the person to perform a work package

How? Authority to decide which methods, tools etc. to apply when performing a 
work package

How much? Authority to agree on project resources & costs for the performance of a 
work package and to control resources and costs

When? Authority to agree on the schedule for a work package and to control it

Table 7.13: Relevant AuthoriƟ es in Project OrganizaƟ ons

organization models—namely, infl uence project organization, pure project organiza-
tion, and matrix project organization.

Infl uence Project Organization

In infl uence project organization, the project manager has a staff  function without 
formal decision making and directive authority. All of the formal authority—that is, 
all “6 Ws”—lie with the leaders of the organizational units of the permanent organi-
zation that perform work packages.

Since the project owner expects the project manager to perform coordinating func-
tions without formal authority, the project manager must use his or her informal 
competencies to ensure the success of the project. Informal competencies result from 
professional knowledge, experience, personal relationships and friendships, posses-
sion of information, proximity to power, and charisma. Informal competencies are 
more dependent on people than on roles.

Infl uence project organization can be represented in a project organization chart (see 
Fig. 7.7). It can be seen that there are no formal relations (to be shown by lines) 
between the project manager and the project team members. Th e advantages and 
disadvantages of infl uence project organization are summarized in Table 7.14.

Pure Project Organization

In pure project organization, the project manager has all formal authority over the 
project team members. From the graphical representation of the pure project organi-
zation model (see Fig. 7.8, page 142), it can be seen that the project creates a parallel 
organization to the permanent organization, in which all project team members are 
subordinated to the project manager (in project matters). Th is does not mean that 



Project OrganizaƟ on and Project Culture 

141

7

the project team members are working full time in the project. Th e advantages and 
disadvantages of pure project organization are summarized in Table 7.15.

Matrix Project Organization

Matrix project organization is characterized by a division of authority between the 
project manager (W-questions: What? When? How much?) and the line manager 
(W-questions: Who? How? How well?)

Matrix project organization can also be represented in a project organization chart 
(see Fig. 7.9 on page 143). Th e double subordination of the project team members to 
the project manager and the line manager can be seen in this representation. Th e advan-
tages and disadvantages of matrix project organization are summarized in Table 7.16 
(page 143).

Production R & D Marketing

Controlling

… … … … …

CEO
= Project owner

Purchasing

Project 
manager

… … …

Fig. 7.7: Infl uence project organizaƟ on model.

Advantages of influence project 
organization

Disadvantages of influence project 
organization

> Low organizational effort
> Project team members are

formally subordinated only to
their superiors in the permanent
organization

> Project team members work in a
group of like-minded people,

> No secondment and reintegration
problems

> Assurance of know-how in the
departments of the permanent
organization

> Little opportunity to integrate by
the project manager

> Dominance of departmental
interests

> Little concentration on the project
> Slow decision-making

Table 7.14: Advantages and Disadvantages of the Infl uence Project OrganizaƟ on Model
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Th rough diff erent distributions of authority between the project manager and the line 
manager, one can design matrix project organizations of “diff erent strengths”. For 
example, the project manager may also be given the authority to select project team 
members. In principle, direct communication between the project manager and the 
line manager is assumed in matrix project organization. 

Use of Traditional Project Organization Models in Practice

In practice, the traditional project organization models described above are often 
used either consciously or unconsciously. Matrix project organization is particularly 

Production R & D Marketing

Controlling

… …

Project team member

… … …

CEO
= Project owner

Purchasing

… … …

Project organization

Project 
manager

… … … …

Permanent organization

 Fig. 7.8: Pure project organizaƟ on model.

Table 7.15: Advantages and Disadvantages of the Pure Project OrganizaƟ on Model

Advantages of pure project 
organization

Disadvantages of pure project 
organization

> Full concentration of the project 
team members on the project

> Rapid decision-making as a result of 
short channels of communication 

> Strong identification of members of 
the project organization with the 
project objectives

> Secondment and reintegration of 
project team members from/into 
departments of the permanent 
organization

> Continuous utilization of members 
of the project organization

> Assurance of know-how for the 
project-oriented organization
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popular in companies that carry out repetitive contracting projects. Th e reasons for 
this are to secure an organizational home for the project team members in the depart-
ments of the permanent organization and to involve the managers of the permanent 
organization in project-related leadership tasks.

However, adapted applications of traditional project organization models are also 
observed. For example, the American large-scale construction company Bechtel uses 
an adapted matrix project organization for contracting projects. Project team mem-
bers are employed “full time” and brought together in the same offi  ce room. Th e line 
managers of the permanent organization, however, retain their leadership functions, 
and “walk” from project to project to lead the project team members. So in contrast 

Production R & D Marketing

CEO

Purchasing

Controlling

Project owner
A

Project owner
B

Project owner
C

Project 
manager A

Project 
manager B

Project 
manager C

Project team member

 Fig. 7.9: Matrix project organizaƟ on model.

Advantages of matrix project 
organization

Disadvantages of matrix project 
organization

> Formal integration of experts of
departments in the project

> Intentional, "constructive conflicts" 
resulting from dual supervision of
the project team members 

> "Dual supervision” places high
demands on the organizational
competence of the project team
members

> Need to resolve intentional
"constructive conflicts”

> High level of management effort for
agreements

 Table 7.16: Advantages and Disadvantages of the Matrix Project OrganizaƟ on Model
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with traditional matrix organization, the project team members don’t remain in their 
departments.

For small but strategically important projects, pure project organizations are used, 
instead of the expected matrix project organizations. Th e demand for full-time employ-
ment and spatial consolidation of the project team members is dropped, but all direc-
tive authority is transferred to the project managers to ensure the necessary integration.

Combinations of multiple project organization models are also used in practice, in 
order to benefi t from the strengths of the diff erent organizational models (see Fig. 7.4, 
page 138, in which matrix project organization and pure project organization are 
combined).

7.2.2 Systemic Project OrganizaƟ on Models

Th e traditional project organization models infl uence, matrix, and pure project orga-
nization date back to the 1960s and do not meet the requirements of agile concepts. 
Modern, systemic project organization models use new concepts and values, such 
as holistic setting of boundaries, integration of project stakeholders, organizational 
learning, visually supported and virtual communication, empowerment, and resil-
ience, as well as an iterative approach (see Chapter 2) to design project organizations.

Empowerment can take place in the project at the level of the project, the project 
team, or the sub-team, but also at the level of the individual project team member. 
Empowerment means that members of the project organization are given responsibil-
ity and assume responsibility for themselves. 

Self-organization is encouraged in projects instead of hierarchical structures. Agile 
and fl exible, but also redundant, project organization structures ensure the resilience 
of projects. Redundant organization structures arise, for example, through the use of 
project organization members with similar qualifi cations.

Th e social project boundaries can be defi ned holistically—for example, by integrating 
into the project organization representatives of all organizational units that perform 
work packages in the project. Stakeholder orientation can also be achieved by includ-
ing representatives of external stakeholders, such as suppliers or cooperation partners.

Th e development of project organization charts and the specifi cation of project com-
munication formats are performed iteratively. Initial project planning is performed 
in project initiating, detailed project plans are produced in project starting, and the 
project plans are adapted as necessary in project controlling. Th is iterative approach 
enables organizational learning and takes into account the evolution of the project 
organization over time. It can also be useful to develop diff erent project organization 
charts for diff erent project phases.
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Project organization charts are cultural artifacts whose visual design supports com-
munication in the project. In the project organization chart, the implementation of 
the described concepts and values can be made visible by means of symbols.

In the generic project organization chart used by RGC (see Fig. 7.10), individual roles 
are also displayed as team roles. Th ere is no formal relation with managers of the 
permanent organization. Th is expresses the empowerment of the project team mem-
bers. An ellipse around the project organization symbolizes the relative autonomy 
of the project as a social system. Th e demarcation of the project team and the sub-
teams should convey their empowerment. Project roles represented with shading are 
fulfi lled by representatives of project stakeholders. Th is promotes their integration. 
Th is visualization corresponds to the model of an “empowered and integrated project 
organization”.

Th e “systemic” aspect of the generic project organization chart is the representation 
of the social project boundaries, the consideration of the relations between project 
roles, and the fl at and non-hierarchical representation of the roles, focusing on the 
functions and not on the hierarchical position of the project roles.

Project team

Project organization
Project 

contributor
Project 

contributor

Project 
contributor

Subteam 2

Subteam 1

Project 
team

member
Project 

contributor Project 
team

member

Project 
team

member

Project-
manager Project 

team
member

Project owner
team

Contractor

Client

Legend:

Supplier

 Fig. 7.10: Generic project organizaƟ on chart—empowered and 
integrated project organizaƟ on model.
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 In the following, empowerment in and of projects, integration of project stakeholders, 
partnering, and the creation of virtual structures are described as essential elements 
for the organizational design of projects. Th e objective of

3  The term “empowerment” means self-qualifi caƟ on and self-empowerment, strengthening of self- suffi  ciency, 
autonomy, and self-disposal.

> empowerment is to transfer decision-making powers and responsibilities to proj-
ect team members, project teams, and projects,

> integration is to design holistic project organizations by integrating representa-
tives of project stakeholders,

> partnering is to promote the integration of representatives of customers, suppliers, 
and subcontractors through the use of joint contracts and incentive systems, and

> virtuality is to use virtual communication structures for cooperation between mem-
bers of the project organization and various partners who work in diff erent locations.

Th e systemic project organization models presented here provide for a combination of 
these design elements. In concrete project situations, they usually involve an empow-
ered and integrated project organization with virtual communication elements. Th e 
integration of partners through joint contracts and incentive systems is a further 
design option, but will only rarely be necessary for projects.

7.2.3 Empowerment as a Design Element for Project OrganizaƟ ons

Weaknesses of Matrix Project Organization

Matrix project organization uses a hierarchical organizational approach, which sepa-
rates leadership functions from performing functions. Leadership functions are 
divided between the project manager and the line manager of the project team member. 
Th e project team member has the performance functions. Th e project team member 
receives directions from both managers.

Matrix project organization is . . .

> Not “lean”, because of the large number of members of the project organization. 
Each project team member requires a manager from the permanent organization 
for leadership.

> Expensive and slow because of the need for coordination between the managers.
> Not customer oriented, because project team members lack decision-making powers.

“Lean management” requires the transfer of decision-making powers to those respon-
sible for performance in order to speed up the processes, motivate the contributors, 
and ensure stronger customer orientation. In implementing the concept of empower-
ment in the design of project organizations, not only project team members, but also 
the project team and the project itself, can be “empowered”.3
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Empowerment of Project Team Members

Empowerment of project team members is achieved by transferring the HOW? and 
HOW WELL? authority from the project team members’ line managers to the project 
team members themselves (see Fig. 7.11). As a result, project team members are able 
to decide how assigned work packages are fulfi lled within the governing guidelines 
of the organization. Th ey take responsibility for the work package results. In project 
meetings and workshops, project team members can agree upon objectives regarding 
their work packages with the project manager and other project team members.

Project manager Expert pool
manager

Project team
member

What?
When?
How much?

Who?

How?
How well?

Fig. 7.11: “Empowerment” of the project team member.

To make clear the diff erence in the allocations of decision-making authority, the role 
name of the project team members’ line managers in the permanent organization can 
be changed from “Head of department” to “Expert pool manager”. An expert pool 
manager does not have a self-understanding as a “super-expert” who must make all 
decisions for the project team members, but is the leader of a pool of diff erently quali-
fi ed experts. Th e expert pool manager still has the WHO? authority and, therefore, 
decides on the disposition of personnel.

If there is a need for a department head or expert pool manager to contribute to the 
content of a project, he or she can perform all project roles, from member of the proj-
ect owner team to project team member, as required. If such a contribution is not nec-
essary, the department head or expert pool manager should be considered as a stake-
holder and must be kept informed accordingly to ensure the success of the project.

Empowerment of the Project Team

Th e project team is empowered by participation in project managing and by being 
given the WHAT? WHEN? and HOW MUCH? authority (see Fig. 7.12). Th e project 
team has the opportunity to self-organize. Th e project team assumes joint responsi-
bility for project success. Th e project manager, as a special role in the project team, is 
responsible for the professionalism of project managing.
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What?
When?
How much?

Expert pool
manager

Project team
member

Who?

How?
How well?

Project team

Project manager

Fig. 7.12: “Empowerment” of the project team.

Empowerment of the Project

Empowerment of the project is achieved by setting boundaries between the project 
and its social context. Th is is to prevent frequent interventions by the permanent 
organization. A minimum level of project autonomy must be ensured in order to 
ensure effi  cient project performance. Symbolically, the empowerment of the project is 
represented in the project organization chart by the ellipse creating a project bound-
ary (refer to Fig. 7.10 on page 145).

 7.2.4 IntegraƟ on as a Design Element for Project OrganizaƟ ons

Hierarchies of Project Organizations and Parallel Project Organizations

In practice, hierarchies of project organizations and/or several parallel project organi-
zations are often used to perform a project.

For example, an investor defi nes a project to establish a new IT system. In the frame-
work of this project, a general contractor is awarded the contract. Th is general con-
tractor defi nes a project to fulfi ll this customer order. Within this project, the general 
contractor further awards one or more main contractors with contracts, and those 
again award various subcontractors with contracts. Because of the scope of the ser-
vices of individual contributing organizations, it is appropriate from their point of 
view to defi ne projects for their respective scope of work. Th e result of this approach 
is a hierarchy of project organizations and several parallel project organizations fol-
lowing the contractual structures (see Fig. 7.13).

Diff erent project management terms and methods are likely to be used for all the 
projects in this hierarchical and parallel structure. Project organizations with diff erent 
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project managers are created, and diff erent project plans are developed for the corre-
sponding scope of services. Cultural and structural uncertainties arise. Multiple proj-
ect managers work with diff erent plans and tools to implement the investor’s solution. 
Th e demands of the investor, which are ultimately realized by the subcontractors, are 
often misinterpreted as a result of “Chinese whispers”, and this leads to confl icts and 
repeated work.

Design of an Integrated Project Organization

An “integrated project organization” is a project organization in which representatives 
of various organizations are members. It can basically be divided into horizontal and 
vertical collaborations in integrated project organizations. In vertical collaboration, 
representatives of an investor, suppliers, and subcontractors may be members of an 
integrated project organization. In horizontal collaboration, representatives of several 
partners of equal rank may be members.

Th e project for which an integrated project organization is designed is to be planned 
by the investor who demands a solution. Th e project organization has to be designed in 
such a way that the investor’s business case can be optimized. Th e project boundaries are 
therefore defi ned by the investor’s business case and not by any contractual structures.

Collaborations in integrated project organizations require a decoupling of organi-
zational structures from contractual structures. Th e multi-stage customer-supplier 
relations are not considered when designing the project organization, but common 
project organizations are created which are as fl at as possible, and in which the rep-
resentatives of the diff erent organizations fulfi ll diff erent roles. Representatives of a 
supplier and of the investor can form a project owner team, a representative of the 
supplier can be the project manager, a representative of a subcontractor can be a proj-
ect team member.

Project organization
Investor

Project organization
General contractor

Project organization
Main contractor

Project organization
Sub-contractor B

Project organization
Sub-contractor C

Project organization
Sub-contractor A

Fig. 7.13: Hierarchy of project organizaƟ ons and parallel project organizaƟ ons.
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Even without a contractual agreement, this integrated organizational design results in 
of the use of a common project management approach, a single project manager, and 
the development of common and integrated project plans. All these measures require 
a high degree of openness and trust among the collaborating organizations. Th e col-
laborating organizations must recognize the benefi ts of a holistic project view and be 
willing to assume overall responsibility for the project. It also has to be accepted that 
not every collaborating organization has its own project, its own project manager, and 
its own project plans.

Th e objectives of an “integrated project organization” are:

> optimized processes and project results through a holistic project view, and a “big 
project picture” shared by all partners involved in the project,

> open project communication between all project partners,
> project objectives shared by all participants, creation of win–win situations, 

avoidance of sub-optimality,
> reduced project costs by using only one project manager, by producing project 

management documentation only once,
> effi  cient processes as a result of a common project language and project rules, and
> common project plans, possibly “open books”.

Possible risks of integrated project organizations are:

> loss of know-how through collaboration with potential competitors,
> non-compatible cultures of collaborating organizations,
> complex collaboration processes, and
> unclear responsibilities and liabilities.

Th e case study “Integrated Project Organization” shows that it is diffi  cult to imple-
ment the integrated project organization model.

Case Study: Integrated Project OrganizaƟ on

Company performing the project

> Austrian telecommunicaƟ ons company with about 200 employees
> Products and services: telephony, internet services, business soluƟ ons project

Project

> Building of a regional network as a pilot infrastructure to enable services for commercial users.
> Provision of a billing system for commercial handling of the services.
> Development of the organizaƟ onal and personnel requirements for handling the services.
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Contractual structures

> Award of two main contracts to a technical contractor for the construcƟ on of the technical 
infrastructure and to a commercial contractor for the implementaƟ on of the billing system.

> Development of the required organizaƟ onal and personnel structures by the telecommuni-
caƟ ons company.

> Planning of the project organizaƟ on according to the contractual structures.
> Parallel project organizaƟ ons for the investor and the technical and commercial main con-

tractors (see Fig. 7.14).
> Three project managers for what is de facto a single project.
> Informal communicaƟ ons expected between the role holders of the three projects.
> Three sets of project plans based on diff erent project management approaches.

Project
owner

Project 
manager

Technical 
expert

Commercial 
expert

Organization
expert

Investor

Project
owner

Project 
manager

Technical 
expert

Technical 
expert

Organization
expert

Technical
contractor

Project
owner

Project 
manager

Commercial 
expert

Commercial 
expert

Organization
expert

Commercial 
contractor

Fig. 7.14: Parallel project organizaƟ ons.

Integrated Project OrganizaƟ on as an AlternaƟ ve Design Proposal
> RepresentaƟ ves of the investor and the two main contractors (possibly also the selected 

subcontractors) as members of a common project organizaƟ on (see Fig. 7.15).
> Use of only one project manager (nominated, for example, by the main technical contractor).
> Common formal project communicaƟ on structures.
> Common project plans.
> Decoupling of the organizaƟ onal soluƟ on from the contractual structures.

Decision About the OrganizaƟ on

The investor opted for the tradiƟ onal form of parallel project organizaƟ on, because . . .

> There were fears about unclear liability issues in the case of integrated project organizaƟ on.
> Informal communicaƟ on structures and the power of the contract were trusted.
> There was a fear of applying a new model.
> Organizing was not recognized as a success factor.
> Lawyers were dominant in the company and infl uenced the decision.
> There was a tension between “execuƟ on of contracts” and “successful project performance”.
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Th e concept of “partnering” goes beyond the defi nition of the objectives of the inte-
grated project organization, in that these are supported by contractual framework 
conditions. Joint incentive systems for all partners involved in the project should 
formally promote their cooperation.

 7.2.5 Virtuality as a Design Element for Project OrganizaƟ ons

Projects can be perceived as virtual organizations because they usually require coop-
eration between several partners in diff erent locations. Virtual project organizations 
allow fl exibility, fast responsiveness, low costs, and good resource utilization.

In the case of cooperation between several partners in projects, virtual structures are 
to be created in which team members can work together across space, organization, 
and time with the help of IT-supported communication formats.4 Standardized proj-
ect management and offi  ce software has to be used, and the necessary hardware has 
to be made available. Communication tools such as project management portals, col-
laboration software, telephone conferencing, and video conferencing can be applied.

Virtual working in projects may result in a lack of personal and informal contacts 
between the members of the project organization. Th e project team members mostly 
cannot be observed in their project work. Th is can make it diffi  cult to identify 
4  See Henderson, L. S., 2008.
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Fig. 7.15: Integrated project organizaƟ on.
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undesirable developments in the project. Communication, coordination, and the 
establishment of relationships between project team members, which previously took 
place by means of personal contact, is primarily based on the use of ICT.

Verburg et al. identifi ed two categories of conditions that must be met for a virtual 
project organization to be eff ective: clear communication rules, openness, and trust 
within the team, as well as the provision of a technical infrastructure by the organiza-
tion.5 Because of the complexity of virtual project organizations, appropriate training 
is essential for the success of projects.6 

Members of virtual project teams who have previously received training on topics 
such as teamwork, intercultural competence, or use of technology are more likely to 
be in a position to exploit the potential of virtual structures.

“Face-to-face” communications are also important in virtual project organizations. 
Th ese are to be combined with virtual communication formats. A “big bang” com-
munication in project starting with as many project team members as possible is nec-
essary to achieve the necessary project management quality. Rules for project com-
munication must be specifi ed, and on-site visits to the project team members by the 
project manager must be performed.

 7.2.6 Consequences of the Use of Scrum for Project OrganizaƟ ons 

Scrum can be used for project phases in which tasks can be performed iteratively. 
Examples could be the project phases “planning a solution” and “developing a solu-
tion”. If Scrum is used, the Scrum roles and the Scrum communication formats (see 
Chapter 5) must be taken into account in the design of the project organization.

Th e Scrum roles to be considered are the “product owner” or the “product owner 
team”, the “Scrum master”, and the “Development team”. Th e product owner is a 
member of the project team, as his or her views and interests are to be coordinated 
with the other project team members. Above all, the solution requirements must be 
agreed upon jointly in the project team. It is advisable to defi ne the product owner 
role explicitly. Th is promotes the perception of a holistic interest in the content. If sev-
eral backlog parts are defi ned (e.g., for the technological solution, the organizational 
solution, and the marketing solution) this can be dealt with by a product owner team. 

A combination of the roles of product owner and project manager is not advisable. 
In order to maintain the tension between the content-related interests of the product 
owner and the process-related interests of the project manager, it is advisable for them 
to be represented by diff erent persons.

5  See Verburg, R. M. et al., 2013.
6  See Gilson, L. L. et al., 2015.
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Th e development team is in most cases a sub-team in the project whose coordinator is 
the Scrum master. Th e Scrum master is therefore also a project team member. Figure 7.16 
shows a generic project organization chart that takes the Scrum roles into account.

Legend:
PC…Project contributor
PTM…Project team member
STC…Scrum team contributor

Project
owner

Project organization

PC

PCSubteam

Subteam

PTMPC

STC

PTM

Project 
manager

Scrum 
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STC

Scrum
team

Project team

Product 
owner

PC

PC

STC

Fig. 7.16: Project organizaƟ on chart when Scrum is applied.

Th e Scrum communication formats sprint planning, daily scrum, sprint review, and 
sprint retrospective can be used in the Scrum team. Th e specifi c Scrum roles and com-
munication formats create a specifi c subculture in the Scrum team that diff ers from 
the cultures of the other sub-teams of a project. But this contributes to the success of 
the project. Th e necessary integration has to take place at the project team level.

  7.3 Project Culture
Corporate culture can be defi ned “as a set of shared mental assumptions that guide 
interpretation and action in organizations by defi ning appropriate behavior for var-
ious situations”.7 Th e mostly unspoken assumptions reveal themselves in a web of 
formal and informal practices as well as in visual, verbal, and material artifacts.

Culture derives from the human capacity for socialization. Individuals bring the cul-
tural standards that they have learned in primary socialization into an organization 
as basic assumptions. Th ere, these basic assumptions are given an “organizational- 
cultural specifi cation” by means of secondary socialization. Th is model can be applied 
to both permanent and temporary organizations.

7  Ravasi, D., Schultz, M. 2006, p. 437.
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7.3.1 Developing a Project-Specifi c Culture
Th e objectives of developing a project-specifi c culture are

> to encourage the identifi cation of members of the project organization with the project,
> to provide orientation in the project,
> to reduce project complexity,
> to ensure the recognizability of the project, and
> to create a basis for project marketing.

Th e members of a project organization who come from diff erent cultural backgrounds 
can develop a project-specifi c culture for temporary collaboration in a project. Th is is not 
based on tradition as is the culture of a permanent organization, but is to be created by 
appropriate use of resources and methods. Th e development of a project culture must be 
given time and space during project starting. Further development of the values and rules 
requires refl ection in the project, which can primarily be achieved in project controlling.

Th e project name, a project logo, project values and possibly a project mission state-
ment, project-specifi c rules, project slogans and anecdotes, the project language, project- 
related artifacts, a project offi  ce, and project-related events are elements of the project 
culture which are to be developed. Th e use of symbols supports the development of a 
project culture.

 7.3.2 Elements of a Project Culture

Project Name and Project Logo

Th e project name should enable the project to be identifi ed. Th e project name can 
provide information about the project type and should relate to the project objectives. 
Conceptual projects must be distinguished from implementation projects. For exam-
ple, it is clear from the project names “Conceptualizing Values4Business Value” and 
“Developing Values4Business Value” that a chain of innovation projects is involved. 
Project names should be short and should use no abbreviations that are not under-
standable to project stakeholders.

Th e use of a project logo seems to require complex design work. However, it is rarely 
necessary to create a fancy graphical solution as a project logo. Often it is suffi  cient to 
use a typeface. So, for example, a project logo can be created by writing the project 
name in colored italics. A specifi c “project color” can be used for this purpose.

Project Values and Project Policy

Project values provide orientation for what is considered good and desirable in a proj-
ect. Th ese values consciously and unconsciously determine the behavior of members 
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of the project organization. Th ey are a management tool. In defi ning them, one can 
distinguish between results-related and process-related values. Project values can be 
summarized in a project mission statement.

Project-Specifi c Rules

Project-specifi c rules should provide orientation for behavior in the project. Th ese 
rules can be established in addition to the general rules of the project-oriented orga-
nization. Th ese may relate to signatory rights, decision-making authority, project doc-
umentation and fi ling, behavior in meetings, etc.

Project Slogans and Project-Related Anecdotes

Project slogans are intended to convey briefl y and concisely what is important in a 
project or project phase. Th e image of a project can also be shaped by project-related 
anecdotes. An anecdote about a constructive and cooperative discussion between the 
project manager and a customer can make a signifi cant contribution to the manage-
ment of project-related customer relations.

Project-Related Artifacts, Project Language, and Project Offi  ce

Project-related artifacts are primarily the project plans. Th e project culture is designed 
and communicated through their content as well as their form. Th e language used 
in a project is shaped by the communication formats, project plans, and other project 
management documents. Th e use of uniform terms and names contributes to the 
reduction of project complexity.

A dedicated project offi  ce is an “organizational home” for a project. Th ese project 
rooms do not always have to be available to the project. Th ey nevertheless contribute 
to the project identity if the same rooms are always available for the project meetings. 
An appropriate design of the project rooms with selected project artifacts such as 
printouts of the work breakdown structure and the project organization chart, as well 
as some project photos, strengthens the perception of an “organizational home”.

Project-Related Events

Various objectives can be pursued by means of project-related events. Outdoor events 
are used for teambuilding, project vernissages for providing information about the 
project to project stakeholders, and social events for networking between members of 
the project organization.

Th e organizing of project-related events depends on the size and the strategic impor-
tance of the project, as they incur costs. However, even in small projects, it is advis-
able, for example, to have “social” interaction at the end of the project start workshop.
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Project-Related Symbols

A symbol is a behavior or an artifact which conveys meanings that go beyond the 
actual content of the behavior or thing. A symbol enables interpretations to be made 
in a larger context. It is “a sign, which denotes something much greater than itself, 
and which calls for the association of certain conscious or unconscious ideas, in order 
for it to be endowed with its full meaning and signifi cance”.8

One can distinguish between verbal, interactional, and objectifi ed symbols (see Table 7.17). 
Verbal symbols such as anecdotes, slogans, and speeches use language as a tool. Inter-
actional symbols, such as celebrations, meetings, and awards, are symbolic behavior. 
Objectivized symbols or symbolic objects, such as rooms design, logos, and organi-
zation charts, are artifacts of an organization. Many elements of the project culture 
contribute to its development. Th eir symbolic character is interpreted in Table 7.17.

Table 7.17: Project-Related Symbols and Their InterpretaƟ ons

Verbal symbols Possible interpretation
Project slogan
Project-related anecdotes
Project language, jargon Belonging to the project

Interactional symbols

Provision of scarce resources High strategic importance of the project
Seating arrangement for project 
meetings

Power in the project

Social events
Personal interest of the members of the 
project organization in one another

Milestone celebration Start of a new project phase

Informal address
Belonging to the project, setting 
boundaries with other organizations

Burning of old project plans
Agreement of new project objectives, 
dates, etc.

Objectified symbols

Graphical representation of the 
project organization chart

Power in the project, significance of 
individual roles, of relations between 
roles

Project logo, project name Challenges and objectives of the project

Provision of a project room
High importance of project teamwork, 
home for the project

Size, furnishing of the project office Status of the project in the organization

Th e functions of symbols can be divided into three categories: describing, energy 
controlling, and system maintaining.9

8  Pondy, L. R. et al, 1983, p.4 f.
9  See Dandridge, T. C. (Symbols) 1983, p. 71.

> Symbols have a descriptive eff ect: In temporary organizations, it is particularly 
important to describe the organization for the representatives of project stake-
holders and the members of the project organization. Symbols can be used to 
pass on information in a complex form. A project can be described by facts and 
fi gures, but also by symbols. Symbols are, for example, the colors green, yellow, 
and red for assessing the project status in a project scorecard.
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> Symbols have an energy-controlling eff ect: Symbols such as an event for project 
starting can be used to motivate members of the project organization and pos-
sibly to recruit personnel. Similar events might facilitate the “recalling” of good 
feelings and experiences.

> Symbols have a system-maintaining eff ect: Symbols are important for protect-
ing, stabilizing, or supporting a project—for example, project plans as artefacts, 
which are continuously updated, assure continuity in a project. Project commu-
nication is to be supported by these project plans.

Symbols may be perceived in diff erent ways. Th is requires the project manager to 
interpret the symbols used. Even in projects one does not have the choice about 
whether or not to use symbols. Management is always performed with symbols. Th e 
only question is whether one is conscious of it.
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8   Teamwork and Leadership in Projects, 
Competencies for Projects

Projects require the use of interdisciplinary teams—namely, project owner teams, 
project teams, and project sub-teams. Th e teams in projects are temporary and fol-
low a team life cycle, with the phases forming, storming, norming, performing, and 
adjourning, as covered in Section 8.1.2.1 Team building is necessary for a team to 
work effi  ciently. 

Leadership is a person or team-related intervention. Leadership in projects is a task to 
be fulfi lled in all sub-processes of project managing. Leadership tasks are fulfi lled by 
the project owner and the project manager, but also by project team members. Social 
competencies are necessary for managing social interactions in projects. Prerequisites 
for this are self-competencies and an appropriate self-understanding for fulfi lling a 
project role. 

Leading projects

Social-competence

Self-competence

Self-understanding

Overview: Leadership in projects based on social competencies, 
self-competencies, and self-understanding.

1 Tuckman, B. W. et al., 1977.
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8  Teamwork and Leadership in Projects, 
Competencies for Projects

8.1 Teams in Projects

 8.1.1 Team: Defi nition

 8.1.2 Life Cycle of Teams in Projects

8.2 Leading in Projects
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 8.2.2 Leading in Projects as a Project Management Task
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 8.3.4  Self-Understanding as Project Manager



Teamwork and Leadership in Projects, Competencies for Projects 

161

8

8.1 Teams in Projects
Various teams—namely, project owner teams, project teams, and project sub-teams, 
can be required in projects. An essential feature of teams in projects is their temporary 
nature.

Teams in projects are often faced with strong time pressure. As a result, there is usu-
ally relatively little time available in projects for appropriate team building.

8.1.1 Team: Defi niƟ on

A team is characterized by the involvement of several persons who interact over a 
period of time and build up a specifi c structure of roles and norms. Teams are estab-
lished to produce results that could not be produced by individuals alone. Teams 
generate added value.

A team can be distinguished from a group on the basis of its objectives and the 
responsibility for achieving these objectives. A group is used to achieve the objectives 
of individuals. A team has a common objective, for which the team is collectively 
responsible. For instance, in a learning group, each group member pursues individual 
learning objectives. It tries to optimize the achievement of the objectives of the indi-
vidual group members through group work. An example of a team is a football team 
that has a common objective, such as winning a championship. Th e team as a whole 
is responsible for achieving this objective.

Teams also diff er from groups in that the skills of the team members are compli-
mentary. Th e sense of belonging together is greater in teams than in groups. Working 
in teams requires a minimum level of mutual trust and the building of “team spirit”.

Groups and teams can be perceived as social systems. In the typology of social sys-
tems developed by Luhmann, groups and teams are categorized as being between 
interactions and organizations (see Fig. 8.1).2

Social systems

Interactions
Groups Teams Organizations

Societies

Fig. 8.1: Groups and teams in the typology of social systems.
2  In pracƟ ce, the term “project team” is someƟ mes used instead of the term “project”. This is because proj-

ects are not perceived as standalone organizaƟ ons, which can be disƟ nguished from teams.
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Teams are characterized by stronger task orientation and more pronounced formalism 
as compared to groups.

Th ere are diff erent types of teams. Th ere are diff erent leadership requirements for 
diff erent teams (see Table 8.1).

Table 8.1: Types of Teams and Their CharacterisƟ cs

Types of team Characteristics

Permanent versus temporary 
team

> Permanent team: Oriented towards long-term 
existence, continuity is to be ensured

> Temporary team: Establishing, developing and 
dissolving a team 

Management versus working 
team

> Management Team: Focus on the performance of 
management processes

> Work team: Focus on the performance of content-
related processes

Large versus small team

> Large team: Recommended size up to 12 people
> Small team: Up to 6 people. Management and 

coordination requirements decrease with the 
number of people involved.

Heterogeneous versus 
homogeneous teams

> Heterogeneous team: Different competences of 
team members 

> Homogeneous team: Similar competences of team 
members. 

Locally concentrated versus 
virtual teams

> Local team: Working in a common place, personal 
interaction

> Virtual team: Working spatially separated. Use of 
different project communication formats

Project owner teams and project teams are usually temporary, heterogeneous, and 
virtual management teams. Project sub-teams, on the other hand, are working teams 
that are small, temporary, relatively heterogeneous, and virtual. Homogeneous teams 
have less potential for confl ict than heterogeneous teams. However, because of their 
diversity, heterogeneous teams have greater potential for dealing with new tasks.

Teams are needed when the scope and/or complexity of tasks cannot be dealt with 
by an individual. Teamwork should enable the exploitation of synergies and the crea-
tion of added value. Th is requires team members to communicate directly with one 
another. 

In practice, however, the team concept is also used for structures in which only one 
person—for example, the project manager—communicates with the other team 
members. In this case of “false teamwork” (see Fig. 8.2), the above-described added 
value is lost as a result of selected information, and the potential for creativity is lost 
through the limitation of opportunities for interaction.
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Project teams require social competence to accomplish their tasks and achieve their 
objectives. While team competence is based on the competencies of individual team 
members, it has to be developed specifi cally for a team. Team competence can be 
defi ned as the capability of a team

> to manage the team work,
> to learn as a team,
> to create commitment in the team,
> to construct common realities,
> to exploit synergies in the team, and
> to resolve confl icts in the team.

A capable team is characterized by team competence. Th e specifi c characteristics of a 
capable team are summarized in Table 8.2.

Table 8.2: CharacterisƟ cs of a Capable Team

ObjecƟ ves and tasks • ObjecƟ ves are clear to all team members and are accepted
• ResponsibiliƟ es for the tasks are defi ned

CollaboraƟ on • UncertainƟ es are discussed and clarifi ed
• Agreements made are binding and are observed
• Rules are established collecƟ vely
• Management responsibility has been made clear and is accepted
• CreaƟ vity is encouraged, synergies are exploited
• CollecƟ ve learning takes place in the team

CommunicaƟ on • CommunicaƟ on in the team is open and spontaneous 
• All team members communicate with one another 
• Team members listen to one another, can involve themselves 

appropriately
• MeeƟ ngs are planned, prepared, conducted and followed up

“Real teamwork“                        “False teamwork“

> Co-acting
> Addition of individual performances
> Partial perspectives

> Interacting
> Added value is generated
> Holistic perspectives

Fig. 8.2: Real versus false teamwork.

(conƟ nues on next page)
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Dealing with confl icts • Diff erences and diff erent opinions are accepted
• Confl icts are picked up on and dealt with; they are understood as 

an opportunity for further development
Decision making • Decision making is transparent and comprehensible

• Consensual decisions are sought
Working atmosphere • Work is performed professionally

• Team members have a good relaƟ onship with one another
• Appropriate tools are available

8.1.2 Life Cycle of Teams in Projects

According to the Tuckman model, teams have a life cycle which includes the phases 
forming, storming, norming, performing, and adjourning (see Fig. 8.3).3 Options for 
managing these phases are described in the following.

Fig. 8.3: Team life cycle according to Tuckman.

Forming: Selection of Team Members

Th e objective of “forming” is to select the team members and to perform team build-
ing. Th e basic composition of a team will already have been planned in project initi-
ating. In project starting, the people who will hold the roles in the team are selected.

Expert competencies, project management competencies, and social competencies 
must be considered in selecting the members of the project owner team, the project 
team, and possible project sub-teams. Th ese competencies should be developed dif-
ferently for diff erent project roles. Th e selection of team members in projects is based 
not only on the competencies of the team members, but also on their relationships 
with other team members and project stakeholders. Th is “relationship capital” can be 
a key success factor for projects.

Th e members of the project owner team are selected by the project portfolio group (see 
Chapter 16) or a similar committee of the project-oriented organization. Th e project 
manager is selected by the project owner, and the other project team members are 
selected by the project manager in accordance with the project owner and the expert 
pool managers. Sub-team members are selected by the corresponding project team 
member in consultation with the project manager and the expert pool managers.

3  See Tuckman, B. W. et al., 1977.

Table 8.2: CharacterisƟ cs of a Capable Team (cont.)
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Forming: Team Building

Team building contributes to orientation and should create a basis for effi  cient coop-
eration between team members. Th e team members get to know each other, and an 
understanding of the team roles is created. Th ere is no “we-feeling” yet. Reference 
points are primarily the common objectives and tasks.

In addition to the formal structures, however, informal structures such as informal 
channels of communication, coalitions of team members, and informal roles are 
already forming in the team in this early phase (see Table 8.3). Th e existence of infor-
mal structures is also important for the success of teamwork.

Table 8.3: Possible Informal Roles in a Team

Informal roles Focus in the team

Enforcer Enforces the own opinion

Analyst Analyzes situations and develops solutions

Integrator Forms relationships in the team

Controller Controls time and progress

Follower Avoids conflicts

Worker Performs the work

Team building in projects takes place mainly during project starting. However, addi-
tional sub-teams for subsequent project phases may become necessary during project 
performance. In this case, the selection of personnel and team building for these sub-
teams must be carried out at a later time. Because the composition of project teams 
can also change over the course of time, special attention must be paid to the integra-
tion of new team members. “Disruptions have priority!” is a key rule for teamwork.

Storming

Th e storming phase is characterized by confl icts and confrontations within the team. 
Th ese are caused by the “me” orientation of individual team members and their inter-
est for self-promotion, but also by unclear agreements and missing rules. Rivalries 
regarding (informal) leadership positions can also arise. Th ere is little progress in 
content-related work. All of this results in frustration. Th e need to create clarity and 
rules is recognized.

Norming

Th e objective of norming is to resolve confl icts and confrontations. Th is requires the 
clarifi cation of roles, the forming of relationships between team members, and the 
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establishment of project rules. A “we-feeling” is established. Th e established rules and 
structures are documented. A basis is created for working effi  ciently.

Performing

Once the relevant conditions have been clarifi ed by “norming”, the energy of the 
team focuses on the content and achievement of the objectives. Cohesion in the team 
provides motivation. Th e team organizes itself to a large extent. Team members are 
coordinated by the team leader. Leadership tasks are performed to enable the achieve-
ment of the team objectives.

Adjourning

Once the objectives have been achieved, the team is dissolved. Th e objectives of 
“adjourning” are documentation of the work results, refl ection on the cooperation 
and “social” closing. Team members have an opportunity to thank each other, to give 
and to receive feedback.

 Adjourning usually takes place during project closing. It is, however, possible that 
sub-teams are no longer needed and are therefore dissolved before the project end.

Optimizing the Life Cycle of Teams

Th e objective of team building is to establish a team as a social (sub-)system. Compe-
tencies have to be developed for team learning, for creating commitment, for exploit-
ing synergies, and for resolving confl icts in the team.

Th e processes of “forming” and “norming” are usually given little attention in practice.4 
As a result, teams often do not work effi  ciently. Individual interests are in the foreground. 
“Storming” is part of everyday life, and the objectives achieved do not meet expectations.

It is therefore advisable to pay more attention to “forming” and to combine a fi rst 
“norming” with “forming”. Th is can reduce the frequency and intensity of “storming” 
and quickly lead to productive “performing”.

Cohesion in the team, securing of shared views, clarifi cation of the roles, creation of 
a common project language, etc. can be promoted by the use of project management 
methods in project starting. Th e collaborative development of project plans in proj-
ect start workshops, the provision of collective project-related training, and “social” 
events support the social development of project teams.

In project controlling, the structures of the project owner team, the project team, and 
the sub-teams can be refl ected upon, successful action and successful behavior can be 
reinforced by positive connotations, and new rules can be agreed upon. Th is results in 
a further process in the team’s life cycle—namely, “refl ecting and renorming”.
4  The process of team building is not performed explicitly in pracƟ ce, especially for project owner teams.
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 8.2 Leading in Projects

8.2.1 Leadership Tasks and Leadership Styles

To lead means to intervene; it means to have a targeted infl uence on the behavior of 
persons or teams. Leadership “[. . .] aims to achieve objectives through communica-
tion processes”.5 Leadership secures the results orientation of those who are led, their 
concentration on what is essential, and their use of existing strengths.

“Leadership defi nes what the future should look like, aligns people with that vision, 
and inspires them to make it happen despite the obstacles”.6

“Leadership involves establishing a clear vision, sharing that vision with others so 
that they will follow willingly, providing the information, knowledge and methods 
to realize that vision, and coordinating and balancing the confl icting interests of all 
members and stakeholders. A leader steps up in times of crisis, and is able to think and 
act creatively in diffi  cult situations”. 7

Leadership Tasks

Basic leadership tasks include observing, constructing, informing, making agreements, 
allocating tasks, deciding, checking, and giving feedback.

By observing a person or team to be led, their strengths and weaknesses can be analyzed. 
Constructing common views of the leader and those who are led provides clarity with 
regard to a possible need for support. Informing those who are led about relevant 
contexts provides them with sense regarding their work. However, they must also be 
informed about the methods, available tools, etc. which are to be used. Agreements 
are primarily concerned with the objectives to be achieved and the tasks to be per-
formed, but can also involve, for example, intended measures for personal develop-
ment. Leadership decisions support the fulfi llment of tasks. Checking that tasks have 
been fulfi lled provides a basis for the leader to give feedback regularly.

Leadership Styles

A leadership style is to be understood as consistent leadership behavior of a given type. 
Th ere are diff erent types of leadership styles described in the literature. According to 
Tannenbaum and Schmidt, leadership styles can be distinguished according to the 
decision-making authority of the manager in comparison to authority of the group 
that is led (see Fig. 8.4).8

5  See Weinert, A. B., 1989.
6  KoƩ er, J.P., 2012, p. 25.
7  See Business DicƟ onary: “Leadership” (www.businessdicƟ onary.com/defi niƟ on/leadership.html, retrieved 

on 24.2.2017).
8  See Weibler, J., 2001, p. 300.

http://www.businessdictionary.com/definition/leadership.html
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Fig. 8.4: Leadership styles according to Tannenbaum/Schmidt.

Leadership styles can be adapted to a specifi c context. In his contingency model, 
Fiedler distinguishes between task-oriented and person-oriented leadership styles.9 
He derives the appropriate leadership style from the given situation.

Value-Oriented Leadership

Th e relatively new concept of “value-oriented leadership” perceives organizational 
values as the basis of leadership in organizations.10 Values are relatively stable beliefs 
about what is important and desirable for an organization. In value-based leadership, 
values are seen as a basis for action, decision-making, and behavior. Th e values of an 
organization are visible, for example, in the priorities it sets.

In order to be able to provide value-oriented leadership, values must be defi ned by an 
organization and possibly operationalized by leadership principles derived from them. 
Th e values or management principles can then be referred to when performing leader-
ship tasks. Since values can only be formulated in a relatively abstract manner, they 
have to be interpreted in each situation. Th ey only acquire meaning for those who are 
led by being interpreted in a specifi c context.

Th e defi nition of values and their operationalization by means of leadership princi-
ples can be illustrated by the example of the RGC project management paradigm. 
In Figure 6.5 in Chapter 6 (page 112), the values underlying the project manage-
ment approach are shown and briefl y interpreted. Th ese interpretations can be used 
as leader ship principles. Th e leadership principles for the values “quick realization of 
results and effi  ciency” are:

9  See Steyrer, J. (Theorien der Führung), 2002, p. 202 ff .
10  See Daxner, F. et al., 2005.

> ensure quick wins in projects,
> discontinue unsuccessful projects at an early stage, and
> use project management methods effi  ciently and fl exibly.

Authoritarian Patriarchal Advisory Consultative Participative Delegative Cooperative

Superior 
decides and 
orders

Superior 
decides; but 
superior 
makes an 
effort to 
convince his 
subordinates 
of the 
decision 
before 
ordering

Superior 
decides; 
superior 
allows asking 
questions to 
the decision, 
to find 
acceptance 
by answering 
the questions

Superior 
informs 
subordinates 
about his 
intended 
decision; the 
subordinates 
have the 
possibility to 
give their 
opinions 
before the 
superior 
decides 

The group 
develops 
proposals; 
the superior 
decides out 
of this 
number of 
common 
found and 
accepted 
problem 
solving 

The group 
decides, after 
the superior 
has point out 
the problem 
and has 
determined 
the 
boundaries 
for the 
decision-
making scope

The group 
decides, the 
superior 
serves as 
coordinator, 
both 
internally and 
externally 

Decision-making scope 
of the superior

Cooperative leadership style

Decision-making scope 
of the group

Authoritarian leadership style
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Project owners, project managers, and project team members can use these principles 
for orientation in fulfi lling their leadership tasks. In leadership, the observations made, 
the information provided, the agreements and decisions made, etc. should be based 
on these values or should contribute to the fulfi llment of these values.

A core competency of organizations for practicing value-oriented leadership is their 
ability to refl ect. Regular refl ection on the consistency of the values with actual behav-
ior and action ensures the necessary authenticity and enables any necessary adapta-
tions of the behavior and action or the values.

8.2.2 Leading in Projects as a Project Management Task

Leadership Roles in Projects

Leadership is an essential task of project managing. Leadership is to be distinguished 
from the other tasks of project managing, such as developing and updating project 
plans, creating minutes and project reports, and so on.

Th e perception of projects as social systems implies the forming of social relations 
between the members of the project organization through leadership. Leadership in 
projects can be understood as personal and team-related communication for achiev-
ing the project objectives.

In projects, leadership tasks must be carried out not only by project managers, but also 
by project owners and project team members. Leadership tasks in projects must be ful-
fi lled both with regard to individuals and with regard to teams. 

Th e leadership roles in projects and the corresponding “persons and teams being led” 
are shown in Table 8.4.

Table 8.4: Leadership Roles and Persons/Teams Being Led

Leadership roles in 
projects

Led roles in projects

Project owner Project manager

Project manager
Project team member, project
contributor, project team

Project team member (as
sub-team manager)

Project contributor, sub-team

As explained in Chapter 7, project managers tend to have little formal directive author-
ity. Project managers therefore use their informal authority—for example, authority 
based on knowledge and experience, personal relationships, and charisma—to carry 
out their leadership tasks.
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Leadership in the Sub-Processes of Project Managing

Leadership tasks must be fulfi lled in all sub-processes of project management. Th e 
context in which leadership tasks are to be fulfi lled is diff erent in the individual sub- 
processes. So, for example, decisions about transforming a project have to be made 
under greater time pressure than decisions in project controlling, and the provision of 
information in project starting is usually more important than in project closing.

Projects are complex and dynamic, which means that leadership in projects is also 
dynamic. Background conditions, assumptions, and information change. Th ese changes 
need to be addressed: New situations are to be observed and analyzed, new realities 
are to be constructed, refl ections are necessary. Th e dynamics and the energy in the 
project are to be managed.

Th e motivation of the members of the project organization and the productivity of 
the fulfi llment of services can usually not be kept constant over the duration of the 
project. Th e “energy” of projects can be controlled by the defi nition of formal social 
interactions such as meetings, workshops, or presentations (see Fig. 8.5).

Fig. 8.5: Social interacƟ ons in projects as leadership tools.

One objective of periodic formal social interactions is to create pressure in the project 
by building external pressure. External pressure on a project arises, for example, from 
the expectations of participants in a project presentation to receive information about 
the status of the project and interim results. In order to provide projects with suffi  -
cient time for “regeneration” and for continuing work, care must be taken that these 
formal interactions do not take place too frequently.

In leading projects, emotions in the project should also be observed and controlled as 
required (see Excursus: Leading “By Emotions” in Projects).
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Excursus: Leading “By EmoƟ ons” in Projects

In projects, there are emoƟ ons such as anger, fear, joy, sadness, and surprise. EmoƟ ons are 
intense feelings experienced by individuals or teams. The project team can, for example, 
be happy about a successful project presentaƟ on or angry about negaƟ ve feedback from a 
stakeholder.

EmoƟ ons in projects can be caused by structural factors or by intervenƟ ons. It is a leader-
ship task in projects to idenƟ fy structurally determined emoƟ ons and to plan and implement 
strategies and measures to deal with these emoƟ ons.

There are diff erent structurally determined emoƟ ons in the diff erent sub-processes of proj-
ect managing. Typical posiƟ ve emoƟ ons of individuals that can be expected in project starƟ ng 
are enjoying new, interesƟ ng tasks, geƫ  ng to know new people, and cooperaƟ ng in a new 
team. Typical negaƟ ve emoƟ ons in project starƟ ng are fear of new things, fear of overload 
with project work, and fear of assuming responsibility in the project.

Being over-challenged or under-challenged both lead to low moƟ vaƟ on of project team 
members (see Fig. 8.6). High moƟ vaƟ on is to be ensured by assigning tasks in accordance 
with the competencies of the project team members.

Motivation

under-challenged over-challengedchallenged

Fig. 8.6: MoƟ vaƟ on of project team members in relaƟ on to challenge.

Measures for managing posiƟ ve and negaƟ ve emoƟ ons during project starƟ ng are, for 
example,

11  CommunicaƟ on can be supported by visualizaƟ on. The project culture can also be expressed by the symbols 
and terms used.

> communicaƟ ng within the project team to shape shared expectaƟ ons,11

>  communicaƟ ng the contribuƟ on of the project to achieving the strategic objecƟ ves of 
the organizaƟ on,

> allocaƟ ng tasks to individual project team members to ensure an appropriate level of 
challenge,

> clarifying the project roles to ensure acceptance of the responsibiliƟ es assigned to the 
project team members,

> team building for integraƟ ng team members with diff erent cultural backgrounds and for 
establishing organizaƟ onal rules,

> collecƟ ve developing of the project plans to ensure their acceptance by the project team 
members.
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EmoƟ ons not only are structurally determined, but can also be triggered by specifi c causes. 
Measures for “emoƟ onalizing” in projects are, for example,

12  Erpenbeck, J., Von RosensƟ el, L., 2007, p. xi.
13  Ibid, p. xix.
14  See Prahalad C.K., Hamel G., 1990.

> holding project presentaƟ ons to create periodic pressure in the project,
> addressing taboos in the project team to avoid fears or uncertainƟ es,
> using associaƟ ve methods such as images, parables, metaphors, etc. for refl ecƟ ng in the 

project team to generate surprises,
> developing compeƟ Ɵ ve situaƟ ons in the project team to increase the quality of project work.

 8.3 Competencies for Projects
Competency: Defi nition

“Competencies are self-organizational dispositions of thought and action”.12 Th e 
diff erence between competency and qualifi cation consists in the fact that qualifi ca-
tions are not revealed by self-organized action but by isolated examination settings 
which do not determine whether a person can actually apply this knowledge in a self- 
organized manner.13

One can distinguish between the competencies of individuals, teams, and organiza-
tions. Th e competencies discussed in the following—namely, project management 
competencies, social competencies, and self-competencies—are individual competen-
cies. Team competency has already been defi ned above. In connection with organiza-
tion, one often speaks of core competencies, defi ned as “the ability to do something 
better than others and thereby generate a strategic advantage”.14

Competencies as self-directed skills or self-organizational dispositions are context- 
related—that is, they enable a specifi c situation to be managed or a specifi c role in a 
specifi c social context to be fulfi lled.

Competency is potential based on knowledge and experience. If the necessary com-
petency is not available, this has a negative eff ect on the results to be achieved. Th e 
competency of a person can be assessed with respect to a defi ned standard and can 
be further developed. Th e knowledge and experience of a person are not independent 
of one another, but infl uence one another. Knowledge is the foundation on which 
experience can be gathered.

Project managers need not only project management competencies, but also social 
competencies and self-competencies, organizational competence, content-related 
solution competence, inter-cultural competence, and foreign language competence 
for international projects.
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Organizational competence refers to knowledge and experience with the organization 
performing a project. Project managers do not need specifi c competencies with regard 
to the content-related solutions to be developed. However, a basic understanding of 
the technologies and products used in projects supports the acceptance of the project 
manager by the members of the project organization, especially in smaller projects.

Th e competencies of the project manager are based on his or her self-understanding 
as a project manager.

 8.3.1 Project Management Competencies

Th e project management competence of a project manager can be defi ned as the abil-
ity to fulfi ll the role of “project manager”, based on project management knowledge 
and project management experience. 

 In order to ensure that the project managers of a project-oriented organization have the 
appropriate competencies, minimum requirements for project management knowledge 
and the project management experience can be defi ned for the various project manage-
ment roles. Th is contributes to clarifying the stages of a project management career path 
(see Chapter 16). As an example, the requirement profi les for the career stages “project 
manager” and “senior project manager” are defi ned in Table 8.5. Th e knowledge and 
experience elements of project managing used to describe the requirements are mainly 
structured according to project management sub-processes.

It can be seen from Table 8.5 that, in addition to knowledge and experience of project 
managing, project managers also need (to a lesser extent) knowledge and experience 
of program managing and managing a project-oriented organization.

8.3.2 Social Competencies for Projects

Social competence can be defi ned as a potential for communicative and cooperative 
behavior that serves the realization of objectives in social interactions. Social inter actions 
in projects and programs are, for example, meetings, workshops, events, presentations, 
and negotiations. Social competence is knowledge and experience in managing these 
situations using appropriate communication methods. Relevant methods are:

15  A “method” is a regulated process in which techniques for obtaining knowledge and results are applied. A 
“technique” is understood as a concrete tool or means for carrying something out.

> managing others’ emotions, networking, virtually communicating,
> negotiating, managing a confl ict, facilitating a large group,
> problem solving, working in a team, giving and receiving feedback, and
> presenting and facilitating.

Figure 8.7 (page 175) represents these communication methods and techniques.15
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Th e methods and techniques represented can be used for leading members of the 
project organization and managing relationships with project stakeholders.16 Social 
competencies are required to perform these leadership tasks.

8.3.3 Self-Competencies for Projects

Self-competence can be defi ned as a potential for self-managing, for managing one’s 
own resources such as time, motivation, energy, and expertise. Self-management serves 
the realization of personal tasks and objectives. A high level of self-competence is a 
requirement for the professional fulfi llment of the project manager role. Individuals 

16  A descripƟ on of the methods and techniques depicted in Figure 8.7 is omiƩ ed, since there is an extensive 
literature on this topic, which is also relevant for project managing (see de Janasz et al., 2015 or Polzin, B., 
Weigl, H., 2014).

Project management knowledge Project management experience

Elements 5 4 3 2 1 1 2 3 4 5

Project definition, project 
management process

Project starting methods: 
Project contexts
Project starting methods: 
Project organization
Project starting methods: 
Project planning
Project coordinating 
methods

Project controlling methods

Project closing methods

Project transforming and
project repositioning 
methods
Program definition and 
program management
Managing the project-
oriented organization

Legend:

Project manager

Senior project manager

1…non, 2…low, 3…average, 
4…much, 5…plenty of

Table 8.5: Minimum Requirements of Project Management Competencies 
for Project Managers and Senior Project Managers
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who cannot adequately manage themselves are generally not qualifi ed to manage 
organizations.

Self-competence is knowledge and experience in managing oneself using appropriate 
methods, such as stress managing, self-motivating, coping with one’s own emotions, 
self-refl ecting, problem solving, time managing, and managing the work-life balance 
(see Fig. 8.8). Techniques for self-management are also shown in Figure 8.8.

8.3.4 Self-Understanding as Project Manager

Self-understanding can be understood as how a person interprets and explains him 
or herself. A self-understanding is developed by individuals, not only in their private 
environment. Professional self-understanding can also be developed through refl ec-
tion on professional requirements. It represents a perspective on how an individual 
perceives himself/herself in a professional role in a specifi c context.

“Th e expression ‘self-understanding’ means the establishment of subjectively binding 
norms, which are formed by balancing expectations placed on our roles, and in which 
individual action fi nds its orientation”.17 Self-understanding is strongly connected 
with individual values, identity, character, and with constructions of reality.

Fundamental elements of self-understanding are interpretations …

17  Sachs-Hombach, K., 2000, p. 189.

> for dealing with oneself (e.g., frustration tolerance, sensitivity to personal emo-
tions, self-control),

> for defi ning one’s responsibility (towards others, towards society), and
> for dealing with others (e.g., transparency, fairness, openness, ability to cooperate).

Th ese elements of self-understanding can be adapted and interpreted for diff erent 
professional roles.

An individual’s self-understanding regarding the fulfi llment of a professional role is 
learned; it develops through interaction with stakeholders. Th is self-understanding 
may change but has a relatively stable character. It is the basis for the self- competencies 
and social competencies deemed necessary for fulfi lling the professional role.

Th e self-understanding of a person as project manager is characterized by the project 
manage ment approach used by the person. How one deals with oneself, one’s respon-
sibility towards others and society, and how one deals with others all diff er according to 
whether a mechanistic or a systemic project management approach (see Chapter 2) is used.

An example of the self-understanding of project managers who use a systemic project 
management approach is shown in Figure 8.9.
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Self-understanding
as a project manager

results-orientedcontext-oriented

customer-oriented

flexible

professional

team-oriented

ethical

Fig. 8.9: Dimensions of self-understanding as a project manager.

Th e values shown need to be interpreted in the specifi c context. For example, “results- 
oriented” can mean securing a holistic and sustainable solution. “Customer- oriented” 
can mean ensuring customer benefi ts, and “team-oriented” can mean empowering 
teams in projects and making collective decisions.

An example of the formulation of the self-understanding of project managers is the 
PMI Project Management Institute standard provided by the “Code of Ethics and 
Professional Conduct”.18 Th is applies to all PMI members, as well as non-members 
who have a PMI certifi cate or work as volunteers for PMI. Th e values which are rele-
vant for this global project management community are “responsibility”, “respect”, 
“fairness”, and “honesty”. In the description of the values, a distinction is made 
between “mandatory standards” and “aspirational standards”.
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  9  Sub-Process: Project StarƟ ng

Because of the time pressure of projects, there is a great temptation to begin work on 
a project immediately upon receiving the project assignment, without starting the 
project appropriately. Th is can lead to unrealistic project objectives, unclear project 
role defi nitions, and unclear project stakeholder relations. A professional project start 
can prevent these problems and ensure adequate project management quality.

Adequate communication formats and project management methods should be used 
during the project start. Th e design of the sub-process “project starting” and the 
methods relevant to the project start are described below. Examples of project plan-
ning for the project “Developing Values4Business Value” are presented as a case study.

In the following overview, the sub-process “project starting” is shown in the context 
of the business process “project managing”.

Project coordinating

Project 
assigned

Project 
approved

Project 
starting

Project 
closing

Project
transforming,
repositioning

Project
controlling

Overview: The sub-process “project starƟ ng “ in the context 
of the business process “project managing”.
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9  Sub-Process: Project StarƟ ng

9.1 Project Starting: Objectives and Process

9.2 Project Starting: Organization and Quality

9.3  Methods: Planning Objects of Consideration, Planning Project Objectives, 
Planning Project Strategies, Developing a Work Breakdown Structure, 
Specifying a Work Package

 9.3.1 Planning Objects of Consideration

 9.3.2 Planning Project Objectives

 9.3.3 Planning Project Strategies

 9.3.4 Developing a Work Breakdown Structure

 9.3.5 Specifying a Work Package

9.4  Methods: Planning Project Schedules, Planning a Project Budget, Planning 
Project Resources

 9.4.1 Planning Project Schedules

 9.4.2 Planning a Project Budget

 9.4.3 Planning Project Resources

9.5 Methods: Analyzing Project Context Relations

 9.5.1 Analyzing Relations to Strategic Objectives of the Organization

 9.5.2 Analyzing and Planning Relations to other Projects

 9.5.3 Analyzing the Pre-Project Phase and Planning the Post-Project Phase

 9.5.4 Analyzing and Planning Relations to Project Stakeholders

9.6  Methods: Designing a Project Organization, Developing a Project Culture, 
Managing the Project Personnel

 9.6.1 Designing a Project Organization

 9.6.2 Developing a Project Culture

 9.6.3 Managing the Project Personnel

9.7 Methods: Managing Project Risks
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 9.1 Project StarƟ ng: ObjecƟ ves and Process
Project Starting: Objectives

Th e sub-process “project starting” begins when the project is assigned and ends when 
the project start documents are fi led. Project starts can last for two to four weeks, 
depending on the scope and complexity of the project. Th e “project initiating” process 
takes place before project starting. As a result of the project initiation, initial project 
plans, which are to be further detailed and elaborated by the nominated project team, 
are available for starting a project.

Th e processes “project coordinating”, “working out a solution”, “project administrating”, 
and “change managing” run in parallel. Th e processes “project controlling”, “project 
closing”, and “controlling the benefi ts realization” take place later.

Th e objectives of the sub-process “project starting”, diff erentiated into economic, eco-
logical, and social objectives, are described in Table 9.1.

Table 9.1: ObjecƟ ves of the Sub-Process “Project StarƟ ng”

Objectives of the sub-process: Project starting 

Economic objectives
> Information transfer from the pre-project phase into the project performed
> Appropriate project plans developed
> Project organization designed
> Project context relations analyzed and planned
> Project established as a social system
> First project marketing performed
> Structures of the sub-processes “project coordinating“, “project controlling“ and 

“project closing“ defined 
> Sub-process “project starting“ performed efficiently

Ecological objectives
> Ecological consequences of the project starting optimized

Social objectives
> Project personnel recruited and allocated
> Incentive systems developed and agreed on
> Development of project personnel planned
> Stakeholders in the project starting involved

Project Starting: Process

Th e sub-process “project starting” and the other project managing sub-processes can 
be divided into the following phases: planning, preparing communicating, perform-
ing communications, and following up. Th is structure of the sub-process “project 
starting” is shown in the responsibility chart of Table 9.2.



184

PROJECT.PROGRAM.CHANGE9

Process tasks
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1 Planning the project starting process

1.1 Analyzing the situation C P C C

1.2 Selecting the communication formats for starting P

1.3 Recruiting, allocating members of the project 
organization A P

1.4 Performing one-on-one meetings P C C

1.5 Defining the project management methods to be 
applied P

1.6 Agreeing with the project owner C P 1

2 Preparing the project start communications

2.1 Preparing a kick-off meeting, the start workshop, 
the project owner meeting, etc. P

Tool/document:
1 … List of project management methods to be used
2 … Invitation for the project start workshop for 

participants
3 … Documents for project start workshop
4 … Documentation of project starting

Legend
P …. Performing
C…Contributing
I… Being informed
Co…Coordinating

Th e planning of project starting involves an analysis of the initial project plans and 
of essential decisions and documents from the pre-project phase. Th e results of this 
analysis are used to plan the application of further project management methods, to 
defi ne necessary project communication formats, to plan the use of information and 
communication technology, and, if necessary, the involvement of a project manage-
ment consultant. Th e members of the project organization must be recruited either 
from the permanent organization units of the project-oriented organization or from 
the external personnel market. Th ese persons are allocated to the project roles.

Th e participants for the diff erent communication formats for starting the project are 
to be selected and invited. For performing project start communications, a combina-
tion of individual meetings, kick-off  meetings, project start workshops, and project 
owner meetings are required. In large projects, several project start workshops and 

Table 9.2: Sub-Process “Project StarƟ ng”—Responsibility Chart

(conƟ nues on next page)
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Table 9.2: Sub-Process “Project StarƟ ng”—Responsibility Chart (cont.)

also “social events” may be necessary. To follow-up, the project start documentation is 
to be prepared and distributed to the members of the project organization, and initial 
project marketing can take place.

Th e communication necessary to establish a project as a social system is promoted 
and structured by applying project management methods. Th is and not the creation 
of control instruments is the benefi t of applying project management methods. Th e 
methods to be used when starting the project can be diff erentiated according to the 
project dimensions—namely, the objects of consideration, project objectives, project 
scope, project schedule, etc. Th e results of the application of these methods are project 
plans such as the objects of consideration plan, the project objectives plan, the work 
breakdown structure, and the project schedules.

An overview of the project management methods to be used was given in Table 6.2 
(on page 106), diff erentiated according to the project managing subprocesses. As 

2.2 Inviting participants P C 2

2.3 Documenting results from the pre-project phase P C C

2.4 Developing drafts of the detailed project plans P C C

2.5 Preparing the documents for the start 
communication P C C 3

3 Performing the project start communications

3.1 Distributing information to the participants P

3.2 Performing the project kick-off P C

3.3 Performing the project start workshop C Co P C

3.4 Developing a draft of the documentation of project 
starting P

3.5 Performing the project owner meeting P C

4 Following up the project start communications

4.1 Finalizing the documentation of project starting P 4

4.2 Performing a first project marketing C P C C

4.3 Distributing and filing the documentation of project 
starting P C I I
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described in Chapter 6, the listed methods are also to be used in programs. Th e 
descriptions of the methods are thus relevant for both project managing and program 
managing, although for simplicity we shall, in what follows, speak only of “project 
management methods”.

Examples of project plans created while starting a project are presented on page 188 
for the project “Developing Values4Business Value” as a case study.

9.2 Project StarƟ ng: OrganizaƟ on and Quality
Project Starting: Organization

Th e project owner, the project manager, and the project team are responsible for start-
ing a project. In socially complex situations, a project management consultant can be 
involved.

Th e planning of project starting and the preparing of the project start communi-
cations can be carried out by the project manager alone for small projects and by 
the project manager in cooperation with project team members for larger projects. 
When starting repetitive projects, standard project plans can be used, which consid-
erably reduces the planning eff ort. Unique projects, however, require novel structures 
and solutions, which necessitates the use of specifi c working forms and of creativity 
techniques.

At the end of a project start workshop, the results achieved can be presented by the 
project team to the project owner and, possibly, to representatives of project stake-
holders. Th ere, open issues can be discussed. Usually more attention to agreements 
is required in unique projects than in repetitive projects. Th e sub-process “project 
starting” should be documented by the minutes of meetings and workshops.

Th e resources required for starting a project (personnel, materials, information and 
communication technology, consulting) can be estimated and assigned to the “proj-
ect starting” work package of the work breakdown structure.

Project Starting: Quality

Th e quality of project starting can be evaluated on the basis of the project manage ment 
results achieved and on the process quality—that is, the duration, costs, involvement 
of stakeholders, etc., of the subprocess. In addition to the project plans developed, 
for example, the structure and culture of the established social system “project”, the 
development of stakeholder relations, and the implementation of the project market-
ing are results of project starting. Th e project plans can be evaluated with regard to 
their existence and the quality of their content (completeness, level of detail, fulfi ll-
ment of formal criteria, etc.)
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  9.3 Methods: Planning Objects of ConsideraƟ on, Planning 
Project ObjecƟ ves, Planning Project Strategies, Developing a 
Work Breakdown Structure, Specifying a Work Package 

9.3.1 Planning Objects of ConsideraƟ on
Planning Objects of Consideration: Defi nition and Example

An objects of consideration plan is a breakdown of the objects to be considered in 
a project. Work packages are to be performed in a project for objects. Th ey are the 
subject matter for work packages. On the one hand, objects of consideration are the 
dimensions of an organization to be changed. For example, services or products, mar-
kets, organizational structures, personnel, etc. can be changed by a project. On the 
other hand, the plans, documents, contracts, etc. necessary for performing a project 
can be objects of consideration.

Th erefore, the objects of consideration plan must be distinguished from the work 
breakdown structure. Th e objects of consideration plan is structured in an object- 
oriented manner. Th e work breakdown structure is structured in a process-oriented 
manner. Th e connection between the two plans is that work packages that relate to 
objects are presented in the work breakdown structure.

Th e objects of consideration of a project and their relationships to one another can be 
represented either graphically or as a list. As an example, Figure 9.1 shows the objects of 
consideration plan for the project “Developing Values4Business Value”.

Planning Objects of Consideration: Objectives and Process

Th e objective of developing an objects of consideration plan is to provide information 
about the objects to be considered in a project. It should be ensured that the members 
of the project organization and the representatives of project stakeholders develop a 
shared point of view in this regard. Th e labeling of the objects of consideration con-
tributes to the development of a shared project language. Th e objects of consideration 
not only are the basis for work breakdown structuring but also provide a basis for the 
planning of the project objectives and the designing of the project organization (see 
Fig. 9.2 on page 189).

When starting a project, the objects of consideration can be defi ned analytically as 
a fi rst working step. An alternative is to derive the objects of consideration from the 
project objectives plan and the work breakdown structure after these have been created.

Th e solution requirements developed in conceptualizing an investment provide a basis 
for defi ning the objects of consideration. For example, a “specifi cation document” or 
an “initial backlog” can be the basis for defi ning objects of consideration. 
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 Case Study: “Developing Values4Business Value”—Objects of ConsideraƟ on Plan 

The objects of consideraƟ on plan for the project “Developing Values4Business Value” is pre-
sented as a mind map with two levels. Not all objects of consideraƟ on are subdivided in this 
representaƟ on. The second level is someƟ mes “switched off ” in order to provide appropriate 
informaƟ on in project communicaƟ on.

Fig. 9.1: Objects of consideraƟ on plan for the project “Developing Values4Business Value”.
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Th e dimensions of organizations—that is, their services, products, organization, per-
sonnel, etc.—have already been mentioned as relevant criteria for structuring the 
objects of consideration. Table 9.3 gives some tips and trick for planning objects of 
consideration.

Table 9.3 Planning Objects of ConsideraƟ on: Tips and Tricks

Planning objects of consideration: Tips and Tricks

> Ensuring a holistic project view in the objects of consideration plan
> Clustering the objects to assure an overview
> Depicting objects of consideration in a unified manner
> When creating further project plans, optimizing the objects of consideration 

plan iteratively
> Assuring consistency of the objects of consideration plan with the project 

objectives plan and work breakdown structure
> Not presenting tasks but objects

 Fig. 9.2: RelaƟ onships between the objects of consideraƟ on plan and other project plans.

Project team
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For repetitive projects, standard objects of consideration plans can be used. Th e 
objects of consideration must be coded in order to ensure orientation. Since the 
objects of consideration are objects and not activities, object-oriented labeling (with 
nouns) must be ensured.

9.3.2 Planning Project ObjecƟ ves

Planning Project Objectives: Defi nition and Example

Projects can be seen as goal-oriented temporary organizations. Objectives related to 
the content, the schedule, and the budget are to be achieved in projects, whereby 
the content-related objectives can be divided into economic, ecological, and social 
objectives. It is also possible to diff erentiate between short-term, medium-term, and 
long-term as well as local, regional, and global objectives.

In a narrow sense, project objectives are defi ned here as content-related results which 
should be obtained at the end of a project. Th ese content-related project objectives 
are described in the project objectives plan. In order to plan other project objectives, 
additional project management methods, such as schedules and budgets, are used.

Th ere is a connection between the content-related project objectives and the solu-
tion requirements defi ned in conceptualizing an investment (see Chapters 3 and 4). 
When planning project objectives, orientation can be provided by the initial solution 
requirements. When applying an iterative approach, the solution requirements are 
iteratively defi ned during the development of a solution. Not all requirements and 
project objectives can be defi ned in detail before starting a project. Th e requirements 
and objectives will only become concrete during the course of the project. At the end 
of the project, the results obtained should ideally correspond to the expectations of 
the project stakeholders at the end of the project. Th ese expectations might deviate 
from the requirements defi ned before the start of the project.

Th e solution requirements are a project management dimension to be kept in mind, 
although the identifi cation and the description of the requirements are not tasks of 
project managing but of the business process “managing requirements” (see Chapter 4).

Th e content-related objectives defi ned in the project objectives plan must be distin-
guished from the business case objectives or the benefi ts considered in a cost–benefi t 
analysis. From the point of view of managing requirements, the business case objec-
tives or the benefi ts of an investment are considered as business requirements. Th e con-
nection between project objectives and business case objectives is that the fulfi llment 
of the project objectives creates the basis for realizing the business case objectives.

As an example, in Table 9.4 an excerpt of the project objectives plan of the project 
“Developing Values4Business Value” is presented.
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Case Study: “Developing Values4Business Value”—Project ObjecƟ ves Plan

Table 9.4: Project ObjecƟ ves Plan for the Project “Developing Values4Business Value”

Project Objectives Plan
Developing Values4Business Value

Non-objectives
English version of the book developed

   Advanced RGC seminars further developed

Clients bound by the optimized management approaches
Peer review group involved

Additional objectives
   Basis for certification of the project manager established
   Case study for RGC trainings developed

   Publishing partners C.H. Beck (Germany) and Stämpfli (Switzerland) involved

   RGC management approaches documented in the book PROJECT.PROGRAM.CHANGE (hardcover and e-book)

Practical relevance of the developed RGC management approaches and readability of the book ensured by peer review 
groups and layout optimizations
Services (consulting, training, events, lectures) and products (sPROJECT, books) further developed by optimizing the 
processes and tools
Optimized services and book PROJECT.PROGRAM.CHANGE marketed in Austria, Germany and Switzerland; additional 
marketing planned

Organization-related and personnel-related project objectives
   RGC management further developed
   RGC personnel further developed
Infrastructure-related and budget-related project objectives

Basis for an increase in sales of RGC services and RGC products established
Stakeholder-related project objectives

Cooperation with publisher Manz continued

RGC management approaches further developed by innovations (values and management approaches, sustainable 
development, agile approaches, benefits realization management, requirements management, business modelling)

Services-related and market-related project objectives

The project objecƟ ves plan for the project “Developing Values4Business Value” is broken down 
according to the structure dimensions and the context dimensions of an organizaƟ on. A  diff er-
enƟ aƟ on was made between service-related and market-related objecƟ ves; organizaƟ onal and 
personal objecƟ ves; and infrastructure-related, fi nancial objecƟ ves, and stakeholder- related 
objecƟ ves. The breadth of the changes pursued by RGC can be seen from the project objecƟ ves.

The defi ned addiƟ onal objecƟ ves were to be achieved in the project, although this would 
not have been necessary for the fulfi llment of the main objecƟ ves. The defi niƟ on of the non- 
objecƟ ves contributed to the clarifi caƟ on of the project boundaries.

Planning Project Objectives: Objectives and Process

Th e objective of planning the project objectives is to defi ne the content-related objec-
tives to be achieved by the project. Th is requires the construction of a shared view 
amongst the members of the project organization and the representatives of project 
stakeholders, as well as shared agreements. Th e construction of a “holistic” view of 
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the project is striven for. A holistic solution is to be enabled by taking into account all 
closely linked objectives.

Th e project objectives are to be operationalized by appropriate diff erentiation and 
quantifi cation. Diff erentiation can be supported by using the objects of consideration 
and the defi ned solution requirements. Later on, this enables operational controlling 
of the project objectives and evaluation of the project success.

Th e project objectives can be divided into main, additional, and non-objectives. Th e 
main objectives describe the solution requirements that should be fulfi lled at the end 
of the project to meet a need of the organization. Additional objectives may be the 
development of a supplier relationship or the further development of the project per-
sonnel involved. Th e additional objectives do not relate to the solution requirements. 
Th ey must not be confused with “can-objectives”—that is, they must also be achieved 
and resources and budgets have to be made available for this. By defi ning non- 
objectives, by explicitly excluding possible solution requirements, the project objectives 
are concretized.

9.3.3 Planning Project Strategies

Planning Project Strategies: Defi nition and Example

Project strategies can be understood as the basic approaches for realizing project objectives.

Th e following project strategy types can be distinguished:

> project strategies regarding the procurement of services and products,
> project strategies regarding the use of technologies,
> project strategies regarding the application of methods,
> project strategies regarding project personnel, and
> project strategies regarding the managing of project stakeholder relations.

Project strategies are to be defi ned when there are options with respect to basic approaches. 
Options in procurement are, for example, in-house production or third-party produc-
tion. Options regarding the application of methods are, for example, the use of a water-
fall model or an iterative model for performing a project. As an example, Table 9.5 shows 
the project strategies plan for the project “Developing Values4Business Value”.

Planning Project Strategies: Objectives and Process

Th e objective of planning project strategies is to defi ne and to agree on basic approaches 
for realizing the project objectives. Th e decisions made in project strategies planning 
infl uence further project planning. For example, the decision to proceed iteratively 
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Case Study: Developing Values4Business Value—Project Strategies Plan

Table 9.5: Project Strategies Plan for the Project “Developing Values4Business Value”

Project Strategies Plan
Developing Values4Business Value

RGC key accounts: Involvement of representatives in the peer review group, information about the benefits of 
the management innovations
RGC consultants and network partners: Involving in the development process

Visualizing: Use of a Scrum-board and all project plans and change plans for the communication
Project strategies regarding the project personnel

Project team members: Ensuring the personnel development, learning as incentive
Peer review group: Promoting the networking between the group members

Project strategies for managing the project stakeholder relations
RGC clients: Information on the further developed RGC management approaches and invitation to the book 
presentation

Researching: Literature analysis, case studies, interviews, reflection workshops, …

Publishing partners: Involving publishers in Germany and Switzerland, in addition to the Austrian publisher, to 
ensure the marketing of the book in the DACH-region

Layout expert: Employment of a layout expert to revise the consulting and training materials, to document the 
RGC management approaches and to ensure an appealing layout of the book

ProcPurchasing a Scrum-board
Project strategies regarding the applied technologies

E-book: Designing the book to enable the realization of an e-book

Graphics: implementing the RGC CI in graphical solutions to contribute to the RGC image

Print: Ensuring the instant usability of RGC's graphical solutions by the printing company
Project management documentation: Use of sPROJECT

Project strategies regarding the use of methods
Change managing: Perceiving the further development of the RGC management approaches as a change
Project managing: Iterative approach in the project "Developing Values4Business Values"

Peer Review Group: Cooperation with management experts to ensure the practical orientation of the RGC 
management approaches

Project strategies regarding procuring

The concept of “procuring” was understood in a broad sense in the project and was thus used 
not only for procuring suppliers, but also for cooperaƟ on partners. “Technological soluƟ ons” 
needed to be specifi ed for the book producƟ on and also became relevant for the applicaƟ on 
of project and change management methods.

The personnel-related project strategies should ensure the moƟ vaƟ on and the further develop-
ment of the project personnel.

and not sequentially defi nes the structure of the work breakdown structure. Or, for 
example, the decision to implement quality assurance measures through external 
experts aff ects the project organization and the project budget.
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Th e planning of the project strategies must be based on the project objectives plan. 
Strategic options for realizing the project objectives are to be identifi ed and evaluated. 
Th e optimal approach in each case must be defi ned as a project strategy.

Th e defi nition of project strategies for procurement should not be restricted to pro-
curement strategies and the treatment of suppliers but should also take into account 
potential cooperation partners who provide essential resources to ensure the success of 
the project. Th e technologies to be used depend on the project content. For strategies 
concerning the application of methods, a distinction can be made between methods 
for the content of project work and methods for managing the project and the change. 
Th e defi nition of the project strategies for managing project stakeholder relations can 
be a result of the project stakeholder analysis. Th e consideration of project strategies 
for project personnel refl ects the importance of the project personnel for the success 
of the project.

Th e defi ned project strategies must be communicated to the members of the project 
organization and to selected representatives of project stakeholders. Th is should give 
them orientation regarding behavior in the project.

 9.3.4 Developing a Work Breakdown Structure

Developing a Work Breakdown Structure: Defi nition and Example

Th e work to be performed within the framework of a project can be planned in a 
work breakdown structure (WBS) and concretized by work package specifi cations. 
Th e objects of consideration plan, the project objectives plan, and the project strate-
gies plan form the basis for work breakdown structuring. A WBS can be represented 
graphically as a tree structure and/or as a list.

A WBS is a model of a project. It breaks down the work to be performed into plan-
nable and controllable work packages. A WBS is not a schedule, a cost plan, or a 
resource plan. It is, however, the common structural basis for scheduling, cost planning, 
and resource planning. Th e WBS can also be the basis for a project-related fi ling sys-
tem. A WBS is a relatively stable project plan because it is not infl uenced by changes 
in schedules, costs, or resources.

As examples, in Figure 9.3 (page 195 through page 197) the work breakdown struc-
ture of the project “Developing Values4Business Value” (breakdown to the 3rd level) 
and in Figure 9.4 (page 198) the breakdown of a phase of this project (breakdown 
to the 4th level) are represented as tree structures.
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 Fig. 9.3: Work breakdown structure of the project “Developing Values4Business Value” 
(breakdown to the 3rd level). (conƟ nues on next two pages)
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 Fig. 9.3: Work breakdown structure of the project “Developing Values4Business Value” 
(breakdown to the 3rd level). (conƟ nues on next page)
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 Fig. 9.3: Work breakdown structure of the project “Developing Values4Business Value” 
(breakdown to the 3rd level). (end)
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 Fig. 9.4: Breakdown of the phase “Develop Chapters A–F” of the project “Developing 
Values4Business Value” (4th level of the WBS). (conƟ nues on next page)
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Case Study: Developing Values4Business Value—Work Breakdown Structure

Most phases of the project “Developing Values4Business Value” were broken down to the 4th 
level. The phase “Developing Chapters A–F” is an example of this. The need to subdivide phases 
and a group of work packages into work packages is a result of the varied nature of the work 
to be performed and its relaƟ vely long duraƟ on. This can be seen, for example, in the group of 
work package 1.2.5 “Prototyping the seminar ‘Agility & Projects’”. The following work packages 
were to be completed within this group of work packages: “Planning seminar content”, “Estab-
lishing the cooperaƟ on with a co-trainer”, “ConducƟ ng content-related research”, “Developing 
seminar content”, “ConducƟ ng the seminar”, and “Refl ecƟ ng on and opƟ mizing the seminar”.

Developing a Work Breakdown Structure: Objectives and Process

Th e objective of developing a work breakdown structure is to break down the proj-
ect into plannable and controllable work packages. For this the project scope needs 
to be defi ned as holistically as possible. Th e WBS should ensure a shared view of 
the project amongst the members of the project organization and representatives of 
project stakeholders. Th e WBS is a central communication tool in project managing. 

Work breakdown structure WAHR

Values4Business Value entwickeln

V. 1.001 v. S. Füreder per 5.10.2015
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It contributes to the unifi cation of the project language and to the development of 
commitment to the project and enables a clear assignment of work packages to project 
team members and project contributors. A process-oriented breakdown of the project 
creates an appropriate basis for controlling the progress of the project.

A WBS is created by a horizontal and vertical breakdown of the project scope. Th e 
breakdown is based on business processes and on the objects of consideration. In 
order to arrive at detailed work packages, it is necessary to combine several structur-
ing criteria. In structuring the WBS it is advisable to proceed in a process-oriented 
manner at the 2nd level (phase level) as well as within the individual project phases.

In a process-oriented structure, the focus is not on a strict chronological sequence but 
rather on a general process logic. Each breakdown criterion, and thus also the phase 
schema, can be disrupted or extended. So, for example, the phases of planning, prepar-
ing, executing, and following up an event can be extended to include the marketing and 
the project managing, which must be carried out in parallel with these project phases. 

Th e positioning of a task as a phase at the 2nd WBS level is to be ascribed to the 
importance of this process. Project managing is always seen as a business process at 
the 2nd level of the WBS and is broken down into the subprocesses project starting, 
project coordinating, project controlling, and project closing.

0% 0% 0% 0%

0% 0% 0% 0%

0% 0% 0% 0%

0% 0% 0% 0%

0% 0% 0% 0%

0% 0% 0% 0%

0% 0% 0% 0%
0 

Ta
ge

14
 T

ag
e

1.
3.

8.
5 Making second modifications as 

a result of the peer reviews

9 
Ta

ge

1.
3.

8.
6 Making third modifications as a 

result of the peer reviews

9 
Ta

ge
4 

Ta
ge

1.
3.

8.
2 Conducting reviews

19
 T

ag
e

1.
3.

8.
3 Carrying out peer review 

workshop

1 
Ta

ge

Reflecting on and handing over 
Chapter F

2 
Ta

ge

1.
3.

7.
7 Controlling the backlog "book"

1 
Ta

ge

1.
3.

8.
1 Preparing Peer Review 1

1.
3.

8.
4 Making first modifications as a 

result of the peer reviews

1.
3.

8.
7 Modifications as a result of Peer 

Review 1 implemented
Controlling the backlog "book"

1 
Ta

ge

1.
3.

7.
1 Planning Iteration 6

2 
Ta

ge

1.
3.

7.
2 Researching content for Chapter 

F

3 
Ta

ge

1.
3.

7.
3 Developing draft of Chapter F

5 
Ta

ge

1.
3.

7.
4 Accepting draft of Chapter F

1 
Ta

ge

1.
3.

7.
5 Finishing Chapter F

1 
Ta

ge

1.
3.

7.
6

Accepting draft of Chapter E

1 
Ta

ge

1.
3.

6.
5 Finishing Chapter E

1 
Ta

ge

1.
3.

6.
6 Reflecting on and handing over 

Chapter E

2 
Ta

ge

Planning Iteration 5

2 
Ta

ge

1.
3.

6.
2 Researching content for Chapter 

E

3 
Ta

ge

1.
3.

6.
3 Developing draft of Chapter E

5 
Ta

ge

1.
3.

5.
6 Reflecting on and handing over 

Chapter D

2 
Ta

ge

1.
3.

5.
7 Controlling the backlog "book"

1 
Ta

ge

1.
3.

6.
1

1.
3.

6.
4

1.
3.

6.
7

1.
3.

5.
1 Planning Iteration 4

2 
Ta

ge

1.
3.

5.
2 Researching content for Chapter 

D

3 
Ta

ge

1.
3.

5.
3 Developing draft of Chapter D

5 
Ta

ge

1.
3.

5.
4 Accepting draft of Chapter D

1 
Ta

ge

1.
3.

5.
5 Finishing Chapter D

1 
Ta

ge

Iteration 6: Developing Chapter F

0 
%

1.
3.

8 Peer Review 1 and making 
modifications 0%1.

3.
5 Iteration 4: Developing Chapter D

0 
%

1.
3.

6 Iteration 5: Developing Chapter E

0 
%

1.
3.

7



200

PROJECT.PROGRAM.CHANGE9

Th e further structuring of the WBS is carried out for each phase or group of work 
packages by their division according to either processes or objects of consideration. In 
the case of breakdown by objects, the appropriate level of the objects of consideration 
plan is to be referred to.

When using agile methods for carrying out specifi c project phases, these are to be broken 
down into iterations such as “time-boxed” sprints. It is possible to use diff erent sprint or 
iteration structures for diff erent project phases. Th is can be seen from the above example 
(Fig. 9.3 starting on page 195), from a project which is performed iteratively.

In the case of new, unique projects, it is recommended to collect ideas for work pack-
ages to be performed. Th is can be done by brainstorming. Th e listed work packages 
can be aggregated into groups of work packages or phases. In repetitive projects, stan-
dard work breakdown structures can be used for creating project-specifi c WBSs.

 Th e detailing of the WBS is to be continued until plannable and controllable work 
packages for which responsibilities can be assigned have been arrived at. Work packages 
form the basis for the agreement of quantitative and qualitative results between the proj-
ect manager and project team members, suppliers, partners, and customers. Project team 
members may further subdivide their work packages for the carrying out of the work. 

Th e level of detail of the work breakdown structure is dependent on the scope, the 
complexity, and the dynamics of the project. During project starting, the early project 
phases are usually planned in more detail than later phases. It can be assumed as a 
matter of principle that a WBS is to be broken down to the 4th level and, if necessary, 
to a 5th level. In the case of a project with seven to nine phases at a 3rd level, this may 
result in some 30 to 50 work packages. A further breakdown to the 4th level produces 
some 200 to 300 work packages.

Th e names of the work packages are “labels” which should be understandable for all 
members of the project organization and representatives of stakeholders. Each work 
package represents a task to be performed in the project which relates to an object 
of consideration. Work packages must therefore be task-oriented and named with 
reference to the corresponding object of consideration (e.g., “procuring hardware”). 
Th e coding of work packages allows them to be unambiguously identifi ed and also 
enables the sorting and selecting of work packages. Th e number of digits in the code 
indicates the WBS level on which the work package is located. Th e work package 
“1.3.2.1 Plan iteration 1” of the project “Developing Values4Business Value”, for 
example, is located at the 4th level of the WBS.

Th e WBS, just like the other project plans, is to be developed by the project team 
and agreed upon with the project owner. Th rough teamwork, the necessary creativity 
can be assured and the acceptance of the jointly achieved solution can be guaranteed.
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9.3.5 Specifying a Work Package

Specifying a Work Package: Defi nition and Example

Work packages are to be specifi ed at the lowest level of a work breakdown structure. 
A work package specifi cation includes a quantitative and qualitative description of 
the tasks to be performed in a work package and the results to be achieved. A work 
package specifi cation can specify how the progress in the performance of the work 
package is to be measured. Th e scheduling and the budgeting of work packages are 
not part of specifying work packages. Th is information can be found in the project 
schedule and in the project cost plan.

As an example, Table 9.6 shows the specifi cation of the work package “1.3.2.3 Devel-
oping a draft of Chapter A”.

Case Study: Developing Values4Business Value—Work Package Specifi caƟ on

Table 9.6: Specifi caƟ on of the Work Package “1.3.2.3 Developing the DraŌ  of Chapter A”

Work Package Specification
Developing Values4Business Value

WBS Code: 1.3.2.3 Work package: Developing a draft of Chapter A Progress measurement

10%
50%
70%

100%
Result of the work package

A draft of Chapter A drawn up; scope approx. 25 A4-pages; about 5 figures in 
Powerpoint

Content of the work package
Structuring Chapter A and documenting available information
Developing text modules and relating to the chapter structure
Drawing up a draft of the texts and figures
Finishing a draft of the texts and figures

Specifying a Work Package: Objectives and Process

Th e objective of specifying a work package is to determine which tasks are to be per-
formed within the framework of a work package, what the work package results are, 
and possibly how the progress of the work package is measured. 

Th e description of the results of a work package should also specify the form of the 
results. Work package specifi cations are the basis for agreements between the project 
manager and the project team members and project contributors.
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Th rough specifi cation, work packages are diff erentiated from each other, and inter-
faces between work packages can be identifi ed. Work package specifi cations save fur-
ther detailing of the work breakdown structure.

Work package specifi cations are to be prepared by the project team members respon-
sible for the corresponding work packages. Agreements regarding the specifi cations 
are made by the project manager and the responsible project team member or project 
contributor. Th is also makes it possible to deal with interfaces between work packages.

In the case of unique projects, it is advisable to specify a relatively large number of 
work packages. In repetitive projects, one can fall back on standard specifi cations.

  9.4 Methods: Developing Project Schedules, Planning 
a Project Budget, Planning Project Resources

9.4.1 Developing Project Schedules

Developing Project Schedules: Overview

Before planning the logic and the dates for a project, the object to be scheduled, the 
level of detail of planning, and the planning methods to be used must be defi ned.

Objects for which scheduling can be performed are the project as a whole and indi-
vidual project phases. Diff erent scheduling methods can be used for diff erent objects 
to be scheduled. So, for example, a bar chart can be used for the entire project and 
network planning for a project phase.

Th e work breakdown structure is the basis for the planning of the project logic and for 
scheduling. Th e position in time of (groups of) work packages can be planned. A distinc-
tion can be made between rough and detailed scheduling. If the WBS is not suffi  ciently 
subdivided to enable detailed scheduling, further subdivisions of work packages must 
be carried out. So-called “activities” are created as elements of the detailed scheduling.

Th e planning of the project logic and the scheduling can be carried out using the 
methods of listing project dates, developing a project bar chart, and/or developing a 
project network. Th ese methods complement each other. Of these methods, network 
planning is the most sophisticated, and the listing of dates is the simplest. Milestone 
planning is a specifi c form of listing dates. Diff erent information is required for the 
application of diff erent methods for scheduling (see Table 9.7).

Planning Project Milestones: Defi nition and Example

A project milestones plan lists the dates of important project events, so-called proj-
ect milestones. Project milestones are usually associated with symbolic events of a 
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project, such as the ground-breaking ceremony, the topping-out ceremony, and the 
house-warming of a project “house construction”. As an example, Table 9.8 shows the 
project milestones plan for the project “Developing Values4Business Value”.

Case Study: Developing Values4Business Value—Project Milestones Plan

Table 9.8: Project Milestones Plan for the Project “Developing Values4Business Value”

Project Milestone Plan
Developing Values4Business Value

WBS Code Milestone Basic Plan
1.1.1 Project assigned 05.10.2015
1.2.6 Prototyping by the seminar "Agility & Projects" finished 18.03.2016
1.2.9 Prototyping finished 29.04.2016
1.5.4 Backlog "Marketing" developed 18.11.2016
1.3.9 Modifications as a result of Peer Review 1 implemented 23.11.2016
1.7.5 Book proofread and corrected 13.01.2017
1.8.5 Services further developed 24.02.2017
1.9.8 Marketing activities performed 10.03.2017
1.1.7 Project approved 31.03.2017

V. 1.001 v. S. Füreder per 5.10.2015

The project milestones up to November 2016—that is, for the early phases—are more spread 
out from each other than in the later project phases. The number of milestones is relaƟ vely 
high, but this makes it possible to provide an overview of major events of the project.

Table 9.7: InformaƟ on Required for the Diff erent Scheduling Methods

Method Required information

Planning project 
milestones

> List of work packages
> Dates of milestones

Listing project dates
> List of work packages
> Start and/or end dates of work packages

Developing a project bar 
chart

> List of work packages
> Duration of each work package
> Position of each work package on a time scale

Developing a project 
network plan

> List of work packages
> Duration of each work package
> Dependences between work packages due to 

technological and/or resource requirements
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Planning Project Milestones: Objectives and Process

Th e objective of project milestones planning is to defi ne milestones and plan the dates 
of these major project events. Milestones provide orientation in the project. Th e object 
scheduled in milestones planning is the project as a whole. Th e milestones plan is a 
rough scheduling method.

A project milestones plan should not have more than seven to nine milestones. 
Structurally, milestones relate to initial and fi nal events of work packages. “Project 
assigned” and “project approved” are obligatory milestones. Milestones are to be for-
mulated in an event-oriented manner. Dates must be planned for each milestone. 
Th ese can be adjusted during periodic project controlling.

Listing Project Dates: Defi nition and Example

A list of project dates consists of the start and/or end dates of the work packages of a 
project. As an example, Table 9.9 shows an excerpt of the list of dates for the project 
“Developing Values4Business Value”.

Case Study: Developing Values4Business Value—List of Project Dates

Table 9.9: Excerpt of the List of Dates for the Project “Developing Values4Business Value”

List of Dates
Developing Values4Business Value

WBS Code Phase / Work package Start End
1.1 Project managing 05.10.2015 31.03.2017
…
1.2 Prototyping and planning 19.10.2015 27.05.2016
1.2.1 Controlling the initial backlog "Prototyping" 19.10.2015 23.10.2015
1.2.2 Prototyping by the conference " Agility & Processes" 11.01.2016 29.01.2016
1.2.3 Prototyping by the forum "Sustainable development" 08.02.2016 26.02.2016
1.2.4 Prototyping by the seminar "Agility & Projects" 22.02.2016 18.03.2016
1.2.5 Prototyping by the seminar "Agility & Projects" performed 18.03.2016 18.03.2016
1.2.6 Prototyping the consulting of a digital transformation 07.03.2016 27.04.2016
1.2.7 Prototyping the further developing of sPROJECT 07.03.2016 29.04.2016
1.2.8 Prototyping benefits realization management in HP 16 18.04.2016 29.04.2016
1.2.9 Prototyping finished 29.04.2016 29.04.2016
1.2.10 Planning layout of the book and peer review 18.04.2016 20.05.2016
1.2.11 Developing integrative texts 02.05.2016 27.05.2016
1.3 Developing Chapters A-F 09.05.2016 18.11.2016
…

V. 1.001 v. S. Füreder per 5.10.2015
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The excerpt of the list of dates shows the start and end dates of the work packages of the 
project phase “Prototyping and planning”. This phase lasted from 19 October 2015 to 27 May 
2016. The long lead Ɵ me is explained by the handling of the innovaƟ ve content and the great 
importance of prototyping for further development. Two milestones are also included in the 
list of dates—namely, “Agility & Projects seminar prototyping performed” and “Prototypes 
completed”.

Listing Project Dates: Objectives and Process

Th e objective of listing project dates is to plan the dates of the work packages. Either 
only the start dates, only the end dates of the work packages, or both the start and end 
dates can be listed. Th e duration of the work packages and the logical relationships 
between them are not explicitly planned and documented in the list of dates.

A list of dates for work packages is a detailed scheduling method. In a list of dates, 
the object to be scheduled can be either the project as a whole or one or several project 
phases. Th e work packages to be scheduled are to be listed on the basis of the WBS. 
Dates must be planned for each work package.

Developing a Project Bar Chart: Defi nition and Example

A project bar chart is a graphical representation of a project or a project phase that 
provides a visualization of the timing and of the duration of the phases and work 
packages of a project. Th e work packages are represented as time-proportional bars.

Knowledge of the timing of work packages is the basis for developing project bar 
charts. However, there is no explicit planning of the technological or resource-related 
dependencies between the work packages. As an example, Figure 9.5 shows a rough 
bar chart for the project “Developing Values4Business Value”.

Case Study: Developing Values4Business Value—Project Bar Chart

In the bar chart for the project “Developing Values4Business Value”, all project phases apart 
from the phase “1.3 Developing Chapters A–F” are represented by only one bar. This rep-
resents the 2nd level of the WBS. Phase 1.3 is shown at the 3rd WBS level. More Ɵ me was 
planned for the development of Chapters A–F in comparison with the following chapters, 
since these dealt with parƟ cularly innovaƟ ve contents. CooperaƟ on with the peer review 
group also took place for the fi rst Ɵ me for this group of chapters.

The process-oriented structure of the project is clearly visible in the bar chart from the “fl ow” 
of the phases from the top leŌ  to the boƩ om right.
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Developing a Project Bar Chart: Objectives and Process

Th e objective of developing a project bar chart is to visualize the timing and durations 
of the phases and work packages of a project. Th e bar chart is an important commu-
nication tool because it provides an easy to read visualization of the project schedule.

Th e object to be scheduled in a bar chart can be the project as a whole and/or one or sev-
eral project phases. A bar chart can be used as a rough or a detailed scheduling method. 
For example, a rough bar chart can be created for the project as a whole, and detailed 
bar charts can be created for individual project phases.

Knowledge of the duration of work packages is a prerequisite for developing a project 
bar chart. Th e duration can be estimated either intuitively or analytically. In any case, 
the estimate is based on experience. 

An example of an analytical estimate of work package duration for the project “Devel-
oping Values4Business Value” is shown in Table 9.10. Tips for estimating work pack-
age durations are given in Table 9.11.

Case Study: Developing Values4Business Value—AnalyƟ cal EsƟ maƟ on of the 
DuraƟ on of a Work Package

Table 9.10: AnalyƟ cal EsƟ maƟ on of the DuraƟ on of the Work Package
 “1.8.2 Further Developing the Basic Seminars”

Developing Values4Business Value

V. 1.001 v. S. Füreder per 5.10.2015

Scope of work

Analytic Estimation of the Duration of the Work Package "1.8.2 
Further developing the basic seminars“

   Decision: Employment of a team of 2 experts
   Calculation: 3 seminars x 3 days = 9 days

Updating the contents and the designs of 3 basic seminars
For each seminar the scope of work is similar

Productivity of possible ressource combinations
   Team consisting of 2 experts: Duration for 1 seminar = 3 days
   Team consisting of 3 experts: Duration for 1 seminar = 2 days

Estimation of work package duration



208

PROJECT.PROGRAM.CHANGE9

Table 9.11: Tips for EsƟ maƟ ng Work Package DuraƟ ons

Tips for estimating work package durations
> All durations must be estimated in the same time units. A "day" will

usually be used as the time unit. For projects with long durations a
"week" can be used as a time unit.

> The duration of work packages represent throughput times and not
working times (in person days).

> Probable durations are to be estimated, without considering time
reserves.

> The basis for estimates of duration are assumptions about the typical
use of resources for carrying out each work package. The resulting
"normal durations" give rise to minimal work package costs.

> Estimates of work package durations are to be made by those
responsible for carrying out the work packages.

Developing a Project Network Plan (CPM Schedule): Defi nition and Example

A project network plan (e.g., a schedule based on the CPM, the critical path method) 
is a graph showing the positions in time and durations of the work packages of a 
project as well as their logical relationship to one other. If a network plan is developed 
for a project, it can also be displayed as a “networked bar chart”. In a networked bar 
chart, the logical relationships between the work packages depicted as bars are repre-
sented by connecting lines.

A distinction is made between the methods of arrow diagramming and precedence 
diagramming. Since the precedence diagramming method has mostly prevailed in 
practice, it is the only one discussed in what follows. In precedence diagramming, the 
work packages are represented as nodes, and the logical relationships between them 
are shown as arrows. In principle, the logical relationship between two work packages 
can be represented as a “end-start” relationship, a “start-start” relationship, an “end-
end” relationship, or a “start-end” relationship (see Table 9.12).

Table 9.12: Possible Logical RelaƟ onships Between Two Work Packages

Type of relations Relation between…

End-start the end of an activity and the start of another activity
Start-start the start of an activity and the start of another activity
End-end the end of an activity and the end of another activity
Start-end the start of an activity and the end of another activity

In contrast to developing a bar chart, in network planning a distinction can be made 
between the planning of the project logic and scheduling. By defi ning the logical 
relationships between work packages, a project logic is developed independently of 
scheduling assumptions.
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As an example, a network plan for the project phase “1.7 Producing hardcover and 
e-book” of the project “Developing Values4Business Value” can be found in Figure 9.6 
(on next pages).

Case Study: Developing Values4Business Value—Network Plan for the Project 
Phase “1.7 Producing hardcover and e-book”

The project phase “1.7 Producing hardcover and e-book” was performed mainly by Manz 
Verlag, independently of the parallel project phase “Further development of RGC Services, 
etc.” The basis for “delivering” the individual chapters by RGC to Manz was the preparaƟ on 
of these chapters. These relaƟ onships are symbolized in the network plan (see Fig. 9.6) by the 
small circles with corresponding work package numbers.

Developing a Project Network (CPM Schedule): Objectives and Process 

Th e objective of developing a project network is to plan the timing of the work pack-
ages and to show the logical relationships between them. Because it is a relatively 
complicated visualization, the network plan should only be seen as a communication 
tool for project management experts. However, it provides the basis for creating plans 
such as a networked project bar chart or a project milestones plan, which are good 
communication tools.

A network plan can be used as a rough or a detailed scheduling method. For example, 
a rough network plan can be developed for the project as a whole, and detailed net-
work plans can be created for individual project phases. 

For developing detailed network plans, work packages are to be broken down until 
they consist of activities for which the following hold:

> Th e activity is carried out without interruption.
> Th e usage of resources is the same for each time unit of the activity. 
> Th ere is a proportional relationship between the progress of work and the duration 

of the activity.

Th e planning of the logical relationships between the work packages is to be carried 
out on the basis of technological and not resource-related dependencies. However, 
the consideration of scarce resources can be an optimization step after the creation of 
the network.

Th e process logic of the network plan is to be developed in the project team. Th e 
use of visualization techniques (e.g., representation with Post-its) promotes commu-
nication. Only afterwards should the results achieved be documented using project 
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Fig. 9.6: Network plan for the project phase “1.7 Producing hardcover and e-book”. 
(conƟ nues on next page)
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management software. Th is software also supports the calculation of project dates 
and of the project duration. 

In the calculation of dates, the earliest possible or latest allowed date is calculated for 
each activity. If the latest allowed date and the earliest possible date are diff erent, the 
activity has a (total) buff er—that is, a time reserve. If the total buff er of an activity is 
equal to zero, this activity is called “critical”. An extension of the duration of a critical 
activity extends the total project duration. Th e chain of critical activities is called the 
“critical path” of a project.

If the project duration determined by scheduling proves to be too long, the duration 
of the project can be shortened by overlapping the activities of the critical path. If fur-
ther shortening is necessary, it must be checked whether accelerations can be achieved 
by outsourcing or by increasing the allocation of resources to activities.

 9.4.2 Planning a Project Budget

Depending on the project type, a project budget must either contain project-related 
costs only or also include project-related income. No income occurs in internal projects, 
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so budgeting is limited to the planning of project costs. In external projects, services are 
provided for third parties in return for payment. Th e resulting income is compared with 
the project costs in order to calculate the profi t or loss attributed to a project. According 
to the terminology of cost accounting, external projects are to be considered as profi t 
centers and internal projects as cost centers. An associated challenge for project-oriented 
organizations is the establishment of temporary profi t centers and cost centers.

In both internal and external projects, the most holistic possible view of project costs 
is to be striven for. Th is means that not only costs related to actual disbursements, but 
also opportunity costs are considered and that project-related costs of possible part-
ners, suppliers, and also of the customer (in external projects) are taken into account. 
Th us the project costs are related to the overall project scope and make them an indi-
cator of project size and complexity.

When planning the project budget, it is important to ensure that only costs and 
income incurred during the project are allocated to the project. Costs of the pre- 
project and of the post-project phases are not to be considered. But the costs and the 

Fig. 9.6: Network plan for the project phase “1.7 Producing hardcover and e-book”. (cont.)
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income of the post-project phase are the basis for the business case analysis or the 
cost–benefi t analysis of the investment realized by the project.

Planning a Project Budget: Defi nitions and Examples

A project budget is a plan of project-related costs and income as well as of a project- 
related profi t or loss. A common structural basis is required to enable an integrated 
view of the project scope, the project schedule, and the project budget. Th is structural 
basis is the WBS. Th e units for planning a project budget are therefore the work pack-
ages and/or groups of work packages of the WBS.

Th e individual work packages are the units for which planned costs are estimated and 
actual costs are controlled. A cost structure based on the WBS creates the possibility of 
grouping work package costs and of infl uencing costs at diff erent levels of aggregation.

Internal assignments can arise from the grouping of work packages according to areas 
of responsibility. Planning the costs of internal assignments and specifying them for 
the project team members enables “responsibility accounting”. For the implementa-
tion of responsibility accounting, the breakdown of project cost planning must cor-
respond with the structures of cost controlling. Adding up costs for objects makes 
it possible to plan and control costs for individual objects of consideration. Th ese 
structural relationships of the project cost planning are shown in Figure 9.7.

As an example, Table 9.13 shows an excerpt of the project budget for the project 
“Developing Values4Business Value”.

Summed by responsibilities Summed by objects of consideration

Work package 
costs

Costs of objects 
of consideration

Costs of internal
assignments

Work package Cost types

Project costs

Fig. 9.7: Structural relaƟ onships of project cost planning.
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Case Study: Developing Values4Business Value—Project Budget

Table 9.13: Excerpt from the Project Budget for the Project 
“Developing Values4Business Value”
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Since the project “Developing Values4Business Value” was an internal innovaƟ on project, 
mainly costs occurred, and only a low revenue (from quick wins) was produced. Revenue was 
produced by the seminar “Agility & Projects”, which was carried out during the prototyping 
phase. For the project phases presented in Table 9.13, the costs incurred were mainly per-
sonnel costs. Other cost types in the project were, for example, catering costs and costs for 
suppliers. These, however, were incurred during later phases not shown here.
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Planning a Project Budget: Objectives and Process

Th e objectives of planning a project budget are to estimate project costs and possibly 
project revenue and to calculate a project profi t or loss. Project cost plans provide a basis 
for the decision to carry out a project or not, for determining the price for performing 
a contract as an external project, and for performing cost–eff ectiveness controlling.

Th e breakdown of the project cost plan must correspond to the structure of the WBS. 
It has to be decided at which WBS level the cost planning is to be carried out. In most 
cases, a relatively high WBS level is appropriate for project cost planning and project 
cost controlling. Th e work packages at the lowest WBS level, and activities which may 
be used for scheduling, are usually too detailed.

Th e cost types to be taken into account for each work package must be specifi ed. In 
most cases it will be enough to restrict attention to personnel costs, costs of materials, 
costs of external services, and “miscellaneous” costs such as traveling costs. Quanti-
ties for each cost type of the relevant work packages must be determined. Th e costs 
for each work package can be calculated by multiplying the planned quantities by the 
planned prices for each cost type. To determine quantities for personnel costs requires 
planning of personnel resources used for the performance of a work package. Th is 
approach assures an integrative view in planning project resources and project costs.

Th e estimation of work package costs is to be carried out by the project team members 
involved in performing the individual work packages. Th e function of detailed proj-
ect cost planning cannot be transferred to central estimating departments, because 
they cannot estimate the required quantities or the prices to be expected without a 
process-specifi c know-how. Th e involvement of the project team members in project 
cost planning also creates a motivational basis for agreeing on target costs.

Graphical representations of project costs over time can be shown in the form of 
project cost histograms and project cost curves. Project cost histograms depict project 
costs for time periods. In project cost curves, project costs are cumulated over time. 
Th is assures an integrated view in planning project costs and the project schedule.

Th e typical S-curve of project costs (see Figure 9.8) arises from the fact that the costs 
incurred in early and late project phases are generally lower than in the high productiv-
ity phases. Diff erent project cost curves arise from diff erent assumptions about the tim-
ing of the work packages (earliest possible dates, latest allowed dates, or planned dates).

Th e objective of planning the project revenue is to estimate the project-related profi t 
or loss. Th e project team’s responsibility for ensuring the project-related income is 
made clear. For all the diff erent types of revenue that can be attributed to a project 
(e.g., payments for services, subsidies, etc.), the corresponding amount and timing 
must be estimated and presented in a project revenue plan.
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Th e “project success” can be defi ned as the diff erence between project revenue and 
project costs, whereby the term “project costs” is defi ned diff erently in full costing 
and in contribution accounting. When full costing is used, the project success is 
calculated as the diff erence between project revenue and the project’s “self costs”. In 
addition to the variable project costs, “self costs” include an assumed percentage for 
assigning the fi xed overheads of the project-oriented organization to the project. A 
positive project success is referred to as a project profi t, and a negative project success 
is referred to as a project loss. When “contribution accounting” is used, the project 
success is calculated as the diff erence between project revenue and variable project 
costs. Th e resulting project success is referred to as the “contribution”. It serves to 
cover fi xed costs and provide an overall profi t for the organization.

 9.4.3 Planning Project Resources

Planning Project Resources: Defi nitions

A project resource plan is a tabular and/or graphical representation of the demand of 
a resource for a project over time. In project resource planning, not all resources used 
in a project are considered, but only so-called “bottleneck resources”.

Bottleneck resources are resources that are scarce for the project and thus aff ect the 
achievement of project objectives. Bottleneck resources can be, for example, person-
nel, equipment, fi nancial resources, storage areas, etc. Personnel bottleneck resources 

 S 
Overall 
project 
costs 

Earliest possible dates 

Latest allowed dates  

0 1 2 3 4 5 6 7 8 9 10 t 
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Fig. 9.8: CumulaƟ ve project cost curves.
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must be diff erentiated according to non-interchangeable qualifi cations. So, for exam-
ple, in an engineering department, one can diff erentiate between design engineers 
and draftsmen. Individuals as well as qualifi cation groups can be considered bottle-
neck resources.

A basis for project resource planning is created when estimating quantities in project 
cost planning.

Planning Project Resources: Objectives and Process

Supply and demand in a project for a bottleneck resource can be represented by proj-
ect resource histograms and project resource curves. By comparing resource demands 
with available resources, project-related over- or under-coverage of project resources can 
be made visible. Th is may lead to increases or reductions in the supply of resources or 
can be compensated for by time shifts in work packages.

Network-supported project resource plans can be developed for diff erent positions 
in time of the work packages. Two extreme positions in time of the work packages are 
taken as a basis for optimization decisions—namely, the earliest possible and the latest 
allowed positions.

Since the planning of project resources is limited to the consideration of bottlenecks, it 
is not an instrument for general resource planning for the project-oriented organization. 
Th us it is, for example, no substitution for department-specifi c resource planning.

Project resource plans are to be created for bottleneck resources. Th erefore, each 
resource for which a project resource plan is to be created must be defi ned. Work 
packages are the bearers of the resource demands. Th e demand for a bottleneck 
resource must be estimated for each work package for each planning period. Quan-
tity frameworks for resources are either directly available from project cost planning 
or can be derived from it. By adding up the demand for a resource for of all the work 
packages of a project for each period, a resource histogram can be created. Th e accu-
mulation of the resource need for each period makes it possible to develop a resource 
sum curve.

Th e quantities of the bottleneck resources available in the organization must be deter-
mined and compared with the resource demands. Th e available resources can remain 
the same throughout the duration of the project, or they can vary for diff erent periods. 
Th e resource demands for each period can be less than or greater than this available 
resource quantity. Over- or under-coverage can be identifi ed (see Fig. 9.9). Using proj-
ect management software, it is possible to diff erentiate between the timing of resource 
requirements at the start, at the end, or remaining the same throughout the duration 
of a work package.
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Fig. 9.9: Over-coverage and under-coverage of a boƩ leneck resource (histogram).

An adaption of the project plans is necessary if there are resource bottlenecks. Th e 
allocation of bottleneck resources can be optimized by rescheduling work packages, by 
changing the process logic, or by dividing work packages. Furthermore, the possibility 
of increasing or reducing the supply of resources must be taken into account. Possible 
measures for increasing, for example, the supply of human resources are creating incen-
tives for higher performance, making use of overtime, or employing temporary staff .

Excursus: Planning Project Cash Flow

Financial resources must be provided in internal projects for project-related cash ouƞ lows. 
In external projects fi nancial resources are required for ouƞ low surpluses, defi ned as cumu-
laƟ ve cash ouƞ lows minus cumulaƟ ve cash infl ows. The fi nancial resources to be provided 
can be a boƩ leneck resource for a project. In determining the necessary fi nancial resources, 
a disƟ ncƟ on must be made between project-related cash ouƞ lows and project costs. The 
diff erenƟ aƟ on between costs and cash ouƞ lows is shown in Figure 9.10.

Costs
without

cash outflows

Costs
equal

cash outflows

Cash outflows
equal
costs

Cash outflows not
considered 

as costs

Fig. 9.10: Diff erenƟ aƟ on between costs and cash ouƞ lows.

Examples of project costs requiring cash ouƞ lows are costs for services and products to be 
procured, project-related personnel and materials costs, project-related travel costs, etc. Cash 
ouƞ lows that are not cost–eff ecƟ ve in a period are, for example, cash ouƞ lows for an invest-
ment in equipment procured. Costs not requiring cash ouƞ lows are, for example, calculated 
interest for own capital, depreciaƟ ons for capital investments, and calculated risk premiums.
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The posiƟ on in Ɵ me of cash ouƞ lows is usually dependent on the posiƟ on in Ɵ me of the 
costs. Costs occur conƟ nuously over Ɵ me and in relaƟ on to performance. Cash ouƞ lows, on 
the other hand, occur at disƟ nct points in Ɵ me, independent of performance (see Fig. 9.11). 
Project-related cash infl ows in external projects occur on the agreed payment dates.

Costs

Cash 
outflows

Fig. 9.11: Accumulated costs and cash ouƞ lows over Ɵ me.

Project cash fl ow plans are used for project-related liquidity planning. A project-related need 
for fi nancial resources exists if there are surpluses of cash ouƞ lows in individual periods. These 
are calculated from the diff erence between project-related cash ouƞ lows and project-related 
cash infl ows. Interest costs incurred by the need of a project for fi nancial resources are costs 
of the project and need to be considered in the project cost plan. If the project-related cash 
infl ows exceed the cash ouƞ lows, there is an infl ow surplus. Income from interest that is 
obtained as a result of infl ow surpluses is to be considered as income of a project.

9.5 Methods: Analyzing Project Context RelaƟ ons
Project contexts are understood as interrelations within which a project is performed. 
Contexts of a project are:

> the strategic objectives of the organization performing a project,
> other projects related to a project,
> the pre-project and post-project phases of a project,
> the project stakeholders, and
> the investment implemented by a project.

Th ese project contexts can be analyzed, and strategies and measures for managing the 
project context relations can be planned. A business case analysis and a cost–benefi t 
analysis are methods for analyzing the connection of a project to the investment 
implemented by a project. Th ese methods have already been covered in Chapter 3. 
Methods for analyzing the other project contexts are described below.
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9.5.1 Analyzing RelaƟ ons to Strategic ObjecƟ ves 
of the OrganizaƟ on

Analyzing the Context “Strategic Objectives of the Organization”: 
Defi nitions and Example

When analyzing the connection between a project and the strategic objectives of the 
organization, it is necessary to clarify whether the objectives of the organization have 
led to the implementation of the project and in which way the project contributes to 
the realization of the strategic objectives of the organization (see Chapter 3). It is also 
possible for a project to infl uence the objectives of an organization (see Fig. 9.12).

Strategic objectives of the organization

Fig. 9.12: RelaƟ ons of projects with the strategic objecƟ ves of an organizaƟ on.

External projects should always contribute to securing market share and to achieving 
revenues for the organization on a relatively short-term basis. Internal projects primar-
ily contribute to the long-term survival of an organization by developing products, the 
organizational structures, the personnel, and the infrastructure of the organization.

Th e strategic objectives of an organization can either be explicitly planned and docu-
mented, or they can exist only implicitly. In the latter case, appropriate assumptions 
must be made about the objectives of the organization. As an example, the contri-
butions of the project “Developing Values4Business Value” to the realization of the 
strategic objectives of RGC are presented in Table 9.14.

Case Study: Developing Values4Business Value—ContribuƟ ons of the Project to 
the RealizaƟ on of the Strategic ObjecƟ ves of RGC

 Analyzing the Context “Strategic ObjecƟ ves of the OrganizaƟ on”: ObjecƟ ves and Process
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The objecƟ ve of analyzing the contribuƟ ons of a project to the realizaƟ on of the strategic 
objecƟ ves of an organizaƟ on is to clarify its “sense”, its signifi cance for the organizaƟ on. 

Understanding the contribuƟ on of a project to the realizaƟ on of the strategic objecƟ ves of 
an organizaƟ on promotes its acceptance by the members of the project organizaƟ on and 
stakeholder representaƟ ves.

If there are no relaƟ ons between a project and the strategic objecƟ ves of the organizaƟ on, 
then either the objecƟ ves must be changed or the project has to be seriously quesƟ oned.

Table 9.14: RelaƟ ons of the Project “Developing Values4Business Value” 
with the Strategic ObjecƟ ves of RGC
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9.5.2 Analyzing and Planning RelaƟ ons to Other Projects

Analyzing the Context “Other Projects”: Defi nitions and Example

Projects carried out at the same time as a project under consideration can lead to 
opportunities or to problems—for example, regarding the realization of the project 
objectives or regarding the methods and resources used. Th e realization of (inter-
mediate) objectives of other projects can be prerequisites for further work in a proj-
ect under consideration. For example, the implementation of new software can be a 
prerequisite for the continuation of work in an organizational development project. 
Opportunities for a project can arise, for example, from the use of common methods 
or of common suppliers. Resource problems for a project can arise as a result of other 
projects using the experts required as project team members.

In contrast to networking of projects (see Chapter 16), here the eff ects of “other” 
projects on the success of a project under consideration are analyzed and measures for 
optimizing the success of the project are planned. An example of the analysis and plan-
ning of measures for managing the relations of a project with other projects is shown 
in Figure 9.13 for the project “Developing Values4Business Value”.

Case Study: “Developing Values4Business Value”—RelaƟ ons to Other Projects

The projects ongoing at the Ɵ me of analysis in October 2015 had a variety of eff ects on the 
project success of the project “Developing Values4Business Value”; for example, the project 
“Sales 16” had a large eff ect, as this project promoted the realizaƟ on of the market-related 
objecƟ ves of “Developing Values4Business Value”. 

Also, relaƟ ons to projects with medium and small infl uence were considered and managed.

Analyzing the Context “Other Projects”: Objectives and Process

Th e objective of analyzing the relations between a project and other projects per-
formed at the same time is to identify possible opportunities or problems for the 
project under consideration. Measures to exploit the opportunities or to avoid the 
problems can be planned on this basis. 

Projects which are related to a project are to be listed and their infl uences on the 
project under consideration are to be analyzed. Relevant projects are identifi ed on 
the basis of the information in the project portfolio database and information from 
members of the project organization. Possible opportunities or problems for the proj-
ect under consideration have to be analyzed, and measures to deal with them have to 
be planned and communicated to the members of the project organization.
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 9.5.3 Analyzing the Pre-Project Phase and Planning the 
Post- Project Phase

Analyzing the Context “Pre-Project Phase and Post-Project Phase”: 
Defi nitions and Example

Th e temporal context of a project can be determined by analyzing relevant actions 
and decisions from the pre-project phase and by analyzing the expectations of the 
post-project phase (see Fig. 9.14).

Pre-project phase Post-project phaseProject

Fig. 9.14: A project in its temporal context.

Projects often have a long history. Information about the cause leading to a project, 
about actions before the project start, and about stakeholders who made decisions in 
the pre-project phase are essential to understanding a project. Although actions and 
decisions from the pre-project phase can no longer be infl uenced during the perfor-
mance of a project, they can promote or inhibit the project success.

Expectations about the post-project phase infl uence the structuring of projects and 
should therefore be made transparent. Such expectations can be, for example, the use 
of project results for reference purposes, the establishment of a long-term customer 
relationship, career progression of project team members, etc. Th e fulfi llment of these 
expectations can be infl uenced by the project.

Decisions from the pre-project phase and expectations of the post-project phase can 
infl uence, for example, the selection of project team members, the planning of project 
values, the planning of communication formats, the planning of the project man-
agement methods to be used, etc. As an example, the analysis of the pre-project and 
the post-project phase of the project “Developing Values4Business Value” is shown 
in Table 9.15.

Analyzing the Context “Pre-Project Phase and Post-Project Phase”: 
Objectives and Process

Th e objective of analyzing the relations of a project to the pre-project phase and the 
post-project phase is to make the actions and decisions from the pre-project phase and 
the expectations about the post-project phase transparent. Th is information makes it 
possible to structure the project adequately.
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Case Study: Developing Values4Business Value—Analysis of the Pre-Project and 
Post-Project Phase

Table 9.15: Analysis of the Pre-Project and Post-Project Phase of the Project 
“Developing Values4Business Value”
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Information about the relevant actions and decisions of the pre-project phase and 
expectations about the post-project phase are to be exchanged by the members of the 
project organization during project starting. Th is ensures a common level of infor-
mation. Existing documents (minutes, plans, specifi cations, etc.) that were created 



Sub-Process: Project StarƟ ng 

225

9

in the pre-project phase are to be analyzed for relevant information. Interviews  with 
promoters of the project idea and decision makers may also be carried out. Possible 
questions for the analysis are shown in Table 9.16. Consequences of the analysis for 
the structuring of the project can be derived and documented.

Table 9.16: QuesƟ ons for the Analysis of the Pre-Project and Post-Project Phases of a Project

Analysis of the pre-project and post-project phases of a project
> What concrete cause has given rise to the project?
> Who supported the project initiation? Who impeded it?
> What relevant documents and documentation were produced?
> What decisions were made which have to be taken into account?
> What similar projects have already been implemented in the organization?
> Who has what expectations about results in the post-project phase?
> What actions and decisions are necessary after the project end?
> What follow-up projects should be undertaken?

9.5.4 Analyzing and Planning RelaƟ ons to Project Stakeholders

Analyzing the Context “Relations to Project Stakeholders”: 
Defi nitions and Example

Th e social context of a project is constructed by defi ning its stakeholders. In a project 
stakeholder analysis, the relations of a project with its stakeholders can be analyzed 
and planned. It can be assumed that the stakeholders of a project cannot be changed 
but that relations with project stakeholders can be designed. Th e design of these rela-
tions is a project management task.

Stakeholders who can positively or negatively infl uence the project success are “rele-
vant” for a project. Project stakeholders can be diff erentiated into project- internal, 
organization- internal, and organization-external stakeholders. Organization- external 
stake holders are, for example, customers, partners, suppliers, residents, etc. Organization- 
internal stakeholders can be profi t centers, departments, and employees of the organi-
zation carrying out the project. Th e project owner, the project manager, and the proj-
ect team are project-internal stakeholders whose relations to a project also infl uence 
its success. All of these relations must be designed.

Th e documentation of the project stakeholder analysis can be limited to a graphical 
representation of the relations of a project with its stakeholders, or it can include analy-
ses of expectations between a project and individual stakeholders. In the latter case, 
analyses of the opportunities and confl icts in the relations are needed, and strategies 
and measures for designing the relations have to be decided upon. As an example of 
a project stakeholder analysis, Figure 9.15 shows a stakeholder analysis graph for the 
project “Developing Values4Business Value”, developed during project starting.
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Case Study: Developing Values4Business Value—Project Stakeholder Analysis
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Fig. 9.15: Project Stakeholder Analysis for the Project 
“Developing Values4Business Value” (Status: October 2015).

The social complexity of the project due to stakeholder relaƟ ons was perceived as average. A 
lot of support was expected from within the organizaƟ on. In the early phases of the project, 
the intensity of the interacƟ ons with the organizaƟ on-external stakeholders, such as publish-
ers, project management associaƟ ons, and customers, was relaƟ vely low.



Sub-Process: Project StarƟ ng 

227

9

Analyzing the Context “Project Stakeholders”: Objectives and Process

Th e objective of a project stakeholder analysis is to provide a basis for appropriate manage-
ment of the project stakeholder relations. Th is analysis ensures an external orientation 
of the project. Th e project stakeholder analysis is also a basis for project marketing.

To create a project stakeholder analysis, “relevant” project stakeholders must be iden-
tifi ed. Th e identifi cation of project stakeholders is a social construct. Th e project iden-
tifi es the stakeholders who should receive management attention. Diff erentiation of 
project stakeholders is necessary if diff erent strategies and measures are needed to 
manage a project’s relations with diff erent stakeholders. For example, it can be useful 
to see the individual managers of an organization which is to be changed as individ-
ual stakeholders, instead of considering the group of managers as a stakeholder.

When identifying project stakeholders, they must be distinguished from change stake-
holders. Project stakeholders have interests in the project and have opportunities to 
infl uence the project success. Change stakeholders have an interest in the overall change 
and have opportunities to infl uence the success of change. Organizations, groups, and 
individuals can be both project and change stakeholders at the same time, but in any 
case, they have diff erent expectations of the project and the associated change.

Th e importance of individual project stakeholders for a project and the intensity of 
inter action between the project and the corresponding stakeholder can be analyzed 
and evaluated. Th e results of this analysis can be documented in the form of a list. An 
example for the project “Developing Values4Business Value” is presented in Table 9.17. 
Th is assessment of the importance and intensity of the interactions refers to an anal-
ysis at a specifi c time point. Project stakeholder relations change during the course 
of the project. Th erefore “social” project controlling is necessary to manage them 
accordingly (see Chapter 10).

Case Study: “Developing Values4Businesss Value”—Importance and Intensity of 
InteracƟ ons with Project Stakeholders

Table 9.17: Analysis of the Importance and Intensity of the InteracƟ on 
of the Project with Individual Project Stakeholders

Stakeholder
Importance

1…great, 2 … average
3…little

Interaction
1…frequent, 2 … 

average
3…rare

Project owner team 1 2
Project team 1 1
RGC Management 2 2
Client A 2 2
Graphic designer 2 2
Media 3 3
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In the project stakeholder graph, the importance and the intensity of interactions 
between the project and each stakeholder are expressed by symbols. Th e size of each 
stakeholder represents their importance for the project at the date of analysis. Th e 
distance of each stakeholder to the project represents the intensity of the interactions 
between the project and the stakeholder.

Selected project stakeholder relations can be subjected to more detailed analysis and 
planning. Th e nature of the relation between a project and a stakeholder can be based 
on a description of mutual expectations. A distinction can be made between expec-
tations related to the process of cooperation and expectations related to the project 
results. Fears are also expectations—namely, negative ones.

Th e advantage of formulating mutual expectations is that project team members put 
themselves in the place of stakeholders and thereby understand their views. Potential 
confl icts between the project and the stakeholder can then, for example, be recognized 
as being structural and not personal.

Th e analysis of the opportunities and/or confl icts in a project stakeholder relation 
enables the defi nition of strategies and measures for managing the corresponding 
project stakeholder relation (see the example in Table 9.18). A strategy and measures 
for designing relations with Project Management Associations could be derived from 
an analysis of mutual expectations. It became clear that measures were only useful in 
the later project phase of marketing.

A detailed project stakeholder analysis can be carried out in a project start workshop 
by the project team on the basis of the initial analysis results from the project initi-
ation. Representatives of stakeholders can be actively involved. Th e communication 
of the results obtained, in particular the evaluation of stakeholder relations, must be 
carried out carefully.

Analyzing the Context “Project Stakeholders: Management for Stakeholders

Freeman et al. distinguish between “management of stakeholders” and “management 
for stakeholders”.1 Th e “breadth” of the defi nition of stakeholders and the type of inter-
action between an organization and stakeholders are relevant to this distinction. Th e 
approach to project stakeholder management described above corresponds fundamen-
tally to “management of stakeholders”, as the project view and the project interests are 
the main focus. 

Consideration of the principles of sustainable development, however, leads to a further 
development of the “traditional” stakeholder management approach. In the following, 
possibilities for the further development of project stakeholder management are pre-
sented, based on an explicit “management for stakeholders”.
1 Freeman et al., 2007. 
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Case Study: Developing Values4Business Value—Analysis of the RelaƟ on 
Between a Project and a Project Stakeholder

Table 9.18: Analysis of the RelaƟ on Between a Project and the 
Project Stakeholder “Project Management AssociaƟ on”
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Diff erentiation between stakeholders and non-stakeholders determines the “breadth” 
of the defi nition of stakeholders. Freeman defi nes stakeholders as “any group or indi-
vidual who can aff ect or is aff ected by the achievement of the organization’s objec-
tives”.2 Being perceived as project stakeholders and gaining management attention is 
therefore dependent not only on the interests of a project, but also on the interests of 
organizations, groups, or individuals in a project. Project stakeholders have their own 
interests and demands and are not just means for achieving project purposes.

It is therefore necessary to identify as project stakeholders not only organizations, groups, 
and individuals who can support a project or harm a project, but also those who can 
benefi t from a project or who can be damaged by a project. Organizations, groups, and 
individuals who indirectly support or damage a project by infl uencing other stake-
holders must also be considered. “Management for stakeholders” therefore requires a 
broad defi nition of stakeholders.

Stakeholders have a right to receive management attention. Th e extent of management 
attention given to a project stakeholder depends on the form of the interaction between 
the project and the stakeholder. A distinction can be made between “informing” and 
“conducting a dialog”. In informing, facts about a project and its consequences are 
transmitted in the form of one-way communication. In communicating in dialog, 
information is exchanged: workshops and events are held by representatives of the 
project and project stakeholders to ensure shared views. Stakeholders are involved in 
the management structures of projects in order to get to know and understand their 
needs. Active stakeholder commitment is pursued. “Engaging stakeholders” means 
taking measures that enable stakeholders to participate in an active fashion.

As an example of involving and communicating with project stakeholders, the “Stake-
holder Engagement Plan” of the project “Implementing Dorobantu Windparc” by 
OMV Petrom in Romania is shown in Table 9.19. Th e “Grievance Procedure” for 
resolving complaints, which is listed in the Table of Contents under 7.2, is shown in 
Figure 9.16 (on page 232). Th is makes the formal structures for managing stake-
holder relations clear.

Th ere are limited resources for stakeholder management. “Management of stakeholders” 
must therefore be combined with “management for stakeholders”. An appropriate bal-
ance is to be found. One must not lose focus. Prioritizations must be made. Th e attention 
given to the management of a stakeholder relation is, according to Mitchell et al.,3 depen-
dent on the power of the stakeholder and the legitimacy and urgency of the demand. 
Mitchell et al. distinguish stakeholders according to “the stakeholder’s power to infl uence 
the fi rm, the legitimacy of the stakeholder’s relationship with the fi rm, and the urgency 
of the stakeholder’s claim on the fi rm”. A comparison of the “management of stake-
holders” and “management for stakeholders” approaches can be found in Table 9.20.
2 Freeman, 1984.
3  Mitchell et al., 1997
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Table 9.19: “Stakeholder Engagement Plan” for the Project 
“ImplemenƟ ng Dorobantu Windparc” (Table of Contents)

Table 9.20: Comparison of the “Management of Stakeholders” and 
“Management for Stakeholders” Approaches
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9.6 Methods: Designing a Project OrganizaƟ on, Developing 
a Project Culture, Managing the Project Personnel

9.6.1 Designing a Project OrganizaƟ on

Designing a Project Organization: Overview

Traditional forms of project organization and new elements for designing project 
organizations, developing project organization charts, and describing project roles 
are discussed in Chapter 7. Concepts relating to teamwork and project leadership are 
discussed in Chapter 8. Th e following methods are based on these concepts:

 Fig. 9.16: “Grievance Procedure” for the project “ImplemenƟ ng Dorobantu Windparc”.
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> developing a project assignment,
> defi ning project roles,
> developing a project organization chart,
> developing a project responsibility chart,
> designing project communication formats, and
> defi ning project rules.

Designing a project organization is a creative process. An appropriate organization for 
carrying out a project creates a competitive advantage. Th e project organization is to be 
designed when starting a project. Th e initial plans from the project initiation can be used.

Th e project organization changes during the course of the project. Additional project 
team members may be required, the frequency of project meetings may change, proj-
ect rules may need to be supplemented, etc. Changes like this are made to increase 
the effi  ciency of a project. Th ey are the result of refl ection processes of a project. Th e 
project organization is therefore the object of “social” project controlling. Fundamen-
tal changes to a project organization are necessary when transforming a project.

Developing a Project Assignment: Defi nitions and Example

A project assignment summarizes the agreements between the project owner and 
the project manager and the project team. Th e project assignment should contain 
the following information: Project start date and project end date; project objectives 
and non-objectives; project phases; project costs and possibly project profi ts; proj-
ect owner, project manager, and project team members; relations with other projects 
and key project stakeholders. As an example, the project assignment for the project 
“Developing Values4Business Value” is shown in Table 9.21.

Developing a Project Assignment: Objectives and Process

Th e objective of the project assignment is to document the agreements made between the 
project owner, the project manager, and the project team in the project starting process.

Th e project assignment is fi nalized by detailing and extending the initial project plans 
from project initiating. Revision of the project plans by the actual project team neces-
sitates an adaptation of the project assignment at the end of project starting. Th e 
iterative creation of the project assignment during the project initiating and project 
starting ensures its quality. 

Th e project assignment should be drawn up in writing. In order to symbolize the 
empowerment of the project team, the project owner should assign the project 
team and not just the project manager with the project.
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Case Study: Developing Values4Business Value—Project Assignment

Table 9.21: Project Assignment for the Project “Developing Values4Business Value”
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Defi ning Project Roles: Defi nition and Example

A project role is an element of the organizational structure of a project. One can 
distinguish between individual roles (for example, project manager or project team 
member) and team roles (for example, project owner team and project team). Proj-
ect roles must be defi ned and staff ed. Th e expectations regarding the fulfi llment of 
the various project roles are independent from their staffi  ng. As an example for the 
defi nition of project roles and their staffi  ng, the list of project roles for the project 
“Developing Values4Business Value” is shown in Table 9.22.

Case Study: Developing Values4Business Value—List of Project Roles (for the 
Early Project Phases)

Table 9.22: List of Project Roles for the Project “Developing Values4Business Value”

List of Project Roles
Developing Values4Business Value
 

Project roles Name
Project owner R. Gareis; L. Gareis
Project manager S. Füreder
Product owner team R. Gareis, L. Gareis
Project team member: Prototyping S. Füreder
Project team member: Service development L. Gareis
Project team member: Chapter development R. Gareis

Project contributor: Consulting and products R. Gareis
Project contributor: Lectures L. Gareis
Project contributor: Seminars M. Stummer, W. Seidler
Project contributor: Documentation K. Ludat
Project contributor: Organisation V. Riedling

Project contributor: Visualization L. Weinwurm
Project contributor: Research P. Ganster
Project contributor: Chapter development L. Gareis
Project contributor: Case study cooperation partner 1 F. Mahringer
Project contributor: Case study cooperation partner 2 M. Paulus
Peer Review Group

Project contributor: Book production, book sales C. Dietz
Project contributor: Graphic design M. Riedl

Subteam: Prototyping

Subteam: Chapter development

The project organizaƟ on of the project “Developing Values4Business Value” changed over 
Ɵ me. The list shows the roles for the early project phases “prototyping and planning” and 
“creaƟ ng Chapter A–F”. The roles and their relaƟ ons to one another are shown in the project 
organizaƟ on chart in Figure 9.17 (on page 238).
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Defi ning Project Roles: Objectives and Process

Th e objective of defi ning project roles is to identify and to describe the project roles 
needed to carry out a project. Individual roles and team roles must both be consid-
ered. Th e completeness of the defi nition of project roles must be ensured. Project roles 
must be defi ned and named project specifi cally. Th e “labels” of the roles fulfi lled by 
people in the permanent organization must not be used for project roles.

It must be possible to assign responsibilities for performing all work packages on the 
basis of the defi ned project roles. Th is means that even company-external partners are 
able to perform project roles. In the early stages of the project “Developing Values4
Business Value”, for example, the roles “Project Contributor Graphic Design” and 
“Project Contributor Book Production, Sales” were performed by a supplier and a 
project partner.

A project role can be described by presenting the objectives of the role, its organiza-
tional integration, and the tasks to be performed by the role. By describing project 
roles, project role bearers gain clarity about their tasks and cooperation with other 
project roles. 

Descriptions of project roles can be standardized. Chapter 7 contains standard role 
descriptions for all types of project roles. Although these descriptions are generally 
valid, they can be adapted as required by a project. Th ese adaptations are to be car-
ried out by the project team in order to collectively clarify the expectations of specifi c 
roles. Th e defi ned project roles are the basis for the development of a project organi-
zation chart.

Designing a Project Organization Chart: Defi nition and Example

A project organization chart is a graph showing the organizational structure of a 
project. In a project organization chart the roles in the project organization and 
their relations with each other are represented. As an example, project organization 
charts for the project “Developing Values4Business Value” are shown in Figures 9.17 
and 9.18.

Case Study: Developing Values4Business Value—Project OrganizaƟ on Charts

The evoluƟ on in Ɵ me of the project organizaƟ on can be seen in the two organizaƟ on charts. 
For the late project phases, addiƟ onal project roles were defi ned, and roles from the early 
phases, such as the subteam “prototyping and planning”, were dissolved.

In both project organizaƟ on charts, integrated project organizaƟ ons were designed based on 
the involvement of external project partners.
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 Fig. 9.17: Project organizaƟ on chart of the project “Developing Values4Business 
Value”—early project phases.
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 Fig. 9.18: Project organizaƟ on chart of the project “Developing Values4Business 
Value”—later project phases.
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Designing a Project Organization Chart: Objectives and Process

Th e objective of designing a project organization chart is a visualization of the orga-
nizational structure of a project. Th e project roles and essential relations between the 
roles are depicted. Th e names of project role bearers can also be made visible in the 
project organization chart. A project organization chart should give orientation for 
project work to members of the project organization.

Standard project organization charts (see, for example, Fig. 7.10 on page 145) can be 
used as a basis for designing a project-specifi c organization chart. Relations between 
project roles can be exemplifi ed in the organizational chart. Th ere is no claim that 
this is exhaustive. Communication relations can be seen in a project communication 
plan, which must also be created.

Developing a Project Responsibility Chart: Defi nitions and Example

Developing a project responsibility chart is a method for planning cooperation between 
project roles for the fulfi llment of individual work packages. A responsibility chart is 
a method for confl ict management. Any confl icts regarding the fulfi llment of work 
packages can be identifi ed at an early stage and handled before the confl ict occurs.

Th e responsibility chart is an integrative planning method. Th e work breakdown struc-
ture, the project role defi nitions, and the project stakeholder analysis are the basis for 
developing it. Th e completeness and level of detail of these project plans can thereby 
be checked.

Project responsibility charts are matrix representations. Th e rows of the matrix repre-
sent work packages, and the columns represent project roles or project  stakeholders. 
Functions to be performed by project roles or stakeholders are presented in the 
intersection fi elds of the matrix. As an example of a project responsibility chart, the 
responsibility chart for the project “Developing Values4Business Value” is shown in 
Table 9.23. 

Developing a Project Responsibility Chart: Objectives and Processes

Th e objective of developing a project responsibility chart is to agree on the coopera-
tion between the members of the project organization and representatives of stake-
holders in the fulfi llment of individual work packages.

Th e work packages to be considered when creating the responsibility chart must be 
selected. Work packages for which the organizational responsibilities are basically 
clear or which do not require any cooperation between project roles need not be 
considered. 
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As a result, the planning eff ort can be kept low. Th e focus should be on work packages 
which are unclear as regards organizational responsibilities.

A responsibility chart is created by

> listing the work packages to be considered as rows of the responsibility chart,
> listing project roles and project stakeholders as columns of the responsibility 

chart, and
> entering the functions for the fulfi llment of work packages as codes in the inter-

section fi elds of the matrix.

Case Study: Developing Values4Business Value—Project Responsibility Chart

Table 9.23: Excerpt from the Project Responsibility Chart for the Project 
“Developing Values4Business Value”

Responsibility Chart
Developing Values4Business Value
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Accepting the draft of Chapter A I I P Co C
Finishing Chapter A I Co P

1.3.2.6 Reflecting on and accepting Chapter A I I P Co C

1.3.2.7 Controlling the backlog "book" I P Co C
… …

V. 1.001 v. S. Füreder per 5.10.2015

WBS-
Code Phase / Work package

Roles

Legend
P...Performing
C...Contributing
I...Being informed
Co...Coordinating
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Diff erent codes can be used for diff erent functions. For ease of understanding, it is 
recommended to use expressive letter codes and not numeric codes. No more than 
four to fi ve diff erent codes should be used.

By analyzing the rows of the responsibility chart, it can be seen what cooperations 
are needed to fulfi ll work packages. By analyzing the columns, the project-related 
workload of the diff erent project roles can be determined.

In developing the responsibility chart, the project team members agree on the con-
tents of the work packages and the organizational responsibilities. Potential con-
fl icts which become visible can be dealt with. Th us the essential role bearers must be 
involved in the development process. For repetitive projects, standard responsibility 
charts can be developed and used. Th ese standard charts are to be adapted according 
to project- specifi c needs.

Designing Project Communication Formats: Defi nitions and Example

A distinction can be made between communications within the project organization 
and communications with project stakeholders. In principle, these project communi-
cations can be carried out either digitally or in analog formats. Digital media that can 
be used are the intranet, e-mails, electronic newsletters, postings in social media, etc.

Formats for personal communication, which can be either face-to-face or virtual, are 
individual meetings, group meetings, workshops, and presentations (see Chapter 6). 
Th ese formats can be combined as required. Th e type, objectives, participants, and 
frequency of the communication formats used in a project can be documented in a 
project communication plan. 

In Table 9.24, the communication plan of the project “Developing Values4Business-
Value” is presented, diff erentiated by communications within the project organiza-
tion and communications with project stakeholders.

Designing Project Communication Formats: Objectives and Process

Th e objective of designing the project communication formats is to defi ne the required 
communication formats diff erentiated by communication within the project organi-
zation and communication with project stakeholders. Th e project communication 
formats have an important integrative function in projects. Th ey also make it possible 
to direct the “energy” in a project.

A project communication plan can be used to plan and agree on the objectives, partici-
pants, and frequency of the diff erent communication formats. Th e dates for meetings 
and workshops should be agreed to in the medium term to provide orientation for all 
participants. Additional meetings may be held if necessary.
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Case Study: Developing Values4Business Value—Project CommunicaƟ on Plan

Table 9.24: CommunicaƟ on Plan for the Project “Developing Values4Business Value”
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In addiƟ on to the usual communicaƟ on formats of projects, regular stand-up meeƟ ngs were 
held. This proved to be parƟ cularly useful for short-term coordinaƟ on.

In the early project phases, “Values4Business Value” was communicated to parƟ cipants 
of RGC seminars and of prototyping events only, but not yet to the broader management 
community.

Defi ning Project Rules: Defi nitions and Example

In addition to general organizational rules for project-oriented organizations that 
must be followed in projects, project-specifi c rules can be defi ned. Th ese project rules 
can, for example, be related to signatory rights, fi nancial decision-making powers, 
documentation and fi ling, the use of information and communication technology, 
and behavior in the project. 

As an example, some rules of the project “Developing Values4Business Value” are 
documented in Table 9.25.

Case Study: Developing Values4Business Value—Project Rules

Table 9.25: Excerpt from the Project Rules of the Project “Developing Values4Business Value”

Project Rules
Developing Values4Business Value

V. 1.001 v. S. Füreder per 5.10.2015

Participants have the decision-making authortiy
Disruptions are prioritized
No deputies allowed

Rules regarding the behaviour in the project
New ideas and different points of view are welcome
There is a common responsibility for the results

Everyone arrives in time for project meetings

MS Office 2013 is used for emails and other documentations
Graphics are created in InDesign

Rules regarding filing project data 
All project documents are centrally stored in the Dropbox file "PROJECT.PROGRAM.CHANGE"
Electronic formats are used due to ecological reasons

Rules regarding meetings
Minutes of the meeting are taken for every project meeting and workshop
A Scrum Board is used for documentation during standup meetings
No mobile phones, no phone calls during project meetings

sPROJECT is used for all project management documentation
Rules regarding applying ICT
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 Project Rules: Objectives and Process

Project rules should give orientation to the members of the project organization. 
Cooperation in the project is to be effi  cient and cooperative.

Th e initial draft of the project rules must be created by the project team during proj-
ect starting and agreed to with the project owner. Project rules are to be documented. 
Th e rules are to be adapted as necessary as a result of regular refl ections of the project 
team which form part of the “social” project controlling.

9.6.2 Developing a Project Culture

Developing a Project Culture: Defi nitions and Examples

As a temporary organization, a project has a specifi c culture. A project culture can 
be observed in the behavior of the members of the project organization as well as in 
the methods applied and communication formats used in the project. Observable 
elements of the project culture are the project name, the project logo, project-specifi c 
values, project slogans, and project artifacts such as project plans (see Chapter 7). As 
examples of this, elements of the project culture of the project “Developing Values-
4Business Value” are described below.

Case Study: Developing Values4Business Value—Elements of the Project Culture

Project Name

“Developing Values4Business Value” was chosen as a project name based on the name of the 
investment and the change “Values4Business Value”. This makes clear the relaƟ on between 
the investment, the change, and the fi rst project in the project chain for realizing the change. 
The follow-up project had the name “Stabilizing Values4Business Value”.

Project Values

The values guiding behavior in the project “Developing Values4Business Value” are shown in 
Table 9.26.

Table 9.26: SoluƟ on-Related and Process-Related Values of the Project 
“Developing Values4Business Value”

Project Values

Solution related
> Innovative
> Holistic
> Practice oriented

Process related
> Iterative
> Context oriented
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In defi ning project-specifi c values, the project organizaƟ on oriented itself according to the 
general management values of RGC. A disƟ ncƟ on was made between soluƟ on-related and 
process-related project values. These values guided the structuring of the project, import-
ant project decisions, and the behavior of members of the project organizaƟ on. The value 
“holisƟ c”, for example, promoted an integraƟ ve view of project, program, and change man-
agement. The value “pracƟ ce-oriented” led to the involvement of the peer review group. 
The project values were interpreted in each situaƟ on by the project owner and the project 
manager in order to make project decisions transparent.

Project Slogan

As “Values4Business Value” was the name of the investment and the change, it could also be 
used as a slogan for the project. In a later project phase, a logo in the form of a word image 
was developed for this slogan.

The benefi t of the soluƟ on developed for RGC customers in the project was communicated 
by the slogan “Values4Business Value”. This was consistent with the context orientaƟ on and 
business value orientaƟ on.

Project ArƟ facts

The main arƟ facts of the project were the project plans and project results documents. Pro-
fessionalism in the management of the project “Developing Values4Business Value” was 
made visible to the members of the project organizaƟ on and to the stakeholders by the use of 
project plans. The layout of the project arƟ facts was defi ned by general RGC standards—for 
example, the use of project management soŌ ware sPROJECT.

Project Infrastructure

Project workshops and project meeƟ ngs took place in the rooms of the RGC offi  ce. Stand-up 
meeƟ ngs were supported by visualizing the project status on a Scrum board.

Project Events

As part of the project “Developing Values4Business Value”, two peer review group work-
shops were held, and a book presentaƟ on was planned. The half-day peer review group 
workshops (see photo in Fig. 9.19) took place in seminar hotels. The presentaƟ on of the 
book PROJECT.PROGRAM.CHANGE was planned in cooperaƟ on with the telecommunicaƟ ons 
provider A1.

 Developing a Project Culture: Objectives and Process

Th e objectives of the explicit development of a project culture are described in Chap-
ter 8. A project-specifi c identity should be created in order to secure competitive 
advantages. Competitive advantages are provided by clearly diff erentiating a project 
from other projects, by ensuring the recognizability of the project, and by promoting 
the identifi cation of members of the project organization with the project. Th e results 
of developing a project culture also form the basis for project marketing.
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Developing a project culture takes time and energy. Since projects are usually used to 
carry out short-term and medium-term business processes, project work is to start as 
soon as possible after the project has been assigned. Th is defi cit in available time is to 
be compensated for by a high use of resources and appropriate communication for-
mats during project starting. Initial elements of the project culture may be available 
from the project initiation.

9.6.3 Managing the Project Personnel

Managing the Project Personnel: Defi nitions and Examples

People who perform roles in projects can be considered the project personnel of a 
project- oriented organization. Th e recruitment, assignment, evaluation, development, 
and release of the project personnel have to occur for each single project, but also 
generally for the project-oriented organization overall.

A non-project–related task in the management of project personnel is the recruiting 
of employees, without their assignment to a specifi c project yet being planned. Other 
non-project–related tasks are the assessment and general development of project per-
sonnel as well as the release of project personnel, if the organization no longer needs 
their services.

Recruiting, assigning, leading, developing, and releasing project personnel in a specifi c 
project is an integral part of project management. Th e tasks of project personnel manage-
ment to be fulfi lled within the project management subprocesses are listed in Table 9.27.

Fig. 9.19: Good atmosphere at the second peer review group workshop.
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Table 9.27: Managing Project Personnel as Tasks of the Project Managing Sub-Processes

Project managing: Sub-
processes Managing project personnel in the project

Project starting
> Recruiting, allocating and leading project personnel
> Creating incentive system
> Planning personnel development

Project coordinating > Leading project personnel

Project controlling
> Possibly re-allocating and leading project personnel
> Controlling the personnel development

Project closing > Leading, assessing and releasing project personnel

Refl ections on the project-specifi c management of project personnel during project 
starting of the project “Developing Values4Business Value” are presented as an exam-
ple in Table 9.28.

Case Study: Developing Values4Business Value—Managing Project Personnel

Table 9.28: Project-Related Management of Project Personnel During 
StarƟ ng the Project “Developing Values4Business Value”

Managing project personnel Tasks

Recruiting project personnel

> The project personnel was particularly recruited from the RGC 
pool of employees

> Two persons of the project organization namely the “Graphic 
designer“ and the expert for “Book production & sales“ were 
representatives of a supplier and a project partner.

Allocating project personnel

> The project personnel was briefed regarding roles in the 
project. by the project manager with the aid of project plans 
and standard role descriptions

> Agreements regarding time availability were made

Planning the project personnel 
development

> There were big learning opportunities for all members of the 
project organization because of the management innovations. 
All members have seen these opportunities.

> It was planned to organize explicit learning by reflections.
> Also the discussion of the management innovations in the 

annual RGC workshop “Knowledge Management“ was agreed.

Arranging incentives

> Learning about the management innovations was an important 
incentive for all members of the project organization.

> It was agreed that the project was the basis for the IPMA Project 
management certification of the project manager. 

Leading project personnel

> The project manager and the project team were informed by 
the project owners about project contexts, investment 
objectives and the structures of the change “Values4Business 
Value“ at the project start workshop

> The project manager developed the project plans together with 
the project team and coordinated those with the project 
owners.

During the project starƟ ng of the project “Developing Values4Business Value”, the tasks 
shown in Table 9.28 for managing project personnel were performed.
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Managing the Project Personnel: Objectives and Process

Th e objectives of managing the project personnel during project starting are to secure 
the necessary personnel for a specifi c project, to ensure their appropriate assignment 
to project roles, and possibly to plan their personal development, as well as to agree 
on project-related incentives (see Chapter 16).

Project personnel can be recruited either internally or externally. Prerequisites for this 
are a clear design of the project organization, defi ned project roles, and qualifi cation 
profi les for each project role.

Project-specifi c incentives may be material or non-material. Th e incentives should be 
agreed upon between the project owner, the project manager, and project team mem-
bers during project starting. It is also possible to agree on project-related assessments 
of project personnel and project-related personal development. Personal development 
can be carried out “on the job” and by means of “training on the project”. Th e reallo-
cation of project personnel after completion of a project has also to be planned.

Recruitment plans, assessment forms, and personnel development plans can be used 
to help fulfi ll personnel management tasks in a project. Project training and coaching 
can be used for project-related personal development of project personnel. “Training 
on the project” is implemented specifi cally for the needs of a project. Its objective is 
the qualifi cation of members of the project organization. Th is project-based training 
enables individual and collective learning. Th e members of the project organization are 
given common method knowledge and learn a common language. Agreements about 
rules for cooperation in the project can be made within the framework of the training.

Management coaching for individuals can be useful for the project manager and for 
individual project team members, but also for the project owner. Th e objective of project- 
related management coaching is personal support in the fulfi llment of a project role. 
Th e competences of a person should be further developed, and the implementation 
of guidelines for project management may be ensured (see Chapter 16). Manage ment 
coaching can be organized not only for individuals, but also for teams—namely, 
project owner teams, project teams, and project sub-teams. Coaching a team has 
the objective of developing team competence. Competencies should be developed for 
constructing common project realities, for assuring team commitment, for resolving 
confl icts, and using synergies in the team.

 9.7 Methods: Managing Project Risks
Project Risk Defi nition and Risk Types in Projects

Projects involve risks due to their relative uniqueness, complexity, and dynamics. A 
project risk can be defi ned as the possibility of a negative or positive deviation from 
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a project objective.4 In the case of project risk management, deviations are consid-
ered with regard to the project scope, the project schedule, project costs, and project 
income.

A possible diff erentiation of project risks according to risk types is shown in Table 9.29. 
Th is list can be used as a rough checklist for risk analysis.

Table 9.29: Diff erenƟ aƟ on of Project Risk Types

Criterion Type of risk Criterion Type of risk

Project level
Project risk
Project phase risk
Work package risk

Cause
Market risk
Organizational risk
Etc.

Object level

Object risk
Component 1 - risk
Component 2 - risk
Etc.

Range
Isolated risk
Related risks

Function

Engineering risk
Purchasing risk
Installation risk
Etc.

Measurability
Measurable risk
Non-measurable risk

Area

Technical risk
Economical risk
Legal risk
Etc.

Coverage
Coverable risk
Non-coverable risk

If several risks are interdependent, these risks must be considered together in order to 
avoid repeated consideration.

Project risks are to be distinguished from investment risks. Investment risks relate pri-
marily to the usage phase of an investment object. Risk management for the investment 
is to be performed when developing a cost–benefi t analysis or a business case analysis.

Managing Project Risks: Defi nition and Example

Project risk management is a project management task to be performed during proj-
ect starting and project controlling. It includes risk identifi cation and analysis, the 
planning and implementation of risk management measures, and risk controlling (see 
Fig. 9.20). In project risk management, deviations from the planned project scope, 
the project schedule, project costs, and project income are considered at the levels of 
work packages, groups of work-packages, project phases, and the project as a whole.

4  In project management pracƟ ce, it can be observed that posiƟ ve deviaƟ ons from objecƟ ves are not con-
sidered as a risk and are therefore not taken into account in the risk analysis. Signifi cant opportuniƟ es in 
projects are lost as a result.
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Managing
project risks

Analyzing risks

Identifying risks

Evaluating risks

Planning and 
implementing risk 
policy measures

Planning measures 
to avoid and 
promote risks

Planning measures 
to provide for risks

Implementing 
measures to avoid 
and promote risks

Implementing 
measures to 

provide for risks

Controlling risk 
policy measures

Controlling risk 
policy measures

Analyzing 
additional project 

risks

Planning risk policy 
measures for 

additional risks

Fig. 9.20: Tasks of project risk management.

When planning risk management measures, a distinction must be made between 
measures to avoid risks and measures to provide for risks. Possible measures for avoid-
ing the risk of a car accident are, for example, the choice of a known route or careful 
driving. Possible measures for providing for the case of a car accident occurring are, 
for example, the taking out of accident insurance and the usage of safety belts.

Case Study: Developing Values4Business Value—Project Risk Analysis

The results of the project risk analysis and the planning of risk management measures car-
ried out for the project “Developing Values4Business Value” are presented as an example 
in Table 9.30.

Risk management was performed roughly and intuiƟ vely in the project “Developing Values-
4Business Value”. In the project team, potenƟ al risks and their deviaƟ ons from objecƟ ves 
were idenƟ fi ed by brainstorming. The most important project risks were documented at the 
project phase level. There was no monetary analysis, and there were no esƟ mates of the 
probability of occurrence. Risk management measures were planned for the management of 
the idenƟ fi ed risks, and their implementaƟ on was agreed upon.
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Table 9.30: Project Risk Analysis and Planning of Risk Management Measures 
for the Project “Developing Values4Business Value”



Sub-Process: Project StarƟ ng 

253

9

Managing Project Risks: Objectives and Process

Project management implicitly helps to avoid negative deviations from project objec-
tives and to promote positive deviations. However, in addition to this implicit risk 
management, it is advisable to manage project risks explicitly.

Th e objectives of project risk management are the early identifi cation of project risks, 
the minimization of negative deviations from objectives, and the maximization of 
positive deviations.

A distinction can be made between detailed, analytical and rough, intuitive manage-
ment of project risks. Which one is used will depend on the expected extent of the 
deviations and the expected probability of their occurrence. Detailed, analytical proj-
ect risk management will only be used when large deviations from objectives are 
expected and the probability of occurrence is high (see Fig. 9.21). 

For other situations, rough, intuitive project risk management will usually suffi  ce. 
An example of rough, intuitive analysis for the “Developing Values4Business Value” 
project was presented above in Table 9.30.

Intuitive project risk 
management

Analytical project risk 
management

No project risk 
management

Intuitive project risk 
management

low highDeviation

Pr
ob

ab
ili

ty
 o

f o
cc

ur
re

nc
e

low

high

Fig. 9.21: Approaches to project risk management.

In practice, detailed, analytical risk management is most frequently used for repeti-
tive contracting projects. In this case, empirical evidence for risk analysis is usually 
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available, and standardized risk premiums for risk provisioning, so called “contingen-
cies”, can be used. Initial risk management plans from project initiating should be 
available to build on during project starting.

Identifying Project Risks

Project risks should be identifi ed by work package, because planning and controlling 
of scope, schedules, costs, and income are carried out at the work package level. 
Th erefore, any deviations from these objectives can be analyzed at the work package 
level. For the risk analysis, only those work packages for which risks are expected are 
to be considered. It is not necessary to consider all work packages.

To identify project risks, other project plans, such as the objects of consideration 
plan and the project stakeholder analysis, can be used as project-specifi c checklists. 
In general risk checklists, which are also used as standards, there are frequently com-
binations of risks related to work packages, to objects of consideration, and to stake-
holders. Such checklists are not compatible with the WBS, so their benefi t is limited. 
It is advisable to recognize and use the project plans as project-specifi c checklists.

Analyzing Project Risks

Qualitative and possibly also quantitative analyses of possible deviations from objec-
tives are carried out in risk analysis. Often a qualitative description of the deviations 
is suffi  cient. A quantifi cation of project risks, in the form of estimates of deviations 
from scope, schedule, costs, and income, is not always necessary.

A quantitative assessment can be in monetary units for costs and income, and in time 
units for durations and dates. Assessments may also be based on other scales, such 
as “(very) low, medium, and (very) high”. An example of this is shown in Table 9.31.

Quantitative analyses of risks also require estimates of the probability of occurrence 
of a risk. An example of a risk analysis from a plant construction project is shown in 
Table 9.32. Th e expected value of a risk is calculated by multiplying the possible risk 
costs (“fi nancial damage”) by the probability of occurrence of the damage. But this 
“expected value” does not correspond to the costs caused by the occurrence of a risk. 
It is only a statistical value.

Excursus: Analyzing Project Risks Using Probability Theory

Using probability theory, project costs, project income, or project duraƟ on can be repre-
sented as probability distribuƟ ons. To this end, work package costs and income or work 
package duraƟ ons are represented as stochasƟ c variables. Costs, income, and duraƟ on are 
considered as random variables, which can be described by probability distribuƟ ons. These 
probability distribuƟ ons are generally constant distribuƟ ons, since work package costs or 
duraƟ ons can assume any value within certain limits.
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 Table 9.32: Example of Monetary Risk Analysis from a Plant ConstrucƟ on Project

Because usually only limited staƟ sƟ cal data is available for project planning, probabiliƟ es are 
usually determined by subjecƟ ve esƟ mates. These can be represented by standard proba-
bility distribuƟ ons (e.g., normal distribuƟ on, beta distribuƟ on, or uniform distribuƟ on). The 
advantage of using standard distribuƟ ons is that only a few esƟ mated values are required to 
specify the enƟ re distribuƟ on.
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Standard distribuƟ ons can easily be determined on the basis of three esƟ mates: opƟ misƟ c, 
most likely, and pessimisƟ c esƟ mates. In addiƟ on, the probabiliƟ es that the opƟ misƟ c value 
is not exceeded and the pessimisƟ c value is not fallen short of must be defi ned. These fi gures 
are suffi  cient to calculate the expected value and the variance or standard deviaƟ on of the 
random variables. The relevant formulas are shown in Figure 9.22.

Normal Beta Uniform

Expected 
value

Variance

Legend:
O = Optimistic estimation
H = Most frequent estimation
P = Pessimistic estimation
z = Factor for converting the variance to values of the standard normal distribution

Fig. 9.22: CalculaƟ on of expected values and variances of standard distribuƟ ons.

Expected values and variances of project costs, project income, or project duraƟ on can be 
calculated using a Monte Carlo simulaƟ on. The variances calculated represent key risk fi gures.

The distribuƟ on of project costs, project income, or project duraƟ on is approximately nor-
mally distributed, since the central limit theorem says that the sum of many independent, 
arbitrarily distributed random variables is approximately normally distributed.5 The prob-
ability that a given value of the project costs, project income, or project duraƟ on will be 
exceeded or fallen short of can be calculated from standardized normal distribuƟ ons.

Risk Management Measures in Projects

Risk management measures in projects should avoid the occurrence of negative devia-
tions from objectives and mitigate their consequences through provision measures. 
On the other hand, positive deviations from objectives and their consequences should 
be promoted. Risk management measures must be planned and implemented.

Th e planning of risk management measures requires selecting risks for which mea-
sures are to be taken. Relevant risks can be selected by using a project risk matrix. A 
project risk matrix with standard management policies is shown in Figure 9.23. Th e 

5  Cf. Jann, B., 2002, p. 126.
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standard policies refer to diff erent combinations of deviations from objectives and 
probabilities of occurrence.

2 3 3

2 2 3

1 2 2

1 2 2

2 2 3

2 3 3

low medium high

medium

small

large

small

medium

large

3

2

1

Positive 
deviation

Negative
deviation

Probability of occurrence

Mandatory measures

Possible measures

No measures

Standard strategies

Fig. 9.23: Standard risk management policies.

Risk management measures can be diff erentiated into risk avoiding, risk promot-
ing, and risk measures for providing for risks. Avoidance measures should avert the 
occurrence of negative deviations from objectives. Provision measures should reduce 
negative consequences in the event of a risk occurrence. Examples of risk avoidance 
or promotion and risk provision measures are given in Table 9.33.

Avoidance, promotion, and provision measures incur costs. Costs and benefi ts of risk 
measures must therefore be estimated before the measures are implemented. Benefi ts 
can be the elimination of a project risk or merely a reduction of risk.

Planned risk management measures must be included in the project plans. Additional 
work packages in the WBS, additional costs in the project costs plan, etc. have to be 
considered.

Managing Project Risk: Organization

Project risk management is a project management task and as such is to be fulfi lled by 
the members of the project organization—namely, the project owner, project manager, 
and project team. Th e involvement of representatives of stakeholders in risk manage-
ment extends the points of view and creates design possibilities in the agreement of 
risk management measures.
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Risk management requires appropriate communication formats to secure the neces-
sary experience and creativity for risk identifi cation, risk analysis, and planning of risk 
management measures. Teamwork and the carrying out of risk management work-
shops are recommended. Possible participants in a risk management workshop are 
shown in Figure 9.24.

Project risk management
workshop

Moderator

Controlling experts

Project team members

Legal experts

Finance experts
Technical experts

Planning experts

Fig. 9.24: Possible parƟ cipants in a project risk management workshop.

Risk management software solutions are available for the analysis of project risks and 
for project risk documentation. Th ese software packages can, for example,

> represent costs, income, resources, and durations as stochastic variables,
> carry out Monte Carlo simulations,
> calculate probability distributions for start events of work packages, for the proj-

ect duration, for the project costs and the project income, and
> develop a “Criticality Index” for noncritical activities of the project network plan.

Th ese specialized software solutions can be used as a supplement to project manage-
ment software. Some project management software solutions, such as MS Project, 
also have basic functions for project risk management.

Table 9.33: Examples of Avoidance, PromoƟ on of, and Provision for Project Risks

Avoidance and/or promotion measures Provision measures

> Ensuring creditworthiness in supplier
selection

> Using experienced project personnel
> Using proven practices and products
> Involving of stakeholders affected by

project results
> Promoting creativity in problem solving
> Etc.

> Transferring risks to customers, consortia or
suppliers in contract design

> Considering risk surcharges in costing
> Creating reserves
> Establishing insurance contracts
> Creating redundancies in project structures
> Defining an escalation model for problem

situations
> Etc.
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 10  Sub-Processes: Project CoordinaƟ ng and 
Project Controlling

In contrast to periodic project controlling, project coordinating takes place contin-
ually during the project. Th e objectives of project coordinating, besides providing 
ongoing information for members of the project organization and representatives of 
project stakeholders, are the coordinating of project resources, the ensuring of project 
progress, the ensuring of the quality of work package results, and project marketing.

Th e need for periodic project controlling is a result of the dynamics of a project and 
the dynamics of relations of the project with its stakeholders. Any deviations from 
plans must be identifi ed. Controlling measures are required for exploiting new poten-
tials or for correcting undesired deviations. From a project change management point 
of view, project controlling can be perceived as “organizational learning of a project” 
or “further developing a project”.

Project controlling applies to all dimensions of a project. Th is means for example, that 
when performing “social” controlling of the project organization, the project culture 
and relations with project stakeholders and other projects are also considered.

Project coordinating

Project 
assigned

Project 
approved

Project 
starting

Project 
closing

Project
transforming,
repositioning

Project
controlling

Overview: “Project coordinaƟ ng” and “Project controlling” as 
sub-processes of the business process “Project managing”.
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10  Sub-Processes: Project CoordinaƟ ng and 
Project Controlling

10.1 Sub-Process: Project Coordinating

 10.1.1 Project Coordinating: Objectives and Process

  10.1.2  Project Coordinating: Organization and Quality

  10.1.3   Methods: Communicating with Project Plans, Providing Minutes of 
Meetings, Using To-Do Lists, Accepting Work Package Results

10.2 Sub-Process: Project Controlling

  10.2.1  Project Controlling: Objectives and Process

  10.2.2  Project Controlling: Organization and Quality

  10.2.3  Methods: Monitoring, Directing, and Re-Planning

  10.2.4  Methods: Preparing Project Controlling Reports
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10.1 Sub-Process: Project CoordinaƟ ng
Th e sub-process “project coordinating” starts when the project is assigned. Th e ful-
fi llment of the fi rst work packages must be coordinated with the help of the initial 
project plans. Th is takes place in parallel with project starting. Detailed project plans 
for further project coordinating are available as a result of project starting. Project 
coordinating ends with the formal project approval. So it takes place throughout the 
entire project duration.

Th e process “project initiating” takes place before project coordinating. Processes 
occurring partly in parallel are “project starting”, “project controlling”, “developing 
solutions”, “project administrating”, “change managing”, “benefi t realization con-
trolling”, and “project closing”.

In contrast to periodic project controlling, project coordinating takes place contin-
uously. It consists of the ongoing activities of project managing. Th e application of 
project coordinating methods is not demanding. Nevertheless, owing to intensive 
communications, this sub-process is important for project success.

 10.1.1 Project CoordinaƟ ng: ObjecƟ ves and Process

Project Coordinating: Objectives

Th e objectives of project coordinating, besides providing information for members 
of the project organization and representatives of project stakeholders, are the coor-
dinating of project resources, the ensuring of project progress, the ensuring of the 
quality of work package results, and project marketing. Project progress is ensured by 
coordinating relations between work packages and by the acceptance of work package 
results by the project manager. If project risks become acute, measures must be taken 
to deal with these situations. Th e measures are to be planned on an ad hoc basis or 
have already been planned as risk provision measures.

Th e objectives of the sub-process “project coordinating”, diff erentiated into economic, 
ecological, and social objectives, are described in Table 10.1.

Project Coordinating: Process

Tasks, roles, and responsibilities for project coordinating are shown in the responsi-
bility chart of Table 10.2.

Th e tasks of project coordinating are to be performed continuously by the project 
manager. Communication with the project owner, project team members, and project 
contributors, as well as with representatives of project stakeholders, can take place in 
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Objectives of the sub-process: Project coordinating

Economic objectives
> Members of the project organization and representatives of project stakeholders are

continuously informed
> Project resources coordinated
> Relations between work packages coordinated
> Project progress and quality of work package results ensured
> Measures taken to manage a situation due to an active project risk
> Work package results accepted
> Project coordinating performed efficiently

Ecological objectives
> Ecological consequences of project coordinating optimized

Social objectives
> Project personnel led appropriately during project coordinating
> Project stakeholder involved in project coordinating

Table 10.1: ObjecƟ ves of the Sub-Process “Project CoordinaƟ ng”

Table 10.2: Sub-Process “Project CoordinaƟ ng”—Responsibility Chart
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Communicating with the project owner C P C 1

Communicating with the project team members 
and project contributors P I C 1

Coordinating project resources P C C C

Accepting work package results I P C C 2

Communicating with representatives of project 
stakeholders C P C C 1

Performing project marketing continuously C P C C

Attending sub-team meetings C P 3

Legend

P …. Performing
C…Contributing
I… Being informed
Co…Coordinating

Tool/document:
1 … To-do list
2 … Work package acceptance certificate
3 … Minutes of the meeting

meetings, but also by e-mail, telephone, or video conferencing. Project marketing can 
also be done both face to face and digitally. Th e acceptance of work package results by 
the project manager can be formalized by means of an acceptance certifi cate.
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Since project coordinating is carried out on an ongoing basis, there is no need for 
diff erentiation between preparing, implementing, and following up. Th e communi-
cation situations of the project manager, however, must be structured as a method of 
self-management at a micro level.

 10.1.2 Project CoordinaƟ ng: OrganizaƟ on and Quality

Project coordinating is a central task of the project manager. In the case of larger 
projects, the project manager can be supported by a project management assistant or 
a project controller.

Th e quality of project coordinating is dependent on the quality of the project manager’s 
communication with members of the project organization and representatives of project 
stakeholders. Appropriate social competence is necessary for this, and appropriate 
communication methods must be used. 

Th ese are above all the project plans, but also specifi c  project coordinating methods—
namely, To-Do lists, minutes of meetings, and acceptance certifi cates. Th e quality of 
project coordinating is determined by the binding nature of the communication results.

 10.1.3 Methods: CommunicaƟ ng with Project Plans, 
Providing Minutes of MeeƟ ngs, Using To-Do Lists, 
AccepƟ ng Work Package Results

In project coordinating, the project plans developed during project starting and adapted 
in project controlling have to be communicated. In addition, the methods “providing 
minutes of meetings”, “using to-do lists”, and “accepting work packages” can be used.

Communicating with Project Plans

Th e ongoing communication of the project manager with members of the project 
organization and representatives of project stakeholders during the project is sup-
ported by project plans such as the project objectives plan, the work breakdown struc-
ture (WBS), the project bar chart, the project costs plan, and the project stakeholder 
analysis. Th is reduces the complexity of the project, because one refers to what has 
already been agreed upon, to known terms, and places discussion topics into the cor-
responding project context.

Providing Minutes of Meetings

Minutes of meetings are to be created to ensure commitment and transparency within 
the project. Th is formalism is justifi ed, as people, some of whom are unknown to one 
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another, work on relatively unique tasks in diff erent locations. Documenting agree-
ments is therefore an essential coordinating method.

Minutes of meetings should be formulated as briefl y as possible. As an appendix to 
minutes, agreed-upon measures, dates, and responsibilities should be documented in 
a To-Do List. Th e objectives of the meeting, the items on the agenda, the date and 
duration of the meeting, the meeting participants, and the meeting place should all 
be recorded. To enable transparency, the documentation of discussion contributions 
and decisions should be structured by project phases and work packages.

Using To-Do Lists

Using a To-Do List is an important method for project coordinating. Th e project 
manager should only use one list for a project. It is to be used as a supplement to the 
WBS, since it contains detailed activities (to-dos) for fulfi lling the work packages.1

Th e To-Do List should be structured by project phases and work packages. In addi-
tion to listing activities and their allocation to work packages, it should also include 
the responsibilities for the activities, the completion dates, and the status of the activ-
ities. Completed activities should be given the status “completed”; additional agreed-
upon activities should be included in the list and provided with a target date.

A To-Do list is to be used progressively. Completed activities should be kept in the 
To-Do List in order to document the process. Th is gives the list the character of a 
“project diary”. 

If the To-Do List is adapted during a meeting, it must be attached to the minutes as 
an appendix. An example of a To-Do List of the project “Developing Values4Business 
Value” is shown in Table 10.3.

Accepting the Work Package Results

Th e progress and the quality of the results of single work packages must be monitored 
at all times. Th is is carried out by project coordinating.

After the completion of a work package by a project team member or a subteam, the 
project manager has to accept the work package results. Th is can take the form of a 
formal approval carried out by the project manager and the project team member. 

A work package acceptance certifi cate can be issued. In this way, the project team 
member is formally relieved. In an acceptance certifi cate, the completion of the work 
according to the defi ned requirements is confi rmed.
1  In project pracƟ ce, a To-Do List is someƟ mes used without the Big Project Picture provided by the WBS.
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Case Study: Developing Values4Business Value—To-Do List 

Table 10.3: Excerpt of the To-Do List of the Project “Developing Values4Business Value”

To-Do List
Developing Values4Business Value

WBS-
Code Process

Date of 
arrangement Responsible

Completion 
date Status

… … … … … …
1.6.5 Coordinating figures for Chapter Q 

with graphic designer
2/22/2017 P. Ganster 3/1/2017 done

1.6.7 Developing bibliography 2/27/2017 T. Koch 3/1/2017 In progress
Developing index 2/27/2017 T. Koch 3/15/2017 In progress
Writing the introduction 2/27/2017 R. Gareis 3/1/2017 In progress

1.6.8 Updating the work breakdown 
structure for the case study

2/27/2017 L. Weinwurm 2/28/2017 pending

Updating the project bar chart for 
the case study

2/27/2017 L. Weinwurm 2/28/2017 pending

Proofreading Chapters M-Q 2/27/2017 R. Gareis 3/1/2017 In progress
… … … … … …
… … … … … …

V. 1.006 v. P. Ganster per 27.02.2017

From the To-Do list, it can be seen that several acƟ viƟ es are required to fulfi ll a work package. 
To ensure fl exibility, these can be agreed upon at short noƟ ce.

10.2 Sub-Process: Project Controlling
Th e need for periodic project controlling is a result of the dynamics of projects. Project 
meetings and workshops enable refl ections of projects. Weaknesses and strengths can 
be identifi ed, and risks which have become acute can be recognized. Any devia tions 
from plans must be identifi ed, and directing measures must be defi ned for exploiting 
new opportunities or for correcting undesired deviations.

Project controlling relates to all project dimensions—that is, not only to “hard facts”, 
such as project objectives, project scope, project schedules, and project costs, but also 
to “soft facts” such as the project organization, the project culture, and relations with 
project stakeholders. Th ese soft facts are considered in “social project controlling”.

Th e directing measures of project controlling lead to project changes. Project con-
trolling can be perceived as “organizational learning of a project” in the case of minor 
changes, and “further developing a project” in the case of more extensive changes.2

2  The methods of change management can also be applied to temporary organizaƟ ons (see Chapter 11).
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10.2.1 Project Controlling: ObjecƟ ves and Process

Project Controlling: Objectives

Th e objective of project controlling is to agree periodically on the project status and 
on appropriate measures for achieving the project objectives. Th is requires collective 
refl ections, constructions of project realities, and decisions by members of the project 
organization.

Project controlling must be carried out periodically. Its frequency depends on the 
duration of the project. In the case of a six-month product development project, for-
mal project controlling every three weeks is recommended. In a construction project 
with a duration of some 18 months, project controlling meetings every six weeks 
might be suffi  cient for project controlling. A project controlling cycle takes about one 
week depending on the size of the project.

Th e objectives of the sub-process “Project controlling”, diff erentiated into economic, 
ecological, and social objectives, are described in Table 10.4.

Table 10.4: ObjecƟ ves of the Sub-Process “Project Controlling”

Objectives of the sub-process: Project controlling

Economic objectives
> Project status determined, common project reality constructed by the project organization
> Directive measures agreed
> Project plans adapted
> Project controlling reports prepared (status report, project score card)
> Project controlling performed efficiently

Ecological objectives
> Ecological consequences of project controlling optimized

Social objectives
> Project personnel led appropriately during project controlling
> Project stakeholder involved in project controlling
> Organizational learning of the project performed

Project Controlling: Process

Project controlling is a periodic process, to be carried out several times in a project. A 
project controlling cycle is complete when the project controlling report is distributed to 
the members of the project organization. Th e tasks, roles, and responsibilities for fulfi lling 
the task of a project controlling cycle are shown in the responsibility chart of Table 10.5.

Th e structures for project controlling—the frequency, the content, and the form of 
the report; the communication formats; etc.—are to be planned during project start-
ing. Th e project owner must decide what minimum requirements the project con-
trolling has to fulfi ll. Diff erent controlling standards can be functional for diff erent 
types of projects. 
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 Th e following tasks must be performed by the project owner, the project manager, 
and the project team members in a project controlling cycle:

> Project monitoring: Recording actual data, performing planned vs. actual com-
parisons, analyzing deviations

> Project directing: Planning and agreeing on directive activities
> Re-planning the project: Updating project plans
> Preparing project controlling reports: Preparing a project status report, project 

scorecard, deviation trend analysis

Changes are to be encouraged during project controlling. Deviations should be seen as 
learning opportunities. It requires a “rough” instead of a “fi ne” approach, and think-
ing in alternatives.

Table 10.5: Sub-Process “Project Controlling”—Responsibility Chart
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1 Preparing project controlling

1.1 Gathering actual data and comparing actual 
versus planned P C

1.2 Analyzing deviations, planning directive 
measures P C C C

1.3 Adapting project plans P C C

1.4 Preparing project controlling reports P C

1.5 Preparing project controlling meetings P 1

2 Performing project controlling meetings

2.1 Distributing info-material to participants I P I I I

2.2 Performing project team meetings C Co P C

2.3 Performing project owner meeting P Co C

3 Following up project controlling

3.1 Completing the adaption of project plans P C 2

3.2 Completing the project controlling report P C 3

3.3 Arranging updates in the project portfolio 
database P

3.4 Performing project marketing C Co P C

3.5 Distributing the project controlling report I P I I I

4 Performing content work (parallel) P P

Tool/document:
1 … Invitation of the participants for the project team meeting
2 … Adapted project plans
3 … Project controlling reports

Legend

P …. Performing
C…Contributing
I… Being informed
Co…Coordinating
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Project controlling is carried out for every project dimension—that is, for the project 
objectives, the project scope, the project schedule, the project costs, etc. Th e earned 
value analysis provides a holistic view of progress, costs, and schedule. Project direct-
ing refers to the project as a whole as well as to individual work packages. Th e direc-
tive activities decided upon must be considered in the project plans. Th e preparation 
of project controlling reports is carried out for the project as a whole.

Th e communication formats of project controlling usually include project team meet-
ings, project owner meetings, and, if required, sub-team meetings. In these meetings 
a common project reality is to be constructed by the members of the project organi-
zation. Th is provides the basis for agreeing on directive activities. Already prepared 
project controlling reports are further developed in the meetings.

10.2.2 Project Controlling: OrganizaƟ on and Quality

Project Controlling: Organization

Project controlling is a sub-process of project management. It is performed by the 
project owner, project manager, and project team members. In large projects, the proj-
ect manager can delegate some functions to a project controller or a project manage-
ment assistant.

Th e controlling of a project-oriented organization—for example, of a Profi t Center—
is a context for projects (see Fig. 10.1). Th e project managers or the project controllers 
inform the profi t center controlling about the status of individual projects. Th is infor-
mation can be summarized by the profi t center controlling into overall organizational 
reports.

Specifi c methods are used for project controlling (see Table 6.2 on page 106). In 
addition to updating project plans, developing project status reports, earned-value 
analyses, and project trend analyses is relevant. Th e project scorecard is a specifi c type 
of project status report. Th ese methods are described below.

Project Controlling: Quality

Appropriate project management quality is ensured by applying consistent communi-
cation formats and project management methods during project starting, project 
coordinating, project controlling, and project closing. Th e project plans which were 
developed during project starting are to be used to support communications and are 
to be adapted if necessary. Th e use of project plans in the sub-processes of project 
management justifi es the communication eff ort for the development of the project 
plans during project starting.
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In practice, often too little importance is ascribed to project controlling. Th e eff ort 
of data collection, analysis, and reporting is often not seen to be justifi ed. Th e clar-
ity that was achieved during project starting seems to be enough. Th is causes many 
learning and optimization opportunities to be lost.

 10.2.3 Methods: Monitoring, DirecƟ ng, and Re-Planning

Project monitoring, directing, and possible re-planning are to be performed for all 
project dimensions—for the solution requirements, the project objectives, the project 
schedule, etc. Th e relevant methods are described in the following, with the exception 
of the controlling of requirements, which has already been dealt with in Chapter 4.

Monitoring, Directing, and Re-Planning of Project Objectives

Analyzing the status of the project objectives on the controlling date is diffi  cult, as the 
project objectives are not formulated with respect to controlling dates but in terms of 
the results to be achieved at the end of the project. It is therefore necessary to analyze 
whether fulfi llment of the objectives defi ned for the end of the project is still realistic 
in the light of developments up to the controlling date.

When directing and re-planning the project objectives, objectives which are no longer 
relevant are to be deleted, still-relevant objectives are to be preserved, and any new 
objectives are to be added. Causes for re-planning the project objectives are quantita-
tive or qualitative changes in the solution requirements. Th e change of the project 
objectives can be performed on the basis of so-called “change requests” (see Chapter 
4). If more extensive changes in the solution requirements and thus in the project 
objectives are made, this situation can be perceived as a change “Further developing 
a project” (see Chapter 11). 

A change in the project objectives necessitates changes in most of the project plans. 
Th e scope of work has to be adapted in the work breakdown structure. But the project 
schedule, project costs, and probably the project organization and the project stake-
holder relations also have to be adapted.

As an example of an adapted project objectives plan, the project objectives plan for the 
project “Developing Values4Business Value” is shown in Table 10.6.

Monitoring, Directing, and Re-Planning of Objects of Consideration

In monitoring the objects of consideration of a project, it is necessary to check 
whether the objects of consideration plan is complete and whether planned objects of 
consideration may be omitted or are to be renamed. Th e consistency of the objects of 
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Case Study: Developing Values4Business Value—Adapted Project ObjecƟ ves Plan

Table 10.6: Adapted Project ObjecƟ ves Plan for the Project “Developing 
Values4Business Value” as of the Controlling Date 20.12.2016

Adapted Project Objectives Plan
Developing Values4Business Value

Objectives adapted
per 20.12.2016

   Business modeling not considered

2 peer review workshops instead of 3 carried out

Concept for English  translation of the book 
developed
Marketing materials (e.g. logo "Values4Business 
Value", marketing leaflet, testimonials) 
developed

PR measures for "Values4Business Values" taken

V. 1.003 v. P.Ganster per 20.12.2016

Service-related and market-related project objectives

   RGC management further developed
   RGC personnel further developed
Infrastructure-related and budget-related project objectives

Establish a basis for an increase in sales of RGC services and RGC products

RGC management approaches further developed by innovations (values and management 
approaches, sustainable development, agile approaches, benefits realization management, 
requirements management, business modelling)
RGC management approaches documented in the book PROJECT.PROGRAM.CHANGE 
(hardcover and e-book)
Practical relevance of the developed RGC management approaches and readability of the book 
ensured by peer review groups and layout optimizations
Services (consulting, training, events, lectures) and products (sProject, books) further developed 
by optimizing the processes and tools
Optimized services and book PROJECT.PROGRAM.CHANGE marketed in Austria, Germany and 
Switzerland; additional marketing planned

Organization-related and personnel-related project objectives

Advanced seminars further developed

Clients bound by the optimized management approaches
Personnel developed contentually by participating
Peer review group involved

Additional objectives
   Basis for certification of the project manager established
   Case study for RGC trainings developed

Stakeholder-related project objectives
Cooperation with publisher Manz continued

Non-objectives

Publishing partners C.H. Beck (Germany) and Stämpfli (Switzerland) involved

English version of the book developed

In the project “Developing Values4Business Value”, project objecƟ ves were both supple-
mented (e.g., “Concept for English translaƟ on of the book developed”) and adapted (e.g., “2 
peer review workshops instead of 3 carried out”).

Because of changes in the project objecƟ ves, the WBS, the project cost plan, the stakeholder 
analy sis, etc. had to be adapted. The changes were agreed on in the project team and with the 
project owner and communicated to selected project stakeholders (e.g., publishers, graphic 
designers). 

consideration plan with the other project plans must be assured. If deviations exist, 
re-planning is necessary.
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If additional solution requirements or project objectives have been planned, the asso-
ciated objects of consideration must be taken into account when re-planning. A fur-
ther diff erentiation of already planned objects of consideration can also be useful. As 
an example, the additional objects of consideration of the project “Developing Values-
4Business Value” as of the controlling date 20.12.2016 are described in the case study.

Case Study: Developing Values4Business Value—Adapted Objects of 
ConsideraƟ on Plan

As a result of the addiƟ onal project objecƟ ves of the project “Developing Values4Business 
Value”, the following addiƟ onal objects of consideraƟ on were considered in the plan:

3  QualitaƟ ve controlling of work package results in an “empowered“ project organizaƟ on is performed in 
the project team by project team members. CoordinaƟ on of the content-related results can take place by 
means of presentaƟ ons and discussions in project team meeƟ ngs, as well as in project coordinaƟ on.

> Concept for the English version of the book PROJEKT.PROGRAMM.CHANGE
> Various markeƟ ng tools (e.g., “Values4Business Value” logo)
> Public relaƟ on for “Values4Business Value”

Monitoring, Directing, and Re-Planning of the Project Scope: Measuring Progress

Th e objective of controlling the project scope is to determine the progress of individ-
ual work packages, project phases, and the project as a whole. Th e actual progress is to 
be compared with the planned progress up to the controlling date. Th is comparison 
makes it possible to identify deviations from the plan.3

Th e following techniques can be used to measure the progress of a work package:
> 0% or 100% assumption,
> intuitive estimation,
> output measurement, and
> measurement of defi ned progress milestones.

In the “0% or 100% assumption” technique, the work packages in progress are assumed 
to be either not yet started (progress = 0%) or to be fi nished (progress = 100%). Th is 
technique requires a high level of detailing of the work packages. It is the most impre-
cise of the techniques mentioned here. In the “intuitive estimation” technique, the 
project team member responsible for performing the work package provides an esti-
mate of the progress. Precision can be increased by three-point estimates (optimistic, 
probable, and pessimistic values). In the “output measurement” technique, progress is 
determined by measuring the output achieved. Th is method is suitable for a relatively 
continuous performance of a work package. Table 10.7 shows examples of such work 
packages from the construction industry.
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Table 10.7: Examples of Indicators of Work Package Progress

Work Indicators

Excavation m3 earth excavated

Pouring concrete m3 concrete poured

Pipe laying m pipes laid

Equipment assembly t equipment assembled

For many work packages, such as design, training, testing, etc., progress is not contin-
uous. In such cases “progress milestones” can be defi ned to measure progress. Progress 
percentages can be assigned to these by the project manager and the relevant proj-
ect team member. An example of progress milestones and the associated cumulative 
progress percentages is shown in Table 10.8.

Table 10.8: Progress Milestones of the Work Package “Developing ConstrucƟ on Plans”

Progress milestone of the work package: Developing construction plans

Number of the 
progress
milestone Name of the progress milestone

Progress 
(cumulative)

1 Construction plans for internal review developed 40 %

2
Construction plans for discussion with the client 
developed

50 %

3 Construction plans for tendering completed 80 %

4 Construction plans provided 100 %

Th e progress of project phases and the project as a whole can be calculated from 
work package progress using relevance tree methods. A relevance tree can be devel-
oped by weighting the work packages and the work package groups in the work 
breakdown structure. Th e weightings determine the relevance of work packages for 
their work package group (“relative relevance”) and for the project (“absolute rele-
vance”). Th e rele vance of a work package for the project can be determined by 
multiplying the relative relevance of the work package by the absolute relevance of 
the work package group.

Th e sum of the weights of the work packages belonging to a work package group is 
100%. A uniform weighting criterion (e.g., number of person days) must be used for 
all work packages belonging to a work package group. If diff erent resources are used 
in a project, the costs are the standard weighting criterion at higher levels of the rele-
vance tree. An example of a relevance tree is shown in Figure 10.2.
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Monitoring, Directing, and Re-Planning of Project Scope: Adapting the Work 
Breakdown Structure

Changes in the project objectives and in the objects of consideration necessitate 
changes in the scope. A change in the scope of a project can be documented in the 
work breakdown structure. Any additional work packages to be performed are to be 
added. Work packages which are no longer necessary are to be deleted.

Th e progress of the project can also be visualized in the work breakdown structure. 
Figure 10.3 shows the progress of the project “Values4Business Value” as of the con-
trolling date 20.12.2016. 

Monitoring, Directing, and Re-Planning the Project Schedule

Th e objective of monitoring the project schedule is to record the status of the dates 
of the work packages and the project. In monitoring the dates, the work packages 
completed or in progress during the period between two controlling reports are con-
sidered. Progress controlling is the basis for date monitoring, since an analysis about 
deviations from planned dates can only be made in relation to the progress achieved. 
Date monitoring can be carried out in milestone plans, lists of dates, bar charts, or 
network plans.

Th e actual dates of milestones or work packages are recorded in milestone plans or in 
lists of dates and compared with the planned dates. Any deviations between planned 
and actual dates must be interpreted to provide corresponding information for direc-
tive activities.

(text conƟ nues on page 279)

Project 100% 

A     50% B  30% C  10% D  10%

AA 50%

AB 30%

AC 10%

AD 10%

BA 50%

BB 25%

BC 25%

CA 25%

CB 25%

CC 25%

CD 25%

DA 70%

DB 10%

DC 10%

DD 10%

Fig. 10.2: WeighƟ ngs of work packages of a project in a relevance tree.
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Case Study: Developing Values4Business Value—Adapted Work 
Breakdown Structure

Fig. 10.3: Adapted work breakdown structure of the project 
“Developing Values4Business Value” as of 20.12.2016 (conƟ nues on next pages).
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Because of the addiƟ onal project objecƟ ves and the results of the creaƟ on of the markeƟ ng 
backlog, the last phase of the work breakdown structure “1.9 IniƟ al markeƟ ng book and ser-
vices” was supplemented by work packages and re-planned. The work package “1.6.7 Pro-
ducing other book contents”, which is shown grayed out in Phase 1.6, was moved from Phase 
1.5 to Phase 1.6. The scope of work package 1.6.8 was reduced, because no third workshop 
of the peer review group was planned. All addiƟ onal work packages are shown grayed out in 
the WBS for beƩ er transparency. 

The completed work packages are idenƟ fi ed by two diagonal slashes, work packages in prog-
ress by one diagonal slash. If, as it is here, the work breakdown structure is structured in a 
process-oriented manner, the work packages should be processed from leŌ  to right.

Fig. 10.3: Adapted work breakdown structure of the project 
“Developing Values4Business Value” as of 20.12.2016. (conƟ nues on next page) 
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Th e status of the project schedule can be visualized using the project plans. Th e tim-
ing of a completed work package can be made visible in the bar chart by the position 
of the actual bar. Th e start dates and the duration up to the control date can be dis-
played for work packages that are in progress. In network plans the process logic and 
the project schedule can be controlled.
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Case Study: Developing Values4Business Value—Adapted Milestones Plan
 Table 10.9: Adapted Project Milestones Plan as of 20.12.2016
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The fi rst peer review group workshop was very creaƟ ve and construcƟ ve. Because the peer 
review group noted that the central messages were not easy enough for a criƟ cal reader 
to follow, Chapters A–F had to be completely revised. As a result, the end of Phase 1.3 was 
shiŌ ed from 23.11.2016 to 16.1.2017. This delay resulted in an extension of the project dura-
Ɵ on by two months.
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Directing and re-planning of the project schedule is necessary if the logic has changed, 
if changes in the durations have occurred, or if dates have to be planned for additional 
work packages.

In a milestones plan, the planned dates of the “baseline”, adapted planned dates, and 
actual dates can be displayed (see Table 10.9). In a bar chart, bars can be displayed 
with the baseline dates, adapted planned dates, and actual dates for comparison.

Monitoring, Directing, and Re-Planning Project Costs and Project Income

Th e objectives of monitoring the project costs and the project income are to record 
actual costs and income and to identify deviations in project costs, project income, 
and expected fi nancial project success on the controlling date. Monitoring of the 
project resources can be performed by monitoring the resource quantities implicitly 
as part of project cost controlling or explicitly.

A planned versus actual comparison of project costs and work package costs reveals 
whether there are deviations from the plan. Possible errors in planning project costs, 
changes in quantities, and changes of prices can infl uence project costs and the fi nan-
cial project success. Opportunities for cost savings and increases in yields should also 
be identifi ed in project cost controlling.

Adequate project structures are a prerequisite for effi  cient project cost controlling. Th e 
structures of project cost planning must correspond to the structures of progress mea-
surement and the recording of actual costs. Recording of actual costs is performed 
according to the process of performing work packages. Th us the project cost plan 
should also be structured in a process-oriented manner.

Th e actual costs for work packages are recorded as follows: for personnel costs, on the 
basis of proof of the working hours of members of the project organization; for costs of 
external services, on the basis of supplier invoices; material costs on the basis of invoices 
for materials; and for other costs, such as travel expenses, on the basis of relevant evi-
dence. Potential weaknesses in controlling project costs are listed in Table 10.10.

If the scope of a project is changed in the course of project implementation, the 
planned costs must be updated. By comparing the planned costs of the baseline with 

Potential weaknesses in controlling project costs

> No common structures of planned costs and actual costs
> No clear distinction between costs and cash-outflows
> Invoices and records for cost controlling not available to the project manager
> Opportunity costs (e.g. internal personnel costs) are not considered as part of the project costs
> No recording of the costs of supplier services according to the progress of work

Table 10.10: PotenƟ al Weaknesses in Controlling Project Costs
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the updated planned costs, the cost eff ects of changes in the scope can be determined 
(see Table 10.11).

Table 10.11: CalculaƟ on of the Cost DeviaƟ on Due to a Change in the Scope
Updated planned costs (based on a changed scope of work)

– Planned costs (according to the basic plan)

Cost deviation (due to the changed scope of work) 

Re-planning of project costs is performed by determining the remaining costs of work 
packages in progress and by adapting the costs of work packages yet to be fulfi lled. 
Th e determination of remaining costs is not an extrapolation of already incurred work 
package costs, but rather a systematic re-planning of the costs, taking into account 
the improved level of information and the consequences of directive activities, such as 
changes in the use of resources, new pricing information, etc.

A relatively imprecise re-planning of work package costs can be performed by estimat-
ing the remaining costs still to be expected, without analyzing the progress already 
achieved. For appropriate planning of the remaining costs of a work package, infor-
mation on the progress already achieved, as provided by the earned value analysis, is 
necessary (see Excursus: Earned-Value Analysis).

Re-planning of project costs must be performed jointly by project team members and 
the project manager. Each project team member determines the remaining or total 
costs for the work packages. Possible cost deviations for future work packages must 
be presented as early as possible.

Excursus: Earned-Value Analysis

ObjecƟ ves of Earned-Value Analysis

The objecƟ ve of earned-value analysis is a monetary evaluaƟ on of the progress of a work 
package, project phase, or project. This is achieved by an integraƟ ve consideraƟ on of prog-
ress, costs, and dates. The calculaƟ on of the “earned value” provides clear informaƟ on 
about the project status and serves as a basis for esƟ maƟ ng remaining costs and remaining 
duraƟ on.

Earned-Value Analysis for a Project

A comparison of planned and actual project costs is only useful if the costs are compared on 
a common basis. A comparison of “planned costs” (for the planned progress) with “actual 
costs” (for the actual progress) has liƩ le meaning. The actual progress is to be used as the 
common basis for comparing planned and actual costs.

The planned project costs are based on the assumpƟ on of the planned progress up to the 
controlling date. However, it is not the planned progress but the actual progress which led 
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to the actual costs. Defi ning the actual progress makes it possible to calculate the originally 
planned costs for this actual progress. The planned costs for the actual progress are called 
“earned value”. The earned value is to be compared with the actual costs to determine 
whether there is a cost deviaƟ on.

The recording of the actual progress is performed at the lowest level of the work breakdown 
structure. Earned-value analysis requires the possibility of aggregaƟ ng data using the rele-
vance tree method. The following assumpƟ ons are made about the relaƟ onship between 
progress, costs, and dates:

> There is a direct proporƟ onality between progress and costs at all levels of consider-
aƟ on (project, project phase, work package).

> ProporƟ onality between progress and duraƟ on is not assumed.

The data from the planning and controlling of progress, costs, and dates makes it possible to 
develop cumulaƟ ve curves for planned costs, planned progress (this corresponds to the curve 
of the planned costs), actual costs, actual progress, and earned value. These curves can be 
displayed in a coordinate system with project duraƟ on on the x axis and progress as well as 
project costs on the y axis. On the basis of the assumpƟ on of proporƟ onality between prog-
ress and costs, both progress and costs can be shown on the y axis (see Fig. 10.4).

Progress,
costs

Planned 
duration
for actual 
progress

Planned costs
at completion

Actual 
Costs

Time

Controlling date Adapted planned costs 
at completion

Planned 
progress, 

costs

Earned 
Value

Actual 
Duration

Cost 
Deviation

Progress 
deviation

Rest costs
to completion

Costs 
deviation 

at 
completion

Fig. 10.4: Earned-value analysis at the project level.

On the controlling date, the actual progress of the project can be compared with the planned 
progress. This shows the deviaƟ on in progress as of the controlling date, and the actual costs 
of the project can be compared with the earned value. This shows the cost deviaƟ on as of the 
controlling date.



284

PROJECT.PROGRAM.CHANGE10

The planned duraƟ on (for the actual progress of the project) can be determined graphically 
by projecƟ ng the actual progress onto the planned progress curve. A (theoreƟ cal) deviaƟ on 
in the project duraƟ on can be idenƟ fi ed by comparing this planned duraƟ on with the actual 
duraƟ on.

Earned-Value Analysis for Work Packages

The earned value of a work package can be determined by mulƟ plying the planned costs 
of the work package by the actual progress (as a percentage). As an example, an applica-
Ɵ on of earned-value analysis at the work package level is shown in Table 10.12 for two work 
packages.

Table 10.12: Earned-Value Analysis for Work Packages
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 (1) (2)  (3) = (1) x (2)  (4)  (5) = (4) - (3)  (6)  (7) = (4) + (6)  (8) = (7) - (1) 
2.2.1 Planning  €   30,000.00 50%  €   15,000.00  €   15,500.00  €         500.00  €   15,000.00  €    30,500.00  €        500.00 

2.2.2 Developing a 
specification  €   20,000.00 20%  €     4,000.00  €     7,000.00  €      3,000.00  €   16,000.00  €    23,000.00  €     3,000.00 

…

Earned-value analysis enables the determinaƟ on of cost deviaƟ ons as of the controlling 
dates. It also provides an adequate basis for determining the remaining costs of work pack-
ages by determining its progress at the reporƟ ng date. The work yet to be performed is to be 
clarifi ed as a basis for this.

By comparing actual costs with actual prices, and actual costs with planned prices and earned 
value, the cost deviaƟ on of a work package can be divided into a price deviaƟ on and a quan-
Ɵ ty deviaƟ on (see Fig. 10.5). The price deviaƟ on is that part of the cost deviaƟ on resulƟ ng 
from changes in invoiced prices. The quanƟ ty deviaƟ on is that part of the cost deviaƟ on 
resulƟ ng from changes in the quanƟ Ɵ es. An analysis of the causes of cost deviaƟ ons and a 
cost–responsibility calculaƟ on is only made possible by diff erenƟ aƟ on of price and quanƟ ty 
deviaƟ ons.

Cost deviation

Price deviation Quantity deviation

Fig. 10.5: Diff erenƟ aƟ on of the cost deviaƟ on into a price deviaƟ on and a quanƟ ty deviaƟ on.
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Monitoring, Directing, and Re-Planning of Project Risks

Controlling of project risks includes controlling of risk management measures, identi-
fi cation of new risks, analyzing of newly identifi ed risks, adaptation of the analyses of 
still active risks, and planning and implementing of new risk management measures.

Th e methods used during project starting must be used to fulfi ll these tasks (see 
Chapter 9).

“Social” Project Controlling: Monitoring, Directing, and Re-Planning 
of the Project Organization

“Social” project controlling involves controlling the project organization, the project 
culture, and the relations of a project with project stakeholders and other projects.

Th e functionality of the organizational structures of a project must be checked, the 
developed project culture must be refl ected upon, and the appropriateness of the mea-
sures for managing relations with project stakeholders and other projects must be 
controlled. Changes to the project objectives and objects of consideration of the proj-
ect or improved information can necessitate adaptations.

Controlling of a project organization applies to the design of the project organiza-
tion chart, the description of project roles, the composition of the project team, the 
staffi  ng of the project roles, the communication formats, and the project rules. Th e 
relations in the project team can also be subjected to “social” controlling by means 
of refl ections and mutual feedback between project team members (see Chapter 8).

As an example of change of the project organization over the course of a project, the 
project organization charts of the project “Developing Values4Business Value” are 
shown in Figures 9.17 (page 238) and 9.18 (page 239).

From the organization charts shown in Figure 9.17 and 9.18, it can be seen that after 
the end of the phase “1.2 Prototyping and planning”, the sub-team was dissolved 
and the new sub-teams “marketing”, “further development of services”, and “book 
production and distribution” were established. Th is also changed the composition of 
the project team. Th e roles and the sub-teams for the later project phases and their 
staffi  ng are shown in Table 10.13 (in Case Study on next page).

“Social” Project Controlling: Monitoring, Directing, and Re-Planning of the 
Project Culture

Project controlling also includes controlling the project culture. Adaptations of the 
project culture are the result of refl ection processes in the project.
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Case Study: Developing Values4Business Value—Adapted List of Project Roles

Table 10.13: List of Project Roles for the Later Phases of the Project
“Developing Values4Business Value”

Adapted List of Project Roles
Developing Values4Business Value

Project roles Name
Project owner R. Gareis; L. Gareis
Project manager P. Ganster
Product owner team R. Gareis, L. Gareis
Project team member: Service development L. Gareis

   Project team member: Marketing V. Riedling
Project team member: Chapter development R. Gareis

   Project team member: Book production, sales R. Gareis

Project contributor: Consulting and products R. Gareis
Project contributor: Lectures L. Gareis
Project contributor: Seminars M. Stummer

Project contributor: Manz C. Dietz
Project contributor: Stämpfli H. Gruber
Project contributor: C. H. Beck M. Maier
Project contributor: Marketing RGC P. Ganster

Project contributor: Case studies L. Weinwurm
Project contributor: Research P. Ganster
Project contributor: Chapter development L. Gareis
Project contributor: Case study cooperation partner 1 F. Mahringer
Project contributor: Case study cooperation partner 2 M. Paulus
Peer review group

Project contributor: Editing Manz C. Dietz
Project contributor: Revision P. Ganster
Project contributor: Graphic design M. Riedl

V. 1.003 v. P. Ganster per 20.12.2016

Subteam: Service development

Subteam: Marketing

Subteam: Chapter development

Subteam: Book production, Sales

Th e identity-creating elements of the project culture, however—namely, a project 
name, a project logo, and project values—should not be fundamentally changed. 
Minor adaptations of the values or the development of phase-specifi c slogans in 
order to meet the specifi c requirements of diff erent project phases are possible. For 
an IT project, for example, diff erent values may be relevant for the phases of software 
develop ment from those for the next phase of the roll-out.
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A fundamental change in the project culture is necessary when transforming or repo-
sitioning a project.

“Social” Project Controlling: Monitoring, Directing, and Re-Planning of Project 
Stakeholder Relations

Controlling relations with project stakeholders involves the following tasks:

> analyzing the project’s relations with individual project stakeholders,
> planning strategies and measures to redesign existing relations,
> identifying project stakeholders who are no longer to be considered,
> identifying additional stakeholders who are to be considered, and
> planning strategies and measures for managing relations with the additional 

stakeholders.

When analyzing the project’s relations with individual project stakeholders, the qual-
ity of the relation, possible changes in the importance of a stakeholder, and the inten-
sity of communications with the stakeholder can be considered, and a possible need 
for an adaptation of the relation can be identifi ed.

As an example of re-planning of a project’s relations with project stakeholders, the 
project stakeholder analysis of the project “Developing Values4Business Value” is pre-
sented in Figure 10.6 (in Case Study on next page) on the basis of the project con-
trolling on 20.12.2016.

“S ocial” Project Controlling: Monitoring, Directing, and Re-Planning Relations 
with Other Projects

Th e relations of a project with other projects must also be monitored during proj-
ect controlling and re-planned as necessary. Th e basis for this is those projects from 
the project portfolio of the project-oriented organization which are to be considered. 
However, projects by customers and partners may also be relevant to the success of a 
given project.

Monitoring, Directing, and Re-Planning of the Investment

In project controlling, a possible investment which is realized by a project must also 
be controlled as necessary. Relevant assumptions about the costs and benefi ts of an 
investment must be questioned and changed if necessary, and the cost–benefi t analy-
sis or business case analysis must be adapted.

Th e controlling of an investment, however, can also be understood as the task of con-
trolling the benefi ts realization (see Chapter 3).
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Case Study: Developing Values4Business Value—Adapted Project 
Stakeholder Analysis
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Fig. 10.6: Project stakeholder analysis of the project “Developing 
Values4Business Value” as of 20.12.2016.

Compared to the project stakeholder analysis presented in Chapter 9, which was drawn up 
during project starƟ ng, the following changes may be observed:
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> English publishers and cooperaƟ on partners were considered as addiƟ onal project 
stakeholders.

> Manz Verlag has increased in importance, and the interacƟ on with this stakeholder has 
also become more intense.

> The peer review group also increased in importance.
> The interacƟ ons with the graphic designer became more intense.
> The importance of readers and RGC customers for project success remained high. It was 

planned, however, to distribute informaƟ on only in the “iniƟ al markeƟ ng” phase.

10.2.4 Methods: Preparing Project Controlling Reports

Project Status Report

Th e central report which is the result of a project controlling cycle is the project status 
report. Th is describes the status of a project on a controlling date. Th e structure of a 
project status report is oriented towards the project dimensions managed. After evalu-
ating and interpreting the overall project status, the status of the project objectives, the 
project progress, the project schedule, the project resources, the project costs, the project 
income, the project organization, the project culture, and the project stakeholder rela-
tions must be evaluated and interpreted.4

Th e scope of the project status report should be kept short; the formulations can take 
the form of keywords. Th e adapted project plans must be referred to in the appendix 
as a supplement to the verbal descriptions. A project status report is a formal, rela-
tively elaborate report, which should therefore be prepared at larger intervals, about 
once per month.

Target groups for the project status report are the project owner and project team 
members. Th e project status report is an important project-internal communication 
tool. In the case of contracting projects, the project status report also serves to provide 
information to the customer.

Project Scorecard

A project scorecard is a specifi c form of a project controlling report. A project score-
card contains essentially the same information as a project status report, but in a more 
visualized form.

In analogy to the balanced scorecard model of Kaplan and Norton, the project score-
card uses a number of quantitative and qualitative criteria for assessing the project 
status.5 Th e criteria to be considered depend on the project management approach 

4  The cost–benefi t analysis must also be monitored periodically during the implementaƟ on of the project. 
This can, however, be done within the framework of benefi ts realizaƟ on (see Chapter 3).

5  See Kaplan, R., Norton, P., 1997.



290

PROJECT.PROGRAM.CHANGE10

used. Th e project scorecard of the project “Developing Values4Business Value”, shown 
in Figure 10.7, is based on the RGC project management approach. 

Depending on the project type, individual criteria can be considered or omitted. For 
example, the business case analysis can be omitted for contracting projects. Th e project 
stakeholders to be considered must always be specifi ed in a project-specifi c manner.

 
Case Study: Developing Values4Business Value—Project Scorecard

The status of the project “Developing Values4Business Value” as of 20.12.2016 was presented 
in a project scorecard (see Fig. 10.7).

InterpretaƟ on of the scores in the project scorecard from 20.12.2016:

Planning, Controlling:

> Project progress as of the control date was not according to plan, as the fi rst chapter 
group, A–F, had to be revised aŌ er the workshop with the peer review group.

> This addiƟ onal work also led to an extension of the project duraƟ on by two months and 
a corresponding increase in use of resources and project costs.

Project Stakeholder RelaƟ ons:

The relaƟ ons with Manz Verlag and the peer review group were construcƟ ve and contributed 
signifi cantly to quality assurance.

The RGC network partners were sƟ ll too liƩ le involved in this project phase.

The relaƟ ons with the companies that provided case studies were someƟ mes challenging, 
because it was necessary to clarify the extent to which company data could be published. This 
clarifi caƟ on had to be obtained.

Project ObjecƟ ves and Contexts:

> The achievement of the project objecƟ ves seemed to be guaranteed on the controlling 
date. The relevant objects of consideraƟ on had been taken into account, and the invest-
ment benefi ts and the corresponding contribuƟ ons to company strategies seemed to be 
ensured.

> There were no content-related confl icts with other projects, but there was compeƟ Ɵ on 
for scarce human resources.

Project OrganizaƟ on:

> The project organizaƟ on was perceived as basically adequate. Project communicaƟ on 
and project teamwork funcƟ oned well. Project stakeholders such as Manz Verlag, the 
graphic designer, and Scrum experts were appropriately involved.

> Since RGC is a small company, several project roles were carried out by the same people. 
This increased the project complexity.

> In December 2016, a change in the role “project manager” took place because Susanne 
Füreder leŌ  RGC and Patricia Ganster took her place.

The project as a whole was rated “good” as the compleƟ on of the soluƟ on was not Ɵ me- 
criƟ cal. It was assumed that the quality of the soluƟ on would have a lasƟ ng eff ect on the 
 company’s sustained business value.
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 Fig. 10.7: Project scorecard of the project 
“Developing Values4Business Value” from 20.12.2016.



292

PROJECT.PROGRAM.CHANGE10

Th e scoring of the criteria of the project scorecard can be with the traffi  c light colors 
red, yellow, and green or with a fi ve-color scale. Th e latter allows more diff erentiation 
in the “scores”. Th e project scorecard provides a holistic view of the project status. Th e 
status of each project dimension managed is assessed in an integrated form. Connections 
between the scores of individual criteria can be considered. For example, the relationship 
with the project owner cannot be very good if the progress of the project is very bad.

Th e assessment of the overall status of a project can be carried out either intuitively or 
with the aid of an algorithm. An algorithmic rule might, for example, be: “If two cri-
teria are scored red, then the overall score of the project is red”. Th e individual scores 
are to be interpreted briefl y, and the reasons for the evaluations have to be explained. 
Th e scores from several controlling dates may be displayed, so that the development 
of the project can be observed.

Th e visualization of the project status in a project scorecard is an important commu-
nication tool of a project. Th e project manager can produce a fi rst draft of the project 
scorecard. Th is is to be discussed and adapted in the project team and then presented 
to the project owner.

Deviation Trend Analysis

Deviation trend analysis is a graphical representation of the development of a project 
ratio as determined by several controlling cycles. Trend analyses can be carried out 
based on updates during project controlling—for instance, for the project costs, the 
project income, or the project end date.

Figure 10.8 shows a deviation trend analysis for the end date of a project. It can be 
seen that a later project end date was planned in each controlling cycle and that the 
project duration was continuously prolonged.

Milestone 

1  2  3  4  5  6  7  8  9  10  11  12  13  14  15  16  17  18  19  20  21  22  23  24  25  26  27  28  29  30  31
May

Controlling 6

Controlling 5

Controlling 4

Controlling 3

Controlling 2

Controlling 1

Fig. 10.8: DeviaƟ on trend analysis for the project end date.
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11  Sub-Processes: Project Transforming and 
Project ReposiƟ oning

Projects develop, both continuously and discontinuously, during their performance. 
Th ese developments of projects can be perceived as project changes. Th erefore, not 
only permanent organizations, but also temporary organizations, are change objects. 
Change management methods can also be applied for project changes.

It is possible to distinguish between the changes “Learning of a project”, “Further 
developing a project”, “Project transforming”, and “Project repositioning”. Th e 
changes “Learning of a project” and “Further developing a project” were already dis-
cussed in Chapter 10 in the context of project controlling.

Th e management of discontinuous developments of projects involves the avoidance 
or promotion of project discontinuities, provision for their possible occurrence, and 
coping with a project discontinuity. To cope with a project discontinuity, the changes 
“Project transforming” or “Project repositioning” can be performed. As a case study 
for “project transforming”, the transforming of a project into a program for establish-
ing a hospital will be presented. 

Project coordinating

Project 
assigned

Project 
approved

Project 
starting

Project 
closing

Project
transforming,
repositioning

Project
controlling

Overview: “Project transforming” and “Project reposiƟ oning” as 
sub-processes of the business process “Project managing”.
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11  Sub-Processes: Project Transforming and 
Project ReposiƟ oning

11.1 Project Changes

 11.1.1 Continuous and Discontinuous Developments of Projects

  11.1.2 Projects as Change Objects, Types of Project Changes

11.2 Managing Continuous Developments of Projects

 11.2.1 Managing the Change: Learning of a Project

  11.2.2 Managing the Change: Further Developing a Project

11.3 Managing Discontinuous Developments of Projects 

  11.3.1  Avoiding Project Crises and Promoting Project Chances 

  11.3.2 Providing for Project Crises or Project Chances

  11.3.3  Avoiding or Promoting and Providing for Discontinuous 
Developments: Methods

  11.3.4 Coping with a Project Crisis or a Project Chance: Options

11.4 Managing the Change: Project Transforming 

  11.4.1 Project Transforming: Objectives and Process

  11.4.2 Project Transforming: Organization and Quality

11.5 Managing the Change: Project Repositioning 

  11.5.1 Project Repositioning: Objectives and Process

  11.5.2 Project Repositioning: Organization and Quality

11.6 Project Transforming and Project Repositioning: Methods

11.7 Project Transforming: Case Study “Establishing a Hospital”



Sub-Processes: Project Transforming and Project ReposiƟ oning 

297

11

11.1 Project Changes

11.1.1 ConƟ nuous and DisconƟ nuous Developments of Projects

Projects can develop both continuously and discontinuously. Th e causes for continu-
ous or discontinuous developments of projects can be their self-organization processes 
or interventions by project stakeholders. Th e frequent occurrence of discontinuities in 
projects is due to their complexity and dynamism.

Continuous Development of a Project: Defi nition

A continuous development of a project is a result of small changes in one or more 
project dimensions. A continuous development can be refl ected upon during project 
controlling. Continuous development of a project does not lead to a change in the 
project identity.

Discontinuous Development of a Project: Defi nition

A discontinuous development of a project is a phase of instability in a project that 
leads to a change in the project identity. One can distinguish between the following 
types of project discontinuities (see Table 11.1):

> a project crisis and a project chance, 
> a structurally determined change of the project identity, and 
> an “ad hoc” change of the project identity. 

Table 11.1: Defi niƟ on of Project DisconƟ nuiƟ es

Definition of project discontinuities

Project crisis An existential threat of a project
Consequence: Change “Project repositioning“

Project chance Major, new potentials of a project
Consequence: Change “Project repositioning“

Structurally determined change of 
the project identity

Expected, fundamental change of a project
Consequence: Change “Project transforming“

Ad hoc change of the project 
identity

Unexpected, fundamental change of a project
Consequence: Change “Project transforming“

No discontinuities are … Conflicts or catastrophes

Project crises and project chances come unexpectedly despite possible measures to 
avoid or promote them. Th is also applies to “ad hoc changes of the project identity”. 
“Structurally determined changes of the project identity” are foreseeable and can 
therefore be planned for.
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Examples of project crises, project chances, and structurally determined changes of 
the identity of projects are shown in Table 11.2. Th e occurrence of one or more of 
the factors listed in Table 11.3 can lead to the defi nition of a project crisis or a project 
chance.

Table 11.2: Examples of DisconƟ nuiƟ es of Projects

Examples of project crises

> The reorganization of the service department of a magistrate had to be interrupted because of
outstanding basic organizational decisions, which had to be made by politicians and a municipal council
external to the project.

> A reactor accident led to a threat to the personnel of a large-scale engineering company on a nearby
construction site. Crisis management measures had to be undertaken on the construction site and for
family members of the construction site personnel.

Examples of project chances

> A developed software application could be used not only by the parent company but also by
subsidiaries. As a result, the scope of the project was significantly extended during implementation. It
was redefined as a cooperative project with the subsidiaries.

> In the course of implementing a logistics project for a ministry, a new technology came onto the market.
The specialist departments decided to switch to the new technology. The structures of the project had to
be completely changed.

Examples of structurally determined changes of project identities

> After the development of an organizational solution for the branches of a trading company, a roll-out
was performed in the branches. A reorientation in the project was necessary to create appropriate
external orientation after the first phases of creativity and internal orientation.  The project organization
had to be redesigned for the roll-out.

> A redesign of an engineering project at the beginning of the construction phase after the phases of
technical planning, procurement and production was required.

Example of an “ad hoc necessary” change of a project identity

> The project "Developing Values4Business Value" was initially defined and understood as a book
publication project. During the early phases of the project, a potential for further developing RGC
management approaches was identified. As a result, greater benefits were created for RGC customers
and employees. This changed perception of the project led to an "ad hoc necessary" change in the
identity of the project. The benefits of the investment, the project objectives, the scope, the costs, the
duration, etc. were changed.

Table 11.3: Possible Criteria for Defi ning a Project Crisis or Project Chance

Factors that can lead to the definition of a project crisis:
> Significant deterioration of the results of the business case analysis or the cost-benefit analysis of

the investment implemented by a project
> Substantial increase of the project scope within the same project budget
> Substantial increase of the project costs within the same project scope of work
> Substantial increase of the project duration within the same project scope of work
> Loss of a major project partner
> Insolvency of the customer (for contracting projects)

Factors that can lead to the definition of a project change: 
> Significant savings and/or reference potential as a result of using a new technology in the project
> Significant enlargement of the scope of work (and related revenues) of a contracting project
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11.1.2 Projects as Change Objects, Types of Project Changes

Developments of projects which lead to changes and not to cancellations or suspen-
sions can be perceived as project changes. It is possible to distinguish between the 
changes “Learning of a project”, “Further developing a project”, “Project transform-
ing”, and “Project repositioning”.

Projects as Change Objects

Projects develop over time, both continuously and discontinuously. Th ese develop-
ments can be perceived as project changes. A project change is a continuous or discon-
tinuous development of a project in which one or more dimensions of the project are 
changed.12 It is assumed that in a project change the social structures of the project 
and the project stakeholder relations are changed. It is therefore a “social” and not, for 
example, just a technological change.

Th e perception of continuous and discontinuous developments of projects as project 
changes allows change management concepts, such as defi ning a change vision, creat-
ing a sense of urgency for a change, planning quick wins, and practicing appropriate 
change communication, to be used for managing project chances.

Social systems are the objects of changes. Th e social systems that are considered here 
are the temporary organizations.3 Both projects and programs can be the objects of 
changes (see Fig. 11.1).

Social systems

SocietiesInteractions

Temporary
organizations

Permanent 
organizations

Projects Programs Companies Divisions Departments

Organizations

Fig. 11.1: Temporary organizaƟ ons as change objects.

1  Lewin defi nes change as the transformaƟ on of an exisƟ ng dynamic balance of an organizaƟ on into a new one.
2  See Lewin, K., 1947.
3  Chapter 14 discusses changes of permanent organizaƟ ons.
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Dimensions of a project that can change are its objects of consideration, objectives, 
strategies, dates, costs, organization, culture, personnel structures, infrastructures, 
stakeholder relations, relations with other projects, relation with the objectives of the 
project-oriented organization, and relation to the investment realized by the project.

A project change is a conƟ nuous or disconƟ nuous development of a project in which 
one or more dimensions of a project are changed.

Types of Project Changes

Taking into account the need for change of a project and the number of change 
dimensions to be considered, one can distinguish between the fi rst-order changes 
“Learning of a project” and “Further developing a project”, as well as the second- 
order changes “Project transforming” and “Project repositioning” (see Figure 11.2). 
First-order changes lead to continuous changes in projects, second-order changes lead 
to changes in project identities (see Chapter 14 for the defi nition of fi rst- and second- 
order changes).

Demand
for

project change

Project dimensionsfew many

high

low

Project
repositioning

Further developing
a project

Learning of a
project

First 
Order

Second 
Order

Project 
transforming

Fig. 11.2: Types of project changes.

A relatively low demand for change, which necessitates the change “Learning of a 
project”, results from the daily project work. Th is need is met by periodic project 
controlling. Th e improvements agreed upon during project controlling are integrated 
into the existing project structures.

A medium demand for change, which necessitates the change “Developing a project”, 
is usually due to a change in the requirements for the solution to be provided by a 
project. New solution requirements are often formulated as “change requests”.
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Signs of a future threat, but also of new potentials for a project, can lead to a medium 
to high demand for change. A strategic and cultural reorientation of a project may 
become necessary; many or all dimensions of a project are to be considered. “Project 
transforming” is the appropriate change type for this.

Th e highest demand for change for a project exists when it is in a crisis or if there is a 
chance. Both necessitate a fundamental change of the project. Th e loss of the project 
owner or an important project partner, a new technology that one is not qualifi ed 
to use, new objectives and strategies of the project-oriented organization, or greatly 
increased project costs might be indicators of a project crisis. A project chance exists, 
for example, if a customer increases the volume of an order that is processed as a proj-
ect by 100 percent, or if a fundamentally new technology, which considerably reduces 
the project costs and the duration of the project, can be used. In these cases, all proj-
ect dimensions must be considered in the change. A change “Project repositioning” is 
required. Th e basic objective of the change “Project repositioning” is to continue the 
project. To achieve this, positive project ratios have to be achieved, and major project 
innovations have to be implemented.

   11.2 Managing ConƟ nuous Developments of Projects
Continuous developments can be managed by the changes “Learning of a project” 
and “Further developing a project”.

11.2.1 Managing the Change: Learning of a Project

Th e cause for the change “Learning of a project” is the objective of continuously 
improving the quality of the project results and the project processes. Available poten-
tials for learning are used, and small innovations are promoted.

Only a few project dimensions are aff ected by the change “Learning of a project”. A 
stakeholder relationship may be changed by optimizing a common tool, or a commu-
nication format can be improved.

Th is organizational learning of a project takes place implicitly in the sub-process 
“Project controlling” (see Chapter 10). Existing practices can be refl ected upon in 
controlling meetings and agreements made to improve them. Learning is often asso-
ciated with the need to unlearn. It is diffi  cult to learn how to get rid of familiar 
practices. Symbolic acts, such as tearing up a previously used template in a project 
meeting, support the unlearning.

To ensure learning in projects, learning and small innovations are to be formulated as 
an explicit project objective. Appreciation should be given for improvement proposals, 
and (non-monetary) incentives are possible.
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 11.2.2 Managing the Change: Further Developing a Project

Th e change “Further developing a project” is also performed implicitly in the sub- process 
“Project controlling”. In contrast to the learning of a project, however, several project 
dimensions are aff ected, and formal approval of a change request is usually required.

Th e cause for the change “Further developing a project” is often a “change request”. 
In this case, the change is associated with a “change” in the requirements of the solu-
tion to be provided by the project. However, the optimization of project structures 
and major innovations can also be objectives. Th is shows that in practice the term 
“change” is often just used for a change in solution requirements. It is not understood 
in an organizational sense, as applied here.

As a result of changed solution requirements or other possible improvements, the 
project structures have to be adapted and the change has to be communicated. In the 
change “Further developing a project”, the project structures are adapted, but there is 
no change in the identity of the project.

In Figures 11.3 and 11.4, the process for approving a “change request” and a change 
request form are shown as examples.

End

Start:
Demand for a 

Change

Rough Description 
of a Change

Change 
Request to be 

developed

No

Description 
of a Change

Developing 
Change Request

Form

Evaluation of
Change Request

Change to be 
implemented

Yes

Not good

Ok

Quality of 
Change 
Request

No Yes

Impact Analysis
of a Change

Implementation
of a Change

Information about
Decision 

not to Implement

Decision about 
Implementation

of a Change

Decision about 
Change Request

Fig. 11.3: Process of approving a change request.
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Project:

Change request ID: Requestor: Priority: 
Low / Medium / High

Initiation date:

Change title: 

Reason for change:

Short description of the change :

Impact Analysis 

Change impact related to: Project objectives:

Project scope:

Project schedule:

Project budget:

Date: Person in charge of implementation:

Fig. 11.4: “Change request for projects” form.

  11.3 Managing DisconƟ nuous Developments of Projects
Th e tasks of managing project discontinuities are avoiding project crises or promoting 
project chances, provisioning for project discontinuities, and coping with a project 
discontinuity (see Fig. 11.5).

Provisioning for project 
discontinuities

Coping with a project 
discontinuity

Avoiding project crises and 
promoting project chances

Tasks of managing project 
discontinuities

Fig. 11.5: Tasks of managing project disconƟ nuiƟ es.

Th e avoidance of project crises or the promotion of project chances and provision for 
project discontinuities are not separate project management sub-processes, but tasks 
that are to be performed during “Project starting” and “Project controlling”.

Coping with a structurally determined change diff ers fundamentally from coping 
with a project crisis or a project chance. Th e objectives and tasks of its process are 
similar to project starting, and it is therefore not presented here as a separate business 
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process. Th e changes “Project transforming” and “Project repositioning” are consid-
ered as separate project management sub-processes.

 11.3.1 Avoiding Project Crises and PromoƟ ng Project Chances

Th e tasks for avoiding project crises are

> early recognition of potentials for project crises,
> analysis of already implemented measures for avoiding project crises,
> development of strategies and measures for avoiding project crises,
 > implementation of strategies and measures for avoiding project crises, and
> communication of the implemented strategies and measures.

In any case, relevant measures for avoiding project crises are professional project manage-
ment and explicit project risk management.

Similar tasks, only in the opposite direction, are to be performed to promote project 
chances. Planning and implementing the strategies and measures for avoiding project 
crises or for promoting project chances must be carried out by the project team in 
agreement with the project owner.

11.3.2 Provisioning for Project Crises or Project Chances

Th e objective of provisioning for project crises or project chances is to develop strat-
egies and measures for the event of a project discontinuity. Th is is to enable effi  cient 
management in the event of occurrence.

Th e tasks of provisioning for project crises or project chances are

> early recognition of potentials for project crises and project chances,
> analysis of measures which have already been implemented for providing for proj-

ect crises and project chances,
> planning strategies and measures for providing for project crises and project chances,
> implementation of strategies and measures for providing for crises and chances, and
> communication of these strategies and measures for providing for crises and chances.

Measures for provisioning for project crises and project chances which are relevant in 
all cases are creating standardized structures for the management of a project crisis 
and developing alternative project plans.

Th e need for measures for avoiding or promoting and for provisioning for proj-
ect discontinuities depends on the type of project. For external customer projects, 
crisis-avoidance measures are planned in the tendering process. On the one hand, 
detailed object plans, project plans, and contracts are developed. On the other hand, 
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risk management measures such as insurance contracts or the imposition of risk pre-
miums are implemented. As the risks and complexity of the tendering process are 
high, organizations even perform projects for tendering processes. Th is is also to be 
seen as a risk management measure.

Due to their social complexity and dynamism, internal projects are exposed to a 
higher degree of discontinuity than external projects. Project cancellations are more 
frequently observed in internal projects than in external projects.

 11.3.3 Avoiding or PromoƟ ng and Provisioning for Project 
DisconƟ nuiƟ es: Methods

Th e basis for avoiding or promoting and provisioning for project discontinuities is the 
identifi cation of potentials for project crises or project chances. Appropriate methods, 
diff erentiated by methods of the fi rst, second, and third “generation”, are listed in 
Table 11.4. Both fi rst-generation and second-generation methods are past-oriented 
methods, while third-generation methods are forward looking.

Table 11.4: Methods for IdenƟ fying PotenƟ als for Project Crises and Project Chances

Methods for identifying project crises and project chances potentials

First generation methods:
Project ratios

> Project scope
> Project costs
> Project duration
> Project profit

Second generation 
methods:
Indicators

> Fluctuation of members of the project organization
> Formalism in the project
> Commitment of suppliers

Third generation methods:
Weak signals, scenarios

> Weak signals: Bad structured, hard-to-interpret
information

> Project scenarios

Weak signals are often overlooked or unheard. Th ey require specifi c monitoring. 
Examples of weak signals for projects are

4  See, for example, Reibnitz, U. v., 1992.

> a sudden accumulation of similar events,
> the opinions, comments, and statements of project stakeholders, and
> changes in laws or regulations.

Th e development of project scenarios is another future-oriented method.4 Th is is used 
to describe possible future states of a project. Alternative project scenarios (e.g., a 
positive and a negative one) are developed in addition to a desired target scenario. 
Th inking in alternatives is deliberately performed, in order to expand the spectrum 
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of action (funnel-shaped) (see Fig. 11.6). Th e project scenarios provide a basis for 
strategies and measures for providing for these scenarios. For example, measures are 
defi ned for the achievement of the target scenario, and alternative project plans can 
be prepared to provide for diff erent scenarios.

11.3.4 Coping with a Project Crisis or a Project Chance: OpƟ ons

Th e following basic strategic options exist for coping with project discontinuities:

> project cancelling,
> project interrupting, and
> project changing either by “project transforming” or by “project repositioning”.

Th e existence of the social system “project” is terminated (at least for a period of time) 
by project cancellation or project interruption. In project transforming and project 
repositioning, the social system is changed. An attempt is made to keep the project 
alive, but its identity is changed.

Th e following tasks must be performed when cancelling a project:

> dissolving project stakeholder relations,
> safeguarding achieved project results,
> giving feedback to members of the project organization, and
> supporting members of the project organization in their reorientation.

Th e following tasks must be fulfi lled when interrupting a project:

> informing project stakeholders about the project interruption,
> safeguarding achieved project results,
> giving feedback to members of the project organization,
> planning the restarting of the project, and
> ensuring the availability of members of the project organization for the restarting.

Present Future

Target 
scenario

Worst Case

Best Case

 Fig. 11.6: Scenario funnel.
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Th e cancellation of the project represents a catastrophe for the social system “project”, 
since survival is no longer possible. From the perspective of the project-oriented orga-
nization, the decision to cancel a project can, however, make sense. When a project 
is interrupted, it is assumed that the project can be continued later on. Th e objectives 
and processes of project cancellation and project interruption are similar to those of 
project closing (see Chapter 12). Th ey are therefore not described here. Th e project 
management sub-processes “Project transforming” and “Project repositioning” are 
dealt with below.

  11.4 Managing the Change: Project Transforming 
Th e change “Project transforming” is a second-order change. Th is means that it leads 
to a change in the identity of a project.

11.4.1 Project Transforming: ObjecƟ ves and Process

Causes for the change “Project transforming” can be signs of an existential threat or 
a fundamental potential for optimizing a project. Th e objectives of a transformation 
are a strategic and cultural reorientation of the project, achieved by optimizing project 
structures and implementing major project innovations.

All project dimensions are considered in project transforming. Th is requires results- 
oriented top-down management. Th e objectives of the project change have to be for-
mulated, and members of the project organization and project stakeholders who are 
not convinced of the urgency of the project change have to be convinced. Quick wins 
are to be ensured in order to create appropriate change momentum. Th e contradiction 
between the demand for hard cuts and the promotion of new potentials in the project 
is to be managed. Th e change “Project transforming” is to be explicitly defi ned and 
explicitly ended after performance. Information is to be provided about going “back 
to daily business” (with new project structures).

Project transforming is a project management sub-process with the phases “plan-
ning project transforming”, “implementing project transforming”, and “stabilizing 
the project” (see Fig. 11.7). Th e tasks of these project phases and the responsibilities 
for their fulfi llment are shown in Table 11.5 (on page 309).

11.4.2 Project Transforming: OrganizaƟ on and Quality

Project Transforming: Organization

Project transforming can basically be carried out by the project organization. It must 
be ensured that the project owner is heavily involved. His or her decision-making 
power is needed. Th e members of the project organization and representatives of 
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project stakeholders must also be involved so as to benefi t from their creativity. If nec-
essary, a project-project management consultant can support the process. Intensive 
project communication is necessary.

Project Transforming: Quality

One challenge in project transforming is simultaneously performing the tasks of Proj-
ect transforming and the ongoing project tasks. Th e members of the project organi-
zation are responsible for both.

Th e stabilization phase is important for the success of Project transforming. It must be 
implemented so as to ensure the benefi ts of new project structures and contextual relations.

  11.5 Managing the Change: Project ReposiƟ oning 
Th e change “Project repositioning” is also a second-order change. Th is means that it 
leads to a change in the identity of a project.

11.5.1 Project ReposiƟ oning: ObjecƟ ves and Process

In the case of a project crisis, an existential threat of to a project is the cause for the 
change “Project repositioning”. Th is threat can arise as a result of project errors, fi nan-
cial losses, bad relations with project stakeholders, etc.

Th e objectives of repositioning a project are a fundamental improvement of the proj-
ect results, the securing of positive project ratios, and the recovery of the potential for 
an effi  cient continuation of the project. Th is requires a strategic and cultural reorien-
tation of the project.

All project dimensions are to be considered in project repositioning. It is necessary to 
focus on essential project objectives and project tasks. Th is also makes it possible to 
reduce project costs and duration and contribute to the reduction of project complexity. 
A short-term results orientation is essential for repositioning. Th e frequency and inten-
sity of project controlling is to be increased, which means that key project ratios are con-
trolled on a daily basis in order to assess the success of the implemented measures. Th e 
project organization usually has to be redesigned. Ensuring the continued cooperation 

Fig. 11.7: Phases of the sub-process “Project transforming”.

Planning project 
transforming

Project
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1 Planning project transforming

1.1 Interrupting the project routine P C C C I I

1.2 Analyzing the project situation C Co P C

1.3 Drafting a project change vision C Co P C 1

1.4 Building awareness for the urgency of the 
project change P C C C C C

1.5 Establishing competences for project 
transforming Co P C C

1.6 Planning project change communication P Co C C I I 2

1.7 Planning the implementation of project 
transforming C Co P C I

2 Implementing project transfomring

2.1 Replanning the project objectives, project 
strategies C Co P C

2.2 Replanning the project scope, schedule, costs, 
etc. Co P C C

2.3 Redesigning the project organization C Co P

2.4 Redeveloping the project culture C Co P

2.5 Redesigning the project context relations C Co P C C C

2.6 Documenting new project structures, context 
relations I Co P 3

2.7 Performing project change communication P Co C C I I

2.8 Planning project stabilizing C Co P

3 Project stabilizing

3.1 Further developing project structures I Co P

3.2 Further developing project context relations I Co C

Tool/document:
1 … Project change vision
2 … Project change communication plan
3 … Project manual

Legend
P …. Performing
C…Contributing
I… Being informed
Co…Coordinating

3.2 Further developing project context relations I Co C

3.3 Performing project change communication P Co C C I I

3.4 Closing project transformation P Co C C I I

4 Performing content work Co P P

 Table 11.5: Sub-Process “Project Transforming”—Responsibility Chart
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Table 11.6: Sub-Process “Project ReposiƟ oning”—Responsibility Chart
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1 Defining a project crisis, ad-hoc measures

1.1 Interrupting the project routine, defining a 
project crisis P C C I

1.2 Performing a rough situation analysis C Co P C 1

1.3 Planning ad-hoc measures C Co P C

1.4 Deciding ad-hoc measures P Co C C 2

1.5 Performing ad-hoc measures Co P C C

1.6 Controlling ad-hoc measures P Co C

1.7 Planning project crisis communication C Co P C 3

1.8 Performing first project crisis communication P Co C C I I

Tool/document:
1 … Situation analysis
2 … Action plan
3 … Communication plan 
4 … Project manual

Legend
P …. Performing
C…Contributing
I… Being informed
Co…Coordinating

(conƟ nues on next page)

of qualifi ed members of the project organization is a key challenge. Qualifi ed project 
team members are often lost, and there is a large integration eff ort for new members.

Project crisis communication is also challenging. It is to be decided when which 
stakeholders are to be provided with information regarding the project crisis and by 
which communication media. Th e change “Project repositioning” is to be explic-
itly defi ned and explicitly ended. Repositioning a project is a project management 
sub-process with the phases “defi ning a project crisis, ad-hoc measures”, “analyzing 
causes, additional measures 1”, “additional measures 2”, and “stabilizing the project” 
(see Fig. 11.8). Th e tasks of these project phases and the responsibilities for their ful-
fi llment are shown in Table 11.6. 

Defining a project 
crisis, ad-hoc 

measures
Additional 

measures 2

Analyzing causes, 
additional 

measures 1

Project repositioning

Ongoing project performance

Stabilizing a project

Fig. 11.8: Phases of the sub-process “Project reposiƟ oning”.
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Th e defi nition of a project crisis is a central task in the repositioning of a project. A 
project discontinuity is not defi ned because of objective criteria such as project ratios, 
but is the result of a communication process in the project. It is the conscious con-
struction of a crisis as a project reality. It is only through the defi nition of a disconti-
nuity that a specifi c meaning is given to this situation. Th e designation of a situation 

2 auses, additional measures

2.1 Analyzing causes of the crisis C Co P C C

2.2 Planning crisis management strategies Co P C C

2.3 Deciding crisis management strategies P Co

2.4 Planning additional measures 1-m C Co P C C 2

2.5 Performing additional measures 1-m Co P C C

2.6 Controlling additional measures 1-m P Co C

2.7 Communicating results of additional measures 
1-m C Co P C I I

3 Additional measures 2

3.1 Planning additional measures n-x C Co P C

3.2 Performing additional measures n-x Co P C C

3.3 Controlling additional measures n-x P Co C

3.4 Communicating results of additional measures 
n-x C Co P C I I

4 Project stabilizing, closing the project repositioning

4.1 Further developing project structures, context 
relations C Co P C C

4.2 Documenting new project plans in the project 
manual Co P C 4

4.3 Reflecting lessons learned C Co P C C

4.4 Communicating the closing of the project 
repositioning C Co P C I

5 Performing content work (parallel) P P

Table 11.6: Sub-Process “Project ReposiƟ oning”—Responsibility Chart (cont.)
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Tool/document:
1 … Situation analysis
2 … Action plan
3 … Communication plan 
4 … Project manual

Legend
P …. Performing
C…Contributing
I… Being informed
Co…Coordinating
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as a crisis or a chance acts as a “label”, which ensures special organizational attention. 
Th is label legitimates radical measures to overcome the discontinuity.

In order to reposition a project, immediate measures must be planned and imple-
mented, the causes of the crisis or the chance must be analyzed, possible coping 
strategies must be planned, and additional measures must be planned, implemented 
and controlled iteratively in several phases. Th e repositioning of a project can lead to 
a new project owner, project manager, or individual project team members and neces-
sitates a redefi nition of the project objectives and a redesign of the project stakeholder 
relations. A new project identity is developed. Th is should provide the basis for a 
successful continuation of the project.

In the course of stabilizing a project, it is to be agreed as to which new project rules 
and project values apply. Like the defi nition of a project crisis, its ending also rep-
resents an act of symbolic management. Th e ending of the project crisis should be 
performed as early as possible and as late as necessary. 

Managing a project chance by repositioning is similar to managing a project crisis. 
Th e causes, on the one hand new potentials and on the other existential threat, and the 
objectives are diff erent. However, the basic process of repositioning a project is similar.

 11.5.2 Project ReposiƟ oning: OrganizaƟ on and Quality

Project Repositioning: Organization

As a rule, for repositioning a project, external experts (e.g., law experts and PR experts) 
are required, in addition to the members of the project organization, to provide know-
how in the short term. If the project owner and the project manager are not themselves 
the cause of the project crisis, they should retain their roles in the management of 
the project discontinuity. However, managers of the permanent organization can be 
involved in the management of the project crisis and be given decision-making powers.

Decision-making powers are needed to be able to react in the short term, and social 
relations are necessary to ensure the acceptance of the management measures.

Th e communication structures of the project are to be redesigned. Th e extent and the 
intensity of project communication increase during the management of the project 
discontinuity. Th e objectives and participants of project meetings have to be rede-
fi ned. Th e basis for meetings are project controlling reports, which are to be produced 
in the short term.

Th e communication of the causes of a project crisis, the management strategy, and the 
status of management measures to members of the project organization and represen-
tatives of project stakeholders is to be planned and professionally implemented. Th e 
success of the repositioning of a project is also dependent on the handling of project 
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information. Th e basic communication strategy must be planned. Th e formats and 
frequency of dissemination of information and the target-group–specifi c information 
must be determined.

Project Repositioning: Quality

Crises and chances of projects often occur, but in practice they are hardly ever pro-
fessionally managed. Th e repositioning of a project has only been formalized in a few 
project-oriented organizations. Relevant organizational competencies are usually lack-
ing. Th e quality of the management of project discontinuities depends on the orga-
nizational competencies as well as on the individual competencies of the employees.

11.6 Project Transforming and Project 
ReposiƟ oning: Methods
Methods that can be used for project transforming and project repositioning are the 
analysis of the causes of a project crisis or project chance and the planning and con-
trolling of immediate and additional measures. Th e methods of change management 
can also be used in project changes. Th e methods for managing a project crisis or a 
project chance are basically the same, but the reasons for applying them are diff erent.

Analyzing the Causes of a Project Crisis or Project Chance

Th e basis for planning objectives, strategies, and measures for the transforming or 
repositioning of a project is an analysis of the causes which led to a project disconti-
nuity. Th e strengths and weaknesses of the project structures and relations to project 
contexts are to be identifi ed. A view of the project situation common to all members 
of the project organization is to be constructed. All project dimensions must be con-
sidered in the analysis.

Planning and Controlling Immediate and Additional Measures

When planning and controlling measures, a distinction must be made between 
immediate measures and additional measures for managing project discontinuities. 
Immediate measures eff ective in the short-term and medium-term are to be planned 
and implemented on the basis of a brief analysis of the project. Additional measures 
can then be agreed upon in several iterations, based on a more comprehensive analysis 
of causes and planning of management strategies.

Th e measures for managing a project discontinuity can be planned and controlled 
in a To-Do list. It is not recommended to include the measures in the project plans 
during the transforming or repositioning. On the contrary, the revision of the project 
plans is itself a measure to be implemented in a later phase of the project change.
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Applying Change Management Methods

Th e perception of the management of project discontinuities as project changes pro-
motes the application of change management methods (see Chapter 14) in transform-
ing or repositioning projects.

For example, to formulate a project change vision, it is advisable to provide project 
stakeholders with an understanding of the urgency of the project change, to plan 
quick wins for the project change, and to develop an appropriate change communi-
cation plan for the project.

 11.7 Project Transforming: Case Study 
“Establishing a Hospital”
In the case study “Establishing a hospital”, the transforming of a project into a chain 
of two projects and a program for establishing a hospital is described.

Solution “Hospital”

A hospital holding organization, which operates several hospitals in Vienna, Austria, 
decided in 2009 to set up a new hospital. Th e “solution”, which was to be provided by 
a project, is briefl y described below. Th e following facts convey the size of the hospital:

5  The commissioning date was shiŌ ed to 2018 during the implementaƟ on.

 > Number of beds: 800
> Number of employees: 2,000
> Area: Hospital 160,000 m2, parking area 45,000 m2

> Initial investment: €900 million

New concepts for hospital management—for example, for bed management and 
operating room management—were to be implemented in the hospital. Th e latest 
technologies in medical technology, information, and communication and facility 
management were to be employed. Two thousand employees were to be recruited 
and trained so that they would be ready for action at the time of the planned com-
missioning in 2016.5 Coordination with other hospitals was to take place, as existing 
departments of other hospitals were planned to move to the new hospital.

A specifi c feature of the proposed solution was consideration of the principles of sus-
tainable development in the planning and construction of the hospital.

Originally Planned Project

Based on a concept developed in 2007 and 2008, the project “Building a hospital” 
was started in 2009. It included the project phases “preliminary design”, “design”, 
and “construction” (see Fig. 11.9).
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As can be seen from the terms chosen for the project phases, the project was perceived 
as a “construction project”. Th is resulted in very narrow perception of the project 
boundaries, limited to the fulfi llment of planning the object to be constructed and 
the construction work. No holistic defi nition of the solution “hospital” was provided. 
Th is would also have considered the hospital services, medical technology, informa-
tion and communication technology, hospital organization, hospital personnel, facil-
ity management, and the stakeholder relations of the hospital.

Since these objects of consideration were not part of the defi ned solution, they would 
have had to be dealt with separately from the project, as soon as consciousness of them 
had arisen. Th is would have led to suboptimal results, since no integrative consider-
ation of all solution components would have taken place. Th e excessively long proj-
ect duration of eight years, without corresponding quality assurance by stage gates 
during this period, resulted in a high project risk.

Because of these facts, the general management of the hospital holding organization 
decided in 2011 to transform the project into a chain of projects and a program.

Transforming the Project “Building a Hospital”

In transforming the project “Building a hospital”, two main objectives were pursued:

> Th e solution “hospital” should be viewed holistically and integratively in order to 
achieve an optimized outcome.

> Several projects and a program should be distinguished in order to reduce manage-
ment complexity and to establish stage gates between projects for quality assurance.

Th e process “Project transforming” was performed by a team consisting of the project 
owner, the project manager, and his deputy, as well as the project team members. 
Consultants from RGC supported this transformation.

01/2007-12/2008 01/2009 Spring/2010 Spring/2010 Summer/2011 Summer/2011 Spring/2016 2016

Preliminary 
design Design Construction

Project: Building a hospital

Utilization
Vision,

architectural 
competition

Fig. 11.9: Boundaries of the project “Building a hospital”.
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Th e change process started in the spring of 2011 and lasted about fi ve months. On the 
basis of a project analysis, a chain of projects and a program were defi ned, consisting 
of a project “Conceptualizing the hospital”, a project “Planning the hospital”, and a 
program “Establishing the hospital” (see Fig. 11.10).

Project:
Conceptualizing the 

hospital

Program:
Establishing the 

hospital
Project:

Planning the 
hospital

UtilizationVision,
architectural 
competition

Chain of projects and a program: 
Planning & establishing a hospital

01/2007-12/2008 01/2009 Spring/2010 Spring/2010 Summer/2011 Summer/2011 Spring/2016 2016

Fig. 11.10: Chain of projects and a program for “Planning and establishing the hospital”.

Since the transformation took place during the project “Planning the hospital”, the 
project “Conceptualizing the hospital” was only included in the project chain for the 
purpose of historiography. After defi ning the chain, the project “Planning the hospi-
tal” was restructured. In particular, its results were defi ned as specifi ed requirements 
for the hospital and the initiated program. In September 2011, the program was for-
mally launched.

Results of the Project Transformation

Th e program structure, the program organization, and a summary of the changed proj-
ect dimensions are presented below as examples of the results of project transformation.

Th e structure of the program “Establishing the hospital” is shown in Figure 11.11. A 
chain consisting of a planning project and a preparation project was defi ned for each 
object of consideration—namely ICT, personnel, organization, and facility manage ment. 

Th is results in a stage gate at the end of each planning project. Th e project “Con-
structing the hospital” was planned to be performed in parallel. Th e subsequent com-
missioning was planned to take place in two overlapping projects.

Figure 11.12 shows the program organization chart. Th is shows the composition of the 
extensive program team. Th e projects active during the program starting are also shown.

Th e project dimensions changed as a result of the project transformation are summa-
rized in Table 11.7.
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Fig. 11.11: Structure of the program “Establishing the hospital”.

 Fig. 11.12: Program organizaƟ on chart “Establishing the hospital”.



Table 11.7: Project Dimensions Changed as a Result of Project Transforming

Dimensions changed as results of project transforming

Objectives > Differentiation between investment objectives, program objectives and
project objectives

> Differentiation in economic, ecological and social objectives

Scope > Construction of the hospital plus consideration of the hospital services,
organization, personnel, medical technology, ICT, etc.

Plans > Short-term project plans, mid-term program plans, long-term cost-benefit
analyses for the investment

> Consideration of opportunity costs
> Operationalization of the principles of sustainability

Risk > Risk minimization due to reducing the high complexity of a “big project“;
defining several manageable projects within a chain of projects and a
program

> Different risk analyzes for the investment, the program and the projects

Culture > Transparency, risk-orientation, empowerment (e.g. due to several
projects in the program)

> Clear distinction between the values of the hospital, of the program and
of the single projects

Organization > Establishment of a program management team plus several project
organizations (with different project owners, project managers, project
teams)

> Integration responsibility of the program owners and the program
managers

> Differentiated communication formats for the program and the different
projects

Personnel > Additional personnel for the management of the program and the projects
necessary, new tasks to be performed

> Humane management approach applied, because manageable projects
were defined

Stakeholder 
relations

> Identification of different stakeholders of the hospital, the program and
the single projects

> Different strategies for managing the relations to the stakeholders of the
hospital, the program and the projects

Literature
Lewin, K.: Frontiers in Group Dynamics. Concept, Method and Reality in Social 
Science: Social Equilibria and Social Change, Human Relations, 1(1), 5–40, 1947.

Reibnitz, U. v.: Szenario-Technik: Instrumente für die unternehmerische und persönliche 
Erfolgsplanung, Gabler, Wiesbaden, 1992.
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12  Sub-Process: Project Closing 

When the content-related objectives of a project have been achieved, the project no 
longer has a right to exist as a social system. It is therefore to be closed. Project closing 
is a sub-process of the business process “Project managing” (see overview below).

Th e objective of project closing is the closing of a project from a managerial point of 
view. Th e know-how gained in the project is to be transferred to the project-oriented 
organization and other projects, the post-project phase is to be planned, the project 
performance is to be assessed, and symbolic closing actions are to be performed.

In addition to the members of the project organization, representatives of the project- 
oriented organization and of stakeholders are to be involved in project closing to 
ensure individual and organizational learning.

Project coordinating

Project 
assigned

Project 
approved

Project 
starting

Project 
closing

Project
transforming,
repositioning

Project
controlling

Overview: “Project closing” as a sub-process of the 
business process “Project managing”.
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12  Sub-Process: Project Closing 

12.1 Project Closing: Objectives and Process

12.2 Project Closing: Organization and Quality

12.3  Methods: Planning the Post-Project Phase, Assessing Project Performance, 
Transferring Know-How, Performing Symbolic Closing Actions
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12.1  Sub-Process: Project Closing 
When the content-related objectives of a project have been achieved, the project no 
longer has a right to exist as a social system. Th is contradicts the basic objective of 
social systems: to ensure their survival. Project closing therefore requires a large emo-
tional eff ort, just like project starting.

Challenges of project closing are that

> some often unattractive, residual tasks still have to be performed,
> some project stakeholders—for example, the users of the solution developed or 

some project team members—still have an interest in the continued existence of 
the project (see Excursus: Closing a project in context of starting new operations), 
and

> project team members have already been deployed in new projects and are there-
fore scarcely available for the tasks of project closing.

Th e processes “Project starting”, “Project controlling”, “Developing a solution”, “Admini-
strating a project”, “Change managing”, and “Benefi ts realization controlling” precede 
project closing. “Project coordinating” is still running in parallel. Ideally, the project 
closing process will have been planned and budgeted during project starting. Project 
closing begins with the decision to close a project and ends with the formal project 
acceptance by the project owner. Project closing takes one to two weeks, depending 
on project size.

Excursus: Closing a Project in the Context of StarƟ ng New OperaƟ ons

Project closing can be delayed by the possible fear of a customer or the users of a developed 
soluƟ on of not having been delivered a qualitaƟ vely appropriate soluƟ on or of not being able 
to work with the soluƟ on.

Since the project organizaƟ on is fundamentally interested in compleƟ ng a project as quickly 
as possible, measures must be taken to provide the customer or the users with the necessary 
confi dence in a soluƟ on and the competencies to apply the soluƟ on. At the same Ɵ me, the 
closing of a project represents the start of new operaƟ ons of the customer or of the users of a 
soluƟ on (see Fig. 12.1). PotenƟ als for the planning of the project closing can be provided by a 
joint consideraƟ on of the closing situaƟ on and the starƟ ng situaƟ on. In this way, it is possible 
to plan processes for the post-project phase together with representaƟ ves of the customer 
or users and to provide relevant methods for this. Support funcƟ ons for the applicaƟ on of a 
soluƟ on during operaƟ ons can also be agreed upon.
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 12.2 Project Closing: ObjecƟ ves and Process
Project Closing: Objectives

Th e objectives of project closing are the content-related and the emotional closing of a 
project. Th e closing should free up resources and energy for new projects. Th e know-
how gained in the project is to be transferred to the project-oriented organization 
and other projects by means of project documentation and exchange of experience. A 
contribution to the knowledge management of the project-oriented company is to be 
made. In project closing, the content-related and time-related project boundaries have 
to be fi nally decided. Objectives and contents that will not be part of the project are 
either removed or are defi ned as objectives and tasks of the post-project phase. Th e 
project end is to be communicated both internally and externally. Possible symbolic 
closing actions are a fi nal presentation and a “social” project closing event.

Th e objectives of the sub-process “Project closing”, diff erentiated into economic, eco-
logical, and social objectives, are described in Table 12.1.

Project Closing: Process

Th e tasks, roles, and responsibilities for fulfi lling the task of project closing are shown 
in the responsibility chart of Table 12.2 (on page 324). A draft for the project closing 
should be produced during project starting, since the costs of project closing must 
also be taken into account in the project costs plan. Th is draft is to be concretized by 
the project team after the decision of the project owner to close a project.

Progress, 
benefits

Fig. 12.1: Project closing in the context of starƟ ng.
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Preparation for project closing includes planning the remaining work as well as plan-
ning the post-project phase, assessing the project success, dissolving existing stake-
holder relations and establishing new ones, and preparing the project closing report. 
Various communication formats can be used during project closing. A project closing 
workshop with the project team, a fi nal meeting with the project owner, and an 
exchange of experience workshop are possible formats. Th e project closing process is 
supported by symbolic actions such as the sending of thank-you letters or the giving 
of gifts, or the organization of a fi nal “social” closing event.

Th e follow-up phase of the project closing process consists of completing and distrib-
uting the documentation, fi nal project marketing, and closing the project cost center. 

Th e closing of diff erent project types involves diff erent tasks (see Table 12.3 on page 325).

12.3 Project Closing: OrganizaƟ on and Quality
Project Closing: Organization

In addition to the members of the project organization, representatives of the project- 
oriented organization must be included in the project closing to secure individual and 
organizational learning. Stakeholder representatives are also involved in the dissolu-
tion of existing stakeholder relations or the establishment of new ones.

Various communication formats must be used for project closing. It is advisable to 
hold a project closing workshop. Th is makes it possible to use teamwork to assess the 

Objectives of the sub-process: Project closing

Economic objectives
> Measures planned for the post-project phase
> Updated version of the cost-benefit analysis or business case analysis provided
> Know-how transferred to other projects and into the project-oriented organization
> Project closing report prepared
> Agreement made regarding the controlling of the benefits realization
> Project stakeholder relations dissolved and new relations of the project-oriented

organization established
> Final project marketing performed
> Project assessed and contributions of the members of the project organization to the

project success evaluated
> Project team dissolved
> Project approved by the project owner
> Project closing performed efficiently

Ecological objectives
> Ecological consequences of project closing optimized

Social objectives
> Project personnel led appropriately during project closing
> Project stakeholder involved in project closing

Table 12.1: ObjecƟ ves of the Sub-Process “Project Closing”
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Process tasks
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1 Planning and agreeing project closing

1.1 Planning the project closing process P C

1.2 Agreeing on the project closing process C P 1

2 Preparing the project closing

2.1 Planning measures for the post-project phase P C

2.2 Preparing the assessment of the project sucess P C C

2.3 Preparing the dissolution and establishment of 
the stakeholder relations P C

2.4 Creating a draft of the project closing report P C C

3 Performing project closing communication

3.1 Distributing info-material to participants of the 
closing communication I P I I 2, 3

3.2 Performing project closing workshop C Co P C

3.3 Performing a final project owner meeting D C C

3.4 Performing an exchange of experience workshop P C C

3.5 Performing a "social" closing event C Co P C C

4 Following up project closing

4.1 Dissolving and establishing stakeholder relations P C C

4.2 Finalizing project closing reports P C C 4

4.3 Providing final data for the portfolio data base P

4.4 Distributing the project closing reports I P I I I

4.5 Closing the cost center I P

4.6 Performing a final project marketing I P

5 Performing content work (parallel) P P

Tool/document:
1 … Structures for project closing
2 … Invitation of participants for the project closing

workshop
3 … Info-material for the project closing workshop
4 … Project closing reports

Legend

P …. Performing
C…Contributing
I… Being informed
Co…Coordinating

 Table 12.2: Sub-Process “Project Closing”—Responsibility Chart
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project’s success and the achievements of the members of the project organization. 
Th e workshop also provides an opportunity to inform team members about the allo-
cation of personnel after the project end.

Project Closing: Quality

Just as with project controlling, the quality of project closing is ensured by the consis-
tency of the project management methods used. For example, the project objectives plan 
and project stakeholder analysis are also methods of project closing. Th e project perfor-
mance can be assessed during project closing on the basis of the project objectives agreed 
upon during project starting and adapted during project controlling. A “retrograde defi -
nition of meaning” by means of a redefi nition of project objectives during project closing 
is often necessary. A holistic defi nition of project boundaries during project starting is 
the basis for successful project closing. Th ere can only be “happy stakeholders” if all the 
components of a solution have been considered when defi ning project objectives.

Th e project stakeholder analysis enables the dissolution of existing stakeholder relations 
and the establishment of new relations of an appropriate quality of the project- oriented 
organization for the post-project phase. It is also the basis for fi nal project marketing.

Appropriate social competencies are required to enable social project closing. To give 
and receive feedback as an individual and as an organization and to discuss positive 
and negative outcomes requires appropriate competencies.

Formal project closing is rarely carried out in practice. Th e necessary culture is often 
lacking. Th e right of the members of the project organization to receive appropriate 
feedback and to achieve emotional closure are often in confl ict with the dynamics of 
daily business and an underestimation of the benefi ts of professional project manage-
ment (see Table 12.4).

 Table 12.3: Challenges in Closing Diff erent Project Types

Closing different project types

Successful project or unsuccessful 
project

> The assessment of the project success and the
assessment of the contributions of members of the
project organization to the project success are easier
when closing a successful project.

> To have to deal with failure during project closing
produces a high level of social complexity.

Conception project or 
implementation project

> The basis for transferring know-how gained in a
conception project into the following implementation
project is to be created in project closing.

> This is enabled by appropriate project documentation
and the involvement of persons who will later work in
the implementation project.

Repetitive project or pilot project
> In a repetitive project, learning for similar projects

must be organized in project closing.
> Knowledge management is particularly important in

pilot projects.
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 12.4 Methods: Planning the Post-Project Phase, Assessing 
Project Performance, Transferring Know-How, Performing 
Symbolic Closing AcƟ ons
Specifi c methods and techniques, such as developing project closing reports and 
assessing project performance, can be used to fulfi ll the tasks of project closing. Th e 
project plans used during project starting and project controlling can be used again. 
For example, the project performance can be assessed by comparing the planned 
project objectives in the project objectives plan with the realized project objectives, or 
the project stakeholder analysis can be used to dissolve project stakeholder relations. 
Professional project management is characterized by a consistent project management 
approach of this kind.

Planning the Post-Project Phase

Th e post-project phase must be planned during the project closing process. Tech-
niques such as a project stakeholder analysis, an investment analysis, and a To-Do 
list can be used.

Th e basis for planning the post-project phase is the planning of project stakeholder 
relations. As the project as a temporary organization is dissolved during project clos-
ing, the project’s relations with project stakeholders are also to be dissolved. However, 
new relations between former project stakeholders and the organizational units of the 
project-oriented organization can be established. For example, it can be in the inter-
est of the project-oriented organization to establish a new long-term supplier relation 

NO-NOs for project closing!

> Not defining a clear project end event. This leads to "never-ending stories".

> Not planning measures for the post-project phase. This might reduce the
benefits of the solution developed.

> Seamless transition to new objectives, no appreciation of the results achieved.

> Not preparing a project closing report.

> Lack of strategic orientation regarding the dissolving of project relations with
customers, suppliers, etc.

> No reflection on the learning experience of the project.

> Giving no feedback to members of project organization; no organization of
individual learning.

> Individual rather than collective leave-taking of project team members.

> Not closing the project cost center.

Table 12.4: NO-NOs for Project Closing
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with a supplier whose cooperation was secured in the project for the fi rst time. Th e 
responsibility for managing the relationship with the supplier in the post-project 
phase is, for example, to be assigned to the purchasing department.

An example of using the project stakeholder analysis during project closing is shown 
in Figure 12.2 for the project “Developing Values4Business Value”.

Case Study: Developing Values4Business Value—Project Stakeholder RelaƟ ons 
During Project Closing
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Fig. 12.2: Managing stakeholder relaƟ ons during the project closing 
of the project “Developing Values4Business Value”.
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The closing of the project “Developing Values4Business Value” took place three months aŌ er 
the text of this book was completed. Project closing had already been planned at the begin-
ning of March 2017.

On the one hand, measures were planned for the dissoluƟ on of stakeholder relaƟ ons. This 
dissoluƟ on is symbolized by doƩ ed lines between the project and the project stakeholders. 
A project closing workshop, including an assessment of the project performance and mutual 
feedback, was planned for closing the project-internal relaƟ ons. It was planned to invite 
representaƟ ves of internal and external project stakeholders to the book presentaƟ on. VIPs 
and members of the peer review group were to be “made happy” with a copy of PROJEKT.
PROGRAMM.CHANGE.

On the other hand, it was planned to establish new relaƟ ons between representaƟ ves of 
the permanent organizaƟ on of RGC and selected “former” project stakeholders. For exam-
ple, the RGC management was to establish relaƟ ons with Manz Verlag, the publishing house 
 Taylor & Francis, and the project management associaƟ ons. The consultants were, of course, 
to manage customer relaƟ ons in the new context of “Values4Business Value”; the RGC Offi  ce 
employees were to manage the new media contacts.

Measures for managing stakeholder relations are to be planned and implemented. 
Methods for the dissolution of existing project stakeholder relations are letters of 
thanks, gifts, and a “social” project closing event. In this way, appreciation for good 
cooperation with customers, partners, and suppliers in the project can be expressed. A 
fi nal “social” event enables emotional closure of a project and supports the dissolution 
of the project team.

Th e tasks to be performed after the project end and the responsibilities for these tasks 
are to be planned in a To-Do list “post-project phase”. It must be ensured that, even 
after the project organization has been dissolved, the performance quality of tasks 
required by the solution implemented by the project is assured. Typical tasks of the 
post-project phase are, for example, maintenance tasks and further training of users 
of a new solution. In the To-Do list “post-project phase”, it should also be specifi ed 
whether benefi ts realization controlling after the project end is planned.

As an example, Table 12.5 shows the To-Do list “post-project phase” for the project 
“Developing Values4Business Value”.

Assessing the Project Performance

In the project closing process, the project success and the performance of the mem-
bers of the project organization must be assessed.

Th e project objectives adapted during the implementation of the project are the basis 
for the assessment of the project performance. It is important to provide the solution 
that the project owner and project stakeholders expect at the end of the project, rather 
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than the one defi ned during project starting. Sometimes only when the project is 
completed it is clear which objectives have been achieved in the project. Th is clarifi ca-
tion corresponds to a “retrograde defi nition of meaning” of the project.

Th e evaluation of the project performance can be done by the members of the 
project organization and by project stakeholders. In the case of contracting proj-
ects, the customer’s opinion is of particular interest. Getting feedback from the 
customer’s representatives is part of the quality management system in many com-
panies. Various refl ection techniques can be used to assess the performance of the 

Case Study: Developing Values4Business Value—To-Do in the Post-Project Phase

Table 12.5: To-Do List “Post-Project Phase” for the Project 
“Developing Values4Business Value”

To-Do List "Post-Project Phase"
Developing Values4Business Value

Process
Date of 

arrangement Responsible
Completion 

date
Additional information of RGC 
networking partners about 
"Values4Business Values"

3/1/2017 All consultants July 2017

Reflecting on the application of 
"Values4Business Values" in consulting 
contracts

3/1/2017 Management and 
consultants

after July 2017

Adapting additional seminars 3/1/2017 Consultants after June 2017
Adapting the designs of consultancy 
services

3/1/2017 Consultants after June 2017

Applying the further developed 
approaches for the RGC management 

3/1/2017 All RGC employees after June 2017

Reflecting on the application of the 
further developed approaches for the 
RGC management 

3/1/2017 All RGC employees 20.12.2017

…

A draŌ  of the To-Do list “post-project phase” was developed in March 2017.

The To-Do list shows only a few measures, since a follow-up project “Stabilizing Values4-
Business Value” was planned to further implement the change. The development of the 
English version of the book, further markeƟ ng of the management paradigm “Values4 Business 
Value”, and further development of the RGC process management approach, etc., were 
planned as contents of this follow-up project, as results of the work package “Planning a 
follow-up project”.
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project. Figure 12.3 shows a project performance matrix. In this matrix, the relation 
between the project results achieved and the process of cooperation in the project 
can be considered.

Process of 
cooperation

Achieved project 
results

Fig. 12.3: Project performance matrix.

A more formal technique for assessing the performance of a project is a questionnaire. 
Th is must be completed by the members of the project organization. Th e evaluations 
are to be discussed together.

In order to assess the success of the project, a fi nal adaptation of the cost–benefi t anal-
ysis or business case analysis of the investment realized by a project is also required. 
Th e aim of this analysis is to take into account the fi nal actual data of the project 
and current assumptions about the post-project phase. On the basis of these updated 
results of the investment analysis, it can be assessed whether a basis for “sustainable 
business value” has been created by the project.

Performance of Members of the Project Organization

During project closing, an explicit assessment of the performance of the members of 
the project organization can take place. Th e objective of these performance assessments 
is to appreciate the performance and to organize learning for the individual members 
of the project organization. Th is learning chance should be exploited by the project 
manager and the individual project team members, but also by the project owner.

Th e criteria for assessing the project performance of the individual members of the 
project organization are their contributions to the realization of the project. Th is cre-
ates a direct link between the project success and the project-related performance of 
the members of the project organization.
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Individual feedback and questionnaires can be used as techniques for assessing the 
performance of individual members of the project organization. Individual feedback 
can be given in individual meetings, but also in the project team as part of a project 
closing workshop. Prerequisites for the assessment of the project performance of indi-
viduals are appropriate social competencies of those who give and receive feedback.

A questionnaire for a 360° feedback to the project manager and the criteria for this 
assessment are shown in Figures 12.4 and 12.5.

Assessment of the project manager of the project   ………………….

Criterion Very 
poor Poor Avg. Good Very

good

Designing the process “Project 
managing“

Business value-orientation

Appropriate use of project 
management methods

Managing the project context 
relations

Promoting Project team working

Product and industry competences

by the project owner the project team Others  ……………

Fig. 12.4: Criteria for assessing a project manager.

Fig. 12.5: Assessment of the project manager by diff erent project stakeholders.

Designing the process 
Project managing“

Business value-orientation

Appropriate use 
of project 
management 
methods

Managing the project 
context relations

Promoting 
project team 

working

Product and 
industry 

competences

Legend:

Assessment by project owner Assessment by project 
team members
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Performance assessments of the members of the project organization can be the basis 
for project-related bonuses. Th e results of the performance assessments are not only 
relevant to the project, but can also be used as information for planning personnel 
development and measures for the disposition of personnel in the project-oriented 
organization.

Transferring Know-How

Th e most important methods for transferring the know-how acquired in a project to 
other projects and to the project-oriented organizations involved are the project clos-
ing report and exchange of experience workshops.

Th e project closing report summarizes the main project results and the know-how 
acquired in the project. It provides fi nal project information for all members of the proj-
ect organization and selected representatives of project stakeholders. In principle, only 
one project closing report has to be prepared. However, target-group– specifi c adjust-
ments are possible. If specifi c topics are of interest only for specifi c target groups, the 
project closing report must be supplemented by special reports for these target groups.

Th e project closing report can be structured according to project phases and project 
stakeholders. It should be formulated as briefl y as possible and in a keyword-like 
manner. Th e fi nal project plans are to be enclosed as a supplement to the fi nal project 
report. Project plans are also an instrument of knowledge management for project- 
oriented organizations. Th ey can serve as a basis for planning similar projects.

Th e know-how acquired in a project can be conveyed in exchange-of-experience work-
shops. However, the cost of such a workshop is no longer to be borne by the project, 
but is a general cost of the project-oriented organization. Final project marketing can 
be performed in the form of a project presentation and possibly through articles about 
the project in a newsletter and on the homepage of the project-oriented organization.

Symbolic Actions During Project Closing

Important symbolic actions for closing projects are the closing of the project cost cen-
ter, the organization of a fi nal “social” project event, and formal project approval by 
the project owner. Th e formal approval of a project by the project owner can be per-
formed either by means of minutes or by an approval note on the project assignment. 
Project approval is the last event in the project. Upon project approval, the project 
manager and other project team members are formally relieved of re sponsibility for 
the project.
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13  Program IniƟ aƟ ng and Program Managing

If a program is needed to implement an investment, it must be initiated. As in project 
initiating, initial program plans have to be developed and program strategies have 
to be defi ned; the relations to projects of the project portfolio of the project-oriented 
organization have to be analyzed and a program proposal has to be created. In addi-
tion, the fi rst projects of the program to be performed are to be initiated.

Th e business process “Program managing” includes the sub-processes program start-
ing, program coordinating, program marketing, program controlling, program trans-
forming, program repositioning, and program closing.

Th e objective of program managing is the integration of the projects of a program 
in order to realize the program objectives. Th e methods to be employed in program 
managing are similar to those in project managing. Specifi c challenges in program man-
aging are the structuring of programs and the designing of program organizations.

Th e business processes “Program initiating” and “Program managing” are performed 
in accordance with the values underlying these processes. Th e use of program manage-
ment methods is illustrated by a case study of a power supply company (on page 359).

Developing a 
solution

Project managing

Planning an 
investment object

Project initiating

Strategic managing 
and investing

Strategic managing 
and investing

Project initiating / 
Project managing

Program initiating and 
program managing

Change initiating 
and change 
managing

Program initiating Programm 
managing

Change initiating Change managing

Conceptualizing an 
investment

Implementing an
investment object

Strategic managing
(period 1)

Strategic managing
(period 2)

Controlling the 
benefits realization 

Defining initial 
requirements

Controlling 
requirements

Managing 
requirements & 
projects

Chapter 3

Chapter 3

Chapter 4

Chapter 5 /
Chapter 6

Chapter 13

Chapter  14

Project

Overview: “Program iniƟ aƟ ng” and “Program managing“ in context.
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13  Program IniƟ aƟ ng and Program Managing

13.1 Program Initiating

13.2 Program Managing: Overview and Design of the Business Process

13.3 Program Managing: Sub-Processes

13.4 Program Managing: Specifi cs in Applying Methods

13.5 Program Organizing

13.6 Program Initiating and Program Managing: Values

13.7 Program Managing: Benefi ts

13.8 Program Managing: Case Study of a Power Supply Company
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13.1 Program IniƟ aƟ ng
Program Initiating: Objectives

Program initiating is a business process of project-oriented organizations. Th e objec-
tives of program initiating are:

> the decision to perform a comprehensive business process as a program is made,
> the program is assigned to the program manager, 
> a basis for program starting is existing,
> a basis for starting the fi rst projects of the program is existing, and
> selected stakeholders were involved in the initiating process.

A non-objective of program initiating is that detailed program plans were developed. 
Th ese are developed in program starting.

    Defi niƟ on: Program iniƟ aƟ ng

Program iniƟ aƟ ng is a business process of project-oriented organizaƟ ons. Its objec-
Ɵ ves are to decide to perform a comprehensive business process as a program, to as-
sign the program to the program manager, and to ensure the existence of a basis for 
starƟ ng a program and starƟ ng the fi rst projects of the program.

Th e reason for initiating a program is usually a “top-down” decision based on strate-
gic management (see Chapter 3). A “bottom-up” need is an exception for initiating 
a program. However, a case that is often seen in practice is the transforming of an 
ongoing project into a program. In this case, the complexity and scope of the business 
processes to be performed were obviously underestimated at the beginning. A case 
study involving this situation is given in Chapter 11.

Program Initiating: Process

Th e business process “Program initiating” is shown in Figure 13.1. Responsibilities 
for fulfi lling the process tasks are shown in the responsibility chart in Table 13.1.

Th e start event of program initiating is the decision to initiate a program. Th is requires 
the decision to implement an investment to have been made. Th e end event is that the 
program is assigned or not. Initiating a program involves the following tasks:

> constructing appropriate boundaries for the program and developing initial pro-
gram plans,

> analyzing the relations of the program with other projects and programs in the 
project portfolio of the organization,

> developing program strategies,
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Fig. 13.1: Program iniƟ aƟ ng—Flow chart.

Table 13.1: Program IniƟ aƟ ng—Responsibility Chart
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> deciding that a program is the appropriate form of organization for performing 
the business process under consideration,

> initiating the fi rst projects of the program, and
> assigning the program manager and the program team to the program.

Th e basis for developing initial program plans is the construction of the program bound-
aries. As with projects (see Chapter 6), program boundaries are appropriately set if they 
consider the necessary program objectives and program scope to meet the requirements 
of the investor and essential stakeholders. On the basis of the initial program plans, 
program strategies for the realization of the program objectives can be agreed upon, and 
the program owner, program manager, and program team can be selected.

Since the fi rst projects of the program can be started immediately after program start-
ing, these projects are also to be initiated within the framework of program initiating.

Program Initiating: Methods

Th e following methods can be used in program initiating:

> planning the objects of consideration, planning the program objectives, establish-
ing the program strategies,

> developing the program breakdown structure, planning the program schedule,
> planning the program budget, analyzing the program risks, and
> analyzing the program stakeholders and creating the program organization chart.

Other methods for program initiating are analyzing the project portfolio and devel-
oping a program proposal. Th e structures of the program proposal and the program 
assignment should correspond to those of the project proposal and the project assign-
ment. Th e program proposal shows the structures and contexts of the proposed pro-
gram. In addition to the initial program plans, the attachments to a program proposal 
also include the results of the initiating of the fi rst projects of the program. Th is infor-
mation allows the project portfolio group to decide whether the program and the fi rst 
projects of the program will be performed.

Program Initiating: Organization

Th e necessary roles for program initiating can be seen in the responsibility chart in 
Table 13.1. Th ese are the initiator of the investment, the initiation team, the PM 
Offi  ce, the project portfolio group, the expert pool managers, the program owners to 
be selected, the program managers to be assigned, and selected program stakeholders. 
Ideally, the program proposal is prepared in cooperation with the designated program 
manager and in coordination with the selected program owner.
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Because of the complexity of programs, it is advisable to implement the conceptual-
ization of an investment as a project. Th e objective of such a conception project is the 
planning of the investment and the initiation of the program. Th e sequence of the 
conception project and the program results in a chain of a project and a program (see 
Fig. 13.2).

Program: 
Implementing an 
investment object 

Project: 
Conceptualizing 

an 
investment

t
Fig. 13.2: Chain: ConcepƟ on project and implementaƟ on program.

In the conception project, the investment object is planned and the initial plans of the 
implementation program are developed. In program starting, these plans are detailed 
and concretized. In order to ensure continuity, members of the organization of the 
conception project will also hold roles in the program organization.

 13.2 Program Managing: Overview and Design 
of the Business Process
Program Managing: Objectives

Th e basic objective of the business process “Program managing” is to contribute to 
the successful performance of a program by professional management. Operational-
ization of this objective is made possible by diff erentiating the economic, ecological, 
and social objectives of program managing. Th ese objectives are shown in Table 13.2.

Program managing is to be performed in addition to managing the individual proj-
ects of a program. Th e development of a “big program picture”, the application of 
methods for program controlling, and use of program communication formats are 
tools for integrating the projects of a program. Compliance with content-related stan-
dards and project management standards in performing the projects of a program 
also has an integrating eff ect. Program managing creates an added value that cannot 
be achieved by just managing the individual projects of the program.

Dimensions of Programs to Be Considered

Th e dimensions of programs to be considered in program management are the same 
as in project management. Th e following structural dimensions of programs are to 
be managed:

> the solution requirements, the objects of consideration of a program, the program 
objectives, and the program strategies,
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> the program scope, the program schedule, the program personnel, the program 
resources, the program budget, and the program risk, and

> the program organization, the program culture, and the program infrastructure.

Th e following contextual dimensions of programs are to be managed:

> the pre-program and post-program phases,
> the program stakeholders,
> other projects and programs implemented at the same time,
> the objectives and strategies of the organization performing a program, and
> the investment implemented by a program.

Program Managing: Process

An overview of the process of program managing is shown in Figure 13.3. Th e start 
event of a program is the assignment of the program to the program manager and 
the program team by the program owner. Th e formal end event is the approval of the 
program by the program owner. Th e business process “Program managing” includes 
the sub-processes program starting, program coordinating, program marketing, pro-
gram controlling, program transforming or repositioning, and program closing. Th e 
overview also shows how the principles of sustainable development are considered.

Because of the great importance of program marketing, it is a separate sub- process, 
unlike project managing. Professional communication of program objectives and 
program structures is a success factor for programs. Th rough program market-
ing, stakeholders can gain an understanding of the signifi cance of a program, and 

Objectives of the process: Program managing

Economic objectives
> Program complexity, program dynamics, and relations to program contexts

managed
> Program starting, program coordinating, program marketing, program

controlling, and program closing performed professionally; possibly also
program transforming or program repositioning

> Economic impacts optimized for the change and for the implemented
investment

Ecological objectives
> Local, regional, and global ecological impacts of the program considered
> Ecological impacts optimized for the change and for the implemented

investment

Social objectives
> Program personnel recruited and allocated, incentive systems applied,

development of project personnel realized
> Local, regional, and global social impacts of the project considered
> Social impacts optimized for the change and for the implemented investment
> Stakeholders involved in program management

Table 13.2: ObjecƟ ves of the Business Process “Program Managing”
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management attention, know-how, and resources for the performance of the program 
can be secured. Th e marketing of the individual projects of programs has to be coor-
dinated with the strategies and measures of program marketing.

Program starting and program closing are performed only once in a program. Pro-
gram controlling is performed periodically. Program coordinating and program mar-
keting must be carried out continuously during the program. Detailed descriptions 
of the objectives, tasks, responsibilities, and results of the sub-processes of program 
managing can be found in Section 13.3. Th e sub-processes of program managing are 
related. Th ese relations are similar to those for project managing (see Chapter 6) and 
are therefore not described again.

Program Managing: Designing the Business Process

Program managing is to be designed according to the specifi c needs of a program. Th e 
use of methods for program managing, checklists, program communication formats, 
an appropriate program infrastructure, and possibly program consultants must be 
planned accordingly.

Th e defi nition of general rules regarding the program management methods to be 
used and of general structures of the program organization is a corporate governance 
task (see Chapter 16). Th ese general rules are to be defi ned in conjunction with the 
general rules for projects.

Th e methods for program managing are to be distinguished according to the sub- 
processes of program managing. Th ey correspond to the methods for project manag-
ing—that is, in analogy with projects, there is a program objectives plan, an objects 
of consideration plan, a program breakdown structure, a program bar chart, a pro-
gram stakeholder analysis, etc. Th e recommendations given in Table 6.2 (on page 
106) regarding the use of methods for project managing can therefore be applied 

Fig. 13.3: Business process “Program managing”—fl ow chart.

Program 
assigned

Program 
approved

Program
starting

Program
closing

Program
transforming,
repositioning

Program
controlling

Economic,
ecological & social 

impacts

Local, regional & 
global

impacts

Short, mid & 
Long-term

impacts

Program coordinating

Program marketing
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to program managing. Th ere is a diff erence, however, regarding the need to use the 
methods. Because of the high complexity and dynamics of programs, a “must” should 
apply to all methods.

Th e methods listed in Table 6.2 (page 106) and described in Chapters 7 to 11 are 
also relevant for programs. Section 13.4 discusses specifi cs regarding the use of meth-
ods for program managing.

Repetitive projects are performed often in programs. For example, in an ERP pro-
gram of an international concern, projects for the implementation of the same solu-
tion in individual group companies are repetitive projects. Another example of a pro-
gram for establishing a hospital is a set of repetitive organization projects performed 
for diff erent hospital departments.

It is advisable to develop standards for carrying out repetitive projects in a program. 
Standard project plans (for example, standard work breakdown structures, standard 
work package specifi cations, or standard milestone plans) can be developed and used 
for the repetitive projects. For the fulfi llment of the content-related processes of repet-
itive projects, standardized structures, methods, rules, and templates can be defi ned 
and prescribed (see Excursus).

Excursus: Standards for the Fulfi llment of Content-Related Processes in 
RepeƟ Ɵ ve Projects

In a real estate program, which aimed at the renovaƟ on of a number of similar faciliƟ es, the 
following standards were developed and implemented for the fulfi llment of content-related 
processes:

Standard process for performing a frequency analysis for a facility:

> A frequency analysis had to be carried out for each facility in order to be able to defi ne 
the appropriate renovaƟ on objecƟ ves for each facility.

> The objecƟ ves, the processes, the responsibiliƟ es, and the results of the frequency anal-
ysis were specifi ed in a process descripƟ on.

Design manual as a standard for the design of the faciliƟ es:

> To support the investor’s corporate idenƟ ty, design standards were specifi ed.
> Examples of this are the use of fonts and colors or the installaƟ on of vending machines 

in the faciliƟ es.

Standards regarding the rental of units of the faciliƟ es:

> Standards were developed to ensure good cooperaƟ on with the tenants of units.
> Examples of this are standard rental agreements and defi ned quality standards regard-

ing possible tenants for the rental of units.
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Th e objective of the use of program standards is to assure common procedures in 
the projects of a program. Th e projects of a program are linked by the application of 
standards. Th e relative autonomy of the projects of a program is therefore lower than 
those of projects which do not belong to programs. Th e development and use of pro-
gram standards ensures quality and promotes organizational learning in programs.

Th e need for the use of information and technology (ICT) tools and consultants in 
programs is not signifi cantly diff erent from that for projects.

13.3 Program Managing: Sub-Processes
Th e objectives of the sub-processes of program managing are described in Table 13.3. 
Th ese can be understood as key performance indicators for assessing the quality 
of these sub-processes. As an example, the tasks, results and responsibilities of the 
sub-process “program starting” are shown in a responsibility chart in Table 13.4 (on 
page 345).

 13.4 Program Managing: Specifi cs in Applying Methods

Planning Program Objectives 

Because of the large scope and long duration of programs, their objectives are more 
open and dynamic than those of projects. In the course of program initiating, initial 
program objectives are defi ned, which are detailed in program starting and periodi-
cally adapted in program controlling.

In program starting, the objective of the above-mentioned real estate program, for 
example, was the renovation of some 40 facilities. Th e number of facilities that could 
be renovated was, however, dependent on the fi nancing possibilities. Th ese were not 
yet clear during program starting. Securing fi nancing for individual facilities was a 
task to be carried out as part of the program. Furthermore, the program later dif-
ferentiated between large and small facilities, as these had very diff erent fi nancing 
requirements. In the end, about 20 small and seven large facilities were renovated 
within the scope of the program.

Programs are often implemented to pursue savings objectives. However, concrete sav-
ings opportunities are only developed by conceptual planning of possible solutions 
by projects during the performance of the program. Such conception projects are 
instruments for clarifying the program objectives during the program performance.

Th e medium-term nature and the dynamics of programs may necessitate the plan-
ning of alternative program objectives with diff erent end-events and deadlines. Clear 
boundaries to the content and timing of programs should, however, be set. Programs 
should not be “open ended”.
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 Table 13.4: Program StarƟ ng—Responsibility Chart

Sub-process: Program starting

Process tasks

Roles

To
ol

/D
oc

um
en

t

Pr
og

ra
m

 o
w

ne
r

Pr
og

ra
m

 m
an

ag
er

Pr
og

ra
m

 O
ff

ic
e

Pr
og

ra
m

 t
ea

m
 (i

nc
l. 

Pr
oj

ec
t 

m
an

ag
er

s)

Pr
og

ra
m

 te
am

 m
em

be
rs

Ex
pe

rt
 p

oo
l m

an
ag

er
s

Ex
te

rn
al

  s
ta

ke
ho

ld
er

s

Planning program starting

Checking program assignment and results of the pre-
program phase P

Selecting start communication formats I P C

Selecting program team members I C P C

Selecting methods to be applied P C

Agreeing on the starting process with program owner D P 1

Preparing program start communication

Preparing the start communication I, II, . . . P C

Inviting participants to different communication formats I P C C C 2

Documenting results of the pre-program phase C P C C

Developing drafts of program plans C P C C

Developing info material for the start communication formats C P C C 3

Performing program start communication

Distributing info material to participants I C P

Performing the start communication I C Co P C C

Developing a draft of the documentation "Program starting" C P

Performing start communication II, … C Co P

Following up program start communication

Finalizing documentation “Program starting" C P C

Agreeing with program owner on starting documentation D P C 4

Performing inital program marketing C P C C C

Distribution documentation “Program starting" I C P I I

Filing documentation “Program starting" C Co C P C C

Performing initial content work (parallel) Co P C

Tool/Document:
1 … List of applied methods for program managing
2 … Invitation to participants to the program starting 

formats
3 … Information material for the program starting 

formats
4 … Documentation „Program starting“

Legend
P …. Performing
C…Contributing
I… Being informed
Co…Coordinating
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Developing the Program Breakdown Structure 

In a program, projects but also work packages independent of projects are performed. 
A program breakdown structure must thus include both the projects of the program 
and work packages not belonging to projects, such as program managing. For clear dif-
ferentiation, diff erent symbols should be used in the program breakdown structure for 
the representation of projects and work packages (e.g., ellipses and boxes; see Fig. 13.4).

Th e example of the real estate program in Figure 13.4 shows a number of facilities 
that were renovated. Repetitive projects and chains of projects for conceptualizing, 
architecturally planning, and renovating of facilities can be seen.

Program

Bereich AStandardizing
projects

Process
standards

Documentation
management

Others

Conception 
projects

Conception
Object 1

Conception
Object 2

Conception
Object 3,4,5

Planning
projects

Planning
Object 1

Planning
Object 2

Planning
Objects 3,4,5

Realization 
projects

Realizing
Object 1

Realizing
Object 2

Realizing
Object 3,4,5

Training

Training
planning

Training A

Training B

Program 
management

Program
starting

Program
controlling

Program
coordinating,

marketing

Program
closing

Project Chain of projects

Legend:

Chain of projects

Fig. 13.4: Program breakdown structure (example of a real estate program).

In a program breakdown structure, either projects can be shown as a whole or the 
phases of individual projects can also be presented. Th e work packages of projects are 
not to be shown. Th ese are presented in the individual work breakdown structures. As 
a result, the level of detail of the program breakdown structure is kept relatively low. 
In programs, projects can also be implemented sequentially. Th is results in chains of 
projects in programs (see Fig. 13.4).

As with the development of a work breakdown structure of a project, it is advisable to 
use the objects of consideration of a program as a basis for developing the structure. 
As in the case of projects, objects of consideration can be the structural and con-
textual dimensions of organizations—namely, their services and products, organi-
zational structures, personnel structures, infrastructures, budget and fi nancing, and 
stakeholder relations.
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Th e breakdown of the program should be process oriented. Because of the large scope 
of programs and the simultaneous implementation of several projects, however, there 
will be a stronger object orientation than in the structuring of projects.

Programs must be structured so as to establish project boundaries that are as holistic 
as possible, so that individual projects quickly lead to results in the sense of mini-
mal viable products. As a result, relatively autonomous projects should be defi ned 
which are loosely or moderately connected. Th e aim of this “cutting” of programs 
into projects is to reduce the complexity of programs by creating understandable and 
manageable projects.

Th e projects of a program are executed both in parallel and sequentially. Th e sequen-
tial execution of projects in programs produces chains of projects. Th e construction 
of a chain of projects promotes the clear diff erentiation of sequential projects and the 
explicit managing of the relations between the projects in the chain. Th e diff erentia-
tion is performed by defi ning project-specifi c objectives, stakeholders, and roles. Th e 
integration of the projects in a chain is performed by planning each follow-up project 
in the previous project and by ensuring continuity of personnel in the chain of proj-
ects. Th e diff erentiation of projects in a chain promotes the agility of programs, since 
fl exible planning of objectives is possible.

Organizational learning in programs can be secured by defi ning pilot projects in 
programs. In pilot projects, time and space must be provided to refl ect upon and 
document experience gained. Experience gained is to be made available to follow-up 
projects in the program. Th is organizational learning creates signifi cant opportunities 
for increasing the effi  ciency of programs.

Th e dynamics of programs can make it necessary to “split” or “merge” projects in 
program controlling. Th is dividing of a project into several projects or merging of two 
or more projects represents a discontinuity for the corresponding projects, since their 
structures are fundamentally altered. Th e underlying programs should be suffi  ciently 
robust that such changes of projects do not lead to program discontinuities.

Managing Program Stakeholders

In addition to managing project-specifi c stakeholder relations, programs must also 
manage relations with program stakeholders. Th e individual projects of a program 
and the program as a whole can have common stakeholders but also diff erent ones. 
It is necessary to diff erentiate between these in order to be able to manage the stake-
holder relations appropriately in the corresponding context.

Stakeholders can have diff erent expectations for individual projects of a program and 
the program as a whole. Th is accounts for the complexity of programs. Unifi ed strat-
egies for managing stakeholder relations and coordination between those responsible 
for stakeholder relations in a program and in individual projects are necessary.
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Managing Program Risks

Because of the size, complexity, and uniqueness of programs, they are subject to high 
risks. Th e risk of failing or stopping is large in programs. In addition to the individual 
projects of a program, the program as a whole must also be subjected to risk man-
aging. Risk analysis and risk policy measures to avoid or promote risks, to provide 
for risks, and to control risks are risk management tasks in programs. Program risk 
managing can be performed either globally or in a detailed manner.

In global risk managing, the risks of the program are analyzed without considering 
the risks of the individual projects of the program and the relations between these 
risks. Th is approach is the same as for risk managing in projects. Th e program is 
treated like a single project.

In detailed program risk managing, the risks of the individual projects of a program 
and the relations between these risks are considered. Because of these relations, the 
program risks are not equal to the sum of the project risks. Th e risks of projects can 
be positively or negatively correlated, or they can be uncorrelated. If the risks of the 
projects of a program are assumed to be uncorrelated, the program risk is the sum 
of the project risks. If the project risks are positively correlated, the program risk is 
higher than the sum of the project risks; if they are negatively correlated, the program 
risk is lower than the sum of the project risks.

Th e basis for a detailed program risk analysis is an analysis of the risks of the individ-
ual projects of a program. Correlations between project risks can then be analyzed. 
Th ere are positive correlations between project risks

> in project chains between pilot and follow-up projects or conception project and 
implementation project,

> in the case of cooperation with the same suppliers or partners in several projects of 
the program,

> when using the same technologies in multiple projects of the program, and
> when implementing several projects for the same customer(s).

By using the same supplier or the same technology for several projects, “economies of 
scale” and learning potentials can be exploited, and this is refl ected in reduced project 
costs. On the other hand, there is a higher level of dependence on a selected supplier 
or technology. If the supplier fails or if the technology is insuffi  ciently developed, 
not one but several projects suff er damage at the same time. One has to weigh lower 
program costs against the risk of a larger program loss.

Negative correlations between projects result when a risk which becomes acute in 
one project excludes a risk in another project. Such relations between projects will 
rarely exist. By managing the correlations of project risks, the program risk can be 
infl uenced. Th e objective of risk management in programs is primarily the reduction 
of positive correlations between project risks.
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On the basis of a risk analysis, the decision makers of a program can implement a 
variety of risk policy measures according to their risk appetite (risk friendly, risk neu-
tral, or risk averse).

Although in practice basic conditions for a detailed risk analysis in programs, such 
as the performing of risk analyses for projects, are often not met, it is advisable to 
consider correlations for strategic thinking, rather than as element of a quantitative 
calculation model.

 13.5 Program Organizing
Program Organization Chart and Program Roles

A key diff erence between projects and programs is in their organizational design. Ele-
ments of the organizational structure of programs are the projects of the program and 
program-specifi c roles—namely, the program owner team, the program manager, the 
program team, the program offi  ce, and possibly a product team. Th e program roles 
and their relations can be visualized in a program organization chart. Figure 13.5 
shows a standard program organization chart.

Program organization

Program team

Program
Office

Program
Manager

Product Team

Program
Owner

Fig. 13.5: Standard program organizaƟ on chart.

Th e program owner assigns the program manager with the performance of a pro-
gram. Strategic program decisions, such as the selection of projects to be started, the 
alteration of program priorities, and the specifi cation of program strategies, are made 
by the program owner team.

Furthermore, the program owner team decides about project-related topics which are 
beyond the decision-making authority of the program team, project owner, or project 
manager. Th e planning of relations between the program owner team and the project 
owners is challenging. Th e program owner team is responsible for the program as a whole 
and is thus more strategically oriented than the project owners. Th e project owners are 
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more oriented towards the content and are also qualifi ed to make fundamental decisions 
regarding the content. A project owner of a project of a program has less authority than 
a project owner of a project performed independently. Th e potential for confl ict between 
the interests of the program owner team and those of the project owners can be reduced 
by means of multiple role assignments. Th is means that a person might hold the roles of 
program owner team member and project owner at the same time.

Th e program owner team should be composed of managers of major organizational 
units aff ected by the program. It should not include more than three persons. A 
spokesperson for the program owner team is to be nominated as the primary contact 
person for the program manager. An extended program owner team may also include 
representatives of project partners and major suppliers as members. In this case, one 
frequently refers in practice to a steering committee. A general description of the role 
of “program owner team” is given in Table 13.5.

Role: Program Owner Team

Objectives

> Realization of program objectives ensured strategically
> Program objectives aligned with the strategic objectives of the project-oriented

organization
> Program manager assigned with the performance of the program
> Strategic program controlling performed
> Project manager directed

Organizational position
> Part of the program organization
> Program manager reports the program owner team

Tasks in project starting

> Informing about the program contexts
> Ensuring the allocation of program resources
> Contributing to initial program marketing
> Participating in the program starting workshop
> Performing program owner meetings

Tasks in project controlling

> Program agreeing with other programs, projects and organizational objectives
> Analyzing program progress reports
> Selecting project owners and project managers for the projects of the program
> Taking strategic program decisions
> Selecting projects to be performed within the program
> Ensuring the allocation of additional program resources
> Contributing to program marketing
> Performing program owner meetings

Tasks in project transforming 
and project repositioning

> Defining program discontinuities
> Contributing to cause analysis of the program discontinuity
> Taking decisions about strategies for program transforming or program repositioning
> Contributing to the implementation of measures for program transforming or program

repositioning
> Closing program transformations or repositionings

Tasks in project closing
> Performing program owner meetings
> Participating in the program closing workshop
> Approving the program

Formal decision-making 
authority

> Assigning the program manager
> Providing the program budget
> Changing program objectives
> Defining program discontinuities
> Stopping the program
> Approving the program

Table 13.5: Role DescripƟ on: Program Owner Team
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Th e program manager is responsible for the realization of the program objectives. He 
or she ensures the professional fulfi llment of the business process “Program manag-
ing”. Because of the extensive management and marketing requirements of programs, 
it is advisable to establish a program offi  ce to support the program manager.

In the program offi  ce, program managing is institutionalized, creating a “home base” 
for the program. Th e program offi  ce serves as a contact for the members of the project 
organizations and representatives of stakeholders. Th e program offi  ce also organizes 
program marketing. It develops a program marketing plan and plans the budget for 
program marketing. A small program offi  ce can be staff ed by a program manage-
ment assistant and a program administrator. A larger program offi  ce can also include 
further program management experts, process management experts, and controllers.

Th e roles of the program manager and the program offi  ce are described in Tables 13.6 
and 13.7 (on next pages).

Th e program team consists of the program manager, representatives of the program 
offi  ce, the product team and the project managers of the projects which are performed 
at a given point in time and projects which are shortly to be started. Th e composition 
of the program team therefore changes over the course of time since diff erent projects 
are active at diff erent times. Th e tasks of the program team are to provide informa-
tion to the members of the program team, to secure synergies, to resolve confl icts, to 
set priorities in the program and to implement program controlling. Th e role of the 
program team is described in Table 13.8 (page 353).

Formats for Program Communication

In addition to the communication formats of the projects of a program, such as proj-
ect owner meetings or project team meetings, special communication formats are 
required in programs. One can make a basic distinction between communication 
formats for program managing and those for communicating with program stake-
holders. An overview of the communication formats for program managing can be 
found in Table 13.9 (page 354). Th is also shows that the frequent communication 
in the program offi  ce is distinguished from the periodic, but relatively rare, commu-
nication in the program team or with the program owner.

As an example of internal program communication, the internal communication plan 
of the program “Establishing a hospital” is shown in Figure 13.6 (on page 355). Th is 
shows the high communication demands on the program manager and the members 
of the program team.

Program Managing Competencies

Explicit individual and organizational competencies for program managing are 
required in the project-oriented organization. Th e holders of program roles handle 
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Table 13.6: Role DescripƟ on: Program Manager

Role: Program Manager

Objectives

> Realization of program objectives ensured
> Program controlled together with the project managers
> Networking of the projects of the program promoted, synergies assured
> Program team directed
> Program represented towards program stakeholders

Organizational position

> Part of the program team
> Reports to the program owner team
> Is supported organizationally by the program office
> Contact person for project owners and project managers of the projects of the

program

Tasks in project starting

> Managing the program starting together with the program office
> Performing program team meetings and a program starting workshop
> Developing appropriate program plans, designing the program organization

together with the program office
> Analyzing and planning the program context relations together with the program

office
> Performing an initial program marketing together with the program office
> Developing the documentation “program starting” together with the program

office

Tasks in project 
controlling

> Managing program controlling together with the program office
> Performing program team meetings and attending program owner meetings
> Controlling the external program resources
> Planning directive measures together with the program team
> Determining priorities within the program
> Adapting program plans together with the program office
> Developing program progress reports together with the program office
> Performing program marketing together with the program office
> Starting projects of the program together with the project owners and project

managers
> Defining project discontinuities together withe the respective project owners
> Contributing to the closing of projects within the program
> Transferring know-how into other projects within the program

Tasks in project 
transforming and project 
repositioning

> Developing ad-hoc measures together with the program team
> Analyzing causes of program discontinuities together with the program team
> Developing strategies for transforming or repositioning together with the

program team
> Implementing measures for transforming or repositioning together with the

program team
> Closing a program transformation or repositioning together with the program

owner

Tasks in project closing

> Managing program closing together with the program office
> Performing the program closing meetings and a program closing workshop

together with the program team
> Developing program closing reports together with the program office
> Attending the final program owner meeting
> Transferring know-how into the project-oriented organization and into other

programs and projects
> Reaching agreements for the post-program phase
> Performing a final program marketing

Formal decision-making 
authority

> Determining project priorities within the program
> Taking responsibility for the program budget
> Scheduling program owner team meetings
> Deciding about managing relation to stakeholders
> Starting projects together with the respective project owners and project

managers
> Changing project objectives, defining project discontinuities and closing projects

together with the respective project owners
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Table 13.7: Role DescripƟ on: Program Offi  ce

Role: Program Office

Objectives
> Program manager and projects within the program supported
> Compliance of the management standards in the program ensured
> Program administration performed

Organizational position
> Reports to the program manger
> Directed by the program manager
> Head of the program office is a member of the program team

Tasks

> Preparing program owner meetings, program workshops and program
team meetings

> Ensuring the infrastructure for program managing (rooms, ICT, etc.)
> Supporting the program manager in the program managing sub-

processes
> Supporting the program manager in developing and adapting the

program plans
> Supporting the program manager in developing the program progress

reports
> Supporting the program manager in performing the program marketing
> Supporting individual projects within the program in project managing

and in project marketing
> Performing contract administration, personnel administration, filing

within the program
> Ensuring compliance of program management standards in projects

within the program
Formal decision-making 
authority > Deciding about the processes of the program office

Role: Program Team

Objectives

> Interests of the program represented
> Common Big Project Picture“ developed
> Ensuring synergies in the program and solving conflicts
> Co-responsibility for the program success understood 

Organizational position
> Directed by the program manager
> Members: Program manager, head of program office, project

managers of the current projects of the program

Tasks

> Performing program team meetings
> Providing information about the  program an its contexts
> Contributing to program controlling
> Reaching agreements in the program team

Formal decision-making 
authority

> Reaching agreements in the program team
> Reaching agreements with the program owner

 Table 13.8: Role DescripƟ on: Program Team

program complexity and fulfi ll challenging integrative functions. Program managers 
therefore need several years of project management experience and high social com-
petencies. Appropriate organizational competencies are an essential dimension of the 
maturity of a project-oriented organization.1

1  Th e RGC model for analyzing the maturity of a project-oriented organization is dealt with in Chapter 15.
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 13.6 Program IniƟ aƟ ng and Program Managing: Values
Th e values of the RGC management paradigm can be interpreted for project initiat-
ing and project managing (see Fig. 13.7, page 356).

Holistic Defi nition of Solutions and Boundaries

Th e development of a holistic solution by a program requires the defi nition of holistic 
program boundaries. Since programs have a longer duration than projects, as well 
as a larger scope and higher risks, program boundaries have to be more fl exible than 
project boundaries. Program boundaries are more open and dynamic. But they must 
still be clearly defi ned—for example, by program objectives and a program end date. 
Only then can they provide structure and orientation for the projects of a program.

A holistic approach to program managing means that the dimensions of programs, 
such as program objectives, program scope, program organization, and program con-
texts, are comprehensively understood, and that all sub-processes of program manag-
ing and their relations are considered. Information from the individual projects of a 
program provides an essential basis for program managing.

Sustainable Business Value as a Success Criterion

Sustainable business value for the performing organization is striven for as the result 
of a program. Like projects, programs are performed in the contexts of investments 

Communication formats for program managing

Format Objectives Participants Frequency Duration

Program start
workshop

Starting the program
in the program team

Program team, guests, 
program owner team, 
representatives of 
stakeholders

1x in the 
program start 

process
2-3 days

Program owner 
meeting

Strategic program 
controlling

Program owner, program 
manager, guests (if 
needed)

1x per month 
or every 2nd 

month
2-3 hours

Program team meeting Program controlling Program team, guests (if 
needed) 1x per month 2-3 hours

Program office meeting Operational program 
managing, preparing
program controlling

Program manager,
program Office staff, 
guests (if needed)

1x per week 2 hours

Program Office stand-
up meeting

Coordinating the 
tasks of the Program 
Office

Program Office staff 1x or 2x per 
week 30 minutes

Program closing
workshop

Closing the program 
in the program team

Program team, guests, 
program owner team, 
representatives of 
stakeholders

1x in the 
program 

closing process
2 days

 Table 13.9: CommunicaƟ on Formats for Program Managing
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and medium-term objectives and strategies of the implementing organization. Th e 
contributions made by a program to the sustainable development of the organization 
can be analyzed in a cost–benefi t analysis. Th e economic as well as the ecological and 
social costs and benefi ts of diff erent stakeholders can be considered. As the quality of 
the information and assumptions improve during the performance of a program, the 
cost–benefi t analysis has to be adapted periodically.

Th e principles of sustainable development also infl uence the business process “Pro-
gram managing” and its methods. Th e principles can be considered, for example, in 
the program objectives plan or in the program stakeholder analysis.

 Fig. 13.6: Internal communicaƟ on plan for the program “Establishing a hospital”.
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Jour fixe medical coordinator 2 Monthly x x x x

Jour fixe program manager 1,5 weekly x x x x x x x x x

Core team & program team 1,5 Monthly x x x x x x x x x

Core team 1,5 Monthly x x x

Jour fixe program
management & controlling 1 weekly x x x x

Jour fixe controlling & site
monitoring 1 weekly x x x x x x x

Program coordination 2 weekly x x x x x x x x x x X x

Liquidity management 1 Monthly

Week preparation meeting 1 weekly

Program team quarterly 4,5 Once per 
quarter x x x x x x x x x x x x

Contracting 1,5 14-day x x x

Jour fixe ombudswoman 1 Monthly x x x x

Program advisory board 2 Twice a 
year x x x x x x x x

Change coordination requests 1 weekly x x x x x
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Quick Realization of Results and Effi  ciency

Programs last several years, but should not take longer than three years because of 
the dynamics in the organization’s environment. Because of this longer duration, the 
achievement of interim results is particularly important for maintaining the moti-
vation to continue a program. Th e interim results of a program are achieved in the 
projects of the program. Quick wins of a program—that is, quick and easily achieved 
results—must therefore be planned and controlled beyond project boundaries. 

Quick realization of results of program managing is also possible. Although programs 
require a high degree of integration, the planning and controlling eff ort for programs 
is relatively low. Th ough all management dimensions of programs are to be consid-
ered, managing takes place at a high level of abstraction. Th e objects of program 
managing are the individual projects and their relations. Th erefore, only individual 
projects (or possibly also their phases) are shown in a program breakdown structure. 
It will also suffi  ce to use the phases of the projects as the most detailed level in the 
program bar chart. More detailed planning is decentralized and used for empower-
ment at the project level.

> Contributing to the
business value by a
program

> Controlling the
benefits realization
during and after the
program

> Considering principles
of sustainable
development in
program management

Sustainable business 
value as success 

criterion

> Designing an
integrated program
organization by
involving stakeholders

> Management of and
for stakeholders

> Managing relations of
a program to other
projects and programs

Context orientation

> “Cutting“ a program to
allow an iterative
approach

> Creating chains of
projects in a program

> Using agile methods in
projects of programs

> Iteratively managing by
Program initiating,
starting, controlling)

Iterative approach

> Defining a problem
solution holistically in a
program to avoid sub-
optimizations

> Defining the program
boundaries (content,
time, and social-
related)  holistically

Holistic definition of 
solutions and 
boundaries

> Empowering the
program

> Representing the
product owner
interests in the
program organization

> Empowering the
projects within the
program

Empowerment and 
resilience

> Performing stand-up
meetings, reflections
by the Program Office
and the program team

> Using scrum boards,
program plans, score
cards, etc. for
communicating

Frequent, visually 
supported 

communication

> Using feedbacks and
reflections for
organizational and
individual learning in a
program

> Promoting program
changes

Continuous and 
discontinuous 

learning

> Ensuring quick wins in
the program

> Stopping a program as
early as possible in
case of failure

> Managing a program
efficiently and flexibly

Quick realization of 
results and efficiency

 Fig. 13.7: Values of the RGC management paradigm—program iniƟ aƟ ng and program managing.
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In programs, however, not only should program managing be effi  cient, but the busi-
ness processes for developing solutions should be performed effi  ciently. For programs 
with repetitive projects, program standards can signifi cantly increase effi  ciency.

Iterative Approach

Defi ning programs with multiple parallel and sequential projects instead of perform-
ing “large projects” represents an iterative approach. Prioritizing the projects of a pro-
gram based on their contributions to business value, on content-related dependencies, 
and on scarce resources also corresponds to an iterative approach.

Th e high complexity and dynamics of programs necessitates an iterative approach to 
managing the requirements to be met by programs. A program strategy can be the 
use of agile methods in some projects of a program. An iterative approach is also used 
in program managing: Initial program plans are developed in program initiating, the 
program plans are detailed in program starting, and the plans are adapted in program 
controlling.

Context Orientation

As in a project, context orientation in a program means that contextual dimensions of 
a program such as the pre-program and post-program phases and relations with other 
projects and programs are considered to ensure the program’s success.

Stakeholder orientation in the program means that program stakeholders are iden-
tifi ed, and the relations with them are explicitly managed and diff erentiated from 
relations with the stakeholders of the projects of a program. “Management for stake-
holders” is also relevant in program managing.

Th ere may be confl icts of interest between stakeholders, which also contributes to 
the complexity of a program. Overall interests taken care of by the product team on 
the program level might be in confl ict with specifi c interests of product teams on 
the project level. An explicit stakeholder management strategy is needed. Th e early 
involvement and integration of selected stakeholders into the program organization 
reduces the program risks and creates opportunities for optimization.

Continuous and Discontinuous Learning

Th e process of performing a program is more dynamic than that of a project. Th e 
high complexity and dynamics of programs necessitate continuous learning, but 
sometimes also discontinuous learning. As tools for individual and organizational 
learning, feedback and refl ections promote the cultural development of programs. 
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In programs, there are often repetitive projects. Th e learning of such programs can 
be organized by means of pilot projects and by the development of program-specifi c 
standards.

A need for formal changes of programs is likely because of their high complexity and 
dynamics. Th e transformation or repositioning of a program is therefore to be consid-
ered as a possible sub-process of program managing.

Frequent, Visually-Supported Communication

Th e complexity and dynamics of programs necessitate frequent interaction between 
members of the program organization as well as communications with representatives 
of program stakeholders. Management of programs is therefore characterized by a 
particularly large need for communication. Integration of the projects of programs 
takes place mainly through program communication. Frequent, short-term commu-
nications with program owners or in program teams are hardly possible, but such 
communications are possible and necessary for the continuous program coordinating 
in the program offi  ce.

An important function of the communication is the contribution to program culture 
development. Th rough various meetings, trust is built, networking between the proj-
ects of the program is promoted, and stress is reduced by collective problem solving.

Visual aids such as program plans and program scorecards can be used for program 
communication. Appropriate room and ICT infrastructure must be provided to sup-
port program communication.

Empowerment and Resilience

Empowerment in a program can occur on the program level; on the level of the proj-
ects of the program; on the levels of the program team, project teams, and sub-teams; 
but also on the level of individual members of the program and project organiza-
tions. It is assumed that empowerment increases the motivation of employees and also 
their loyalty. But this requires clear rules for cooperation. A specifi c area of confl ict 
with regard to empowerment is the division of decision-making authority between 
the program and the project level. Th is question is particularly relevant to the role 
understandings of program owners, program managers, project owners, and project 
managers.

Th e resilience of programs must be ensured. Th at means, for example, that the stabil-
ity of a program should not be jeopardized, even if individual projects of the program 
have problems or are in a state of instability. Th e resilience of programs can be pro-
moted by agile and fl exible structures, as well as by redundant program structures.
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 13.7 Program Managing: Benefi ts
Program managing enables programs to be implemented and ensures the quality of 
program results. Without appropriate managing, programs cannot be performed at 
all or only very ineffi  ciently because of their complexity and dynamics.

Th e results of programs are the solutions which exist at the program end as a basis 
for achieving sustainable business value. Th e benefi ts of program managing are thus 
in ensuring effi  ciency and eff ectiveness. Th e effi  ciency of a program, for example, is 
ensured by coordinating the relations between projects, the use of resources, and the 
possible transfer of know-how between projects. Eff ectiveness is ensured by appropri-
ate “business focus”.

  13.8 Program Managing: Case Study of a Power 
Supply Company
In the following case study, the structures actually used by a power supply company 
for implementing an ERP solution are described. An ideal-type structure for this 
program is also presented and interpreted.

Reason and Contexts for ERP Implementation

In 2013, the power supply company merged with a power production company. Until 
then, the two companies had operated two independent ERP systems.2 Th ese systems 
were to be merged into a common ERP system. Th e following business tasks were to 
be supported by the new ERP system:3

2  Enterprise resource planning (ERP) supports the corporate tasks of planning and controlling resources such as capital, person-
nel, equipment, materials, and services in accordance with the corporate purpose in a timely and appropriate manner.

3  Th e abbreviations refer to the various modules of the system.

> fi nancial management (FI): credit accounting, debit accounting, general account-
ing, cash management, auditing, . . .

> facility management (FI-AA): facility operations, facility simulation, insurance 
management, . . .

> controlling (CO/IM/PS/PPM): overhead cost controlling, product cost control-
ling, profi t center accounting, investment management, project portfolio manage-
ment, project management, . . .

> purchasing (SRM/MM): operational and strategic purchasing, supplier manage-
ment, contract management, . . .

> materials management (MM): inventory management, materials planning, . . .
> maintenance (PM): problem analysis, repair, . . .
> technical operation (PM): work clearance management, shift book documentation,
> sales (SD/CS): customer order processing, excluding billing.
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After the merger, a project for conceptualizing the ERP solution and initiating the 
project “Implementing ERP solution” was started in January 2014. Th e “go live” 
milestone for using the core modules of the ERP system was set for 11 January 2016. 
After the completion of the implementation project in March 2016, a follow-up proj-
ect for conceptualizing and implementing additional ERP solutions (Phase II) was 
started. Th ese relations are shown in the representation of the resulting chain of proj-
ects in Figure 13.8.

A program for the reorganization of the company was implemented in parallel with 
the chain of projects for the conception and implementation of the ERP system. Th e 
objective of this program was to develop the basic organizational structures for the 
company as a whole and for its individual organizational units. In contrast to the 
ERP implementation, the program concept was used for this reorganization.

Project “ERP Implementing”

Th e following objectives were defi ned for the project “ERP implementing”:

4  Th e implemented core modules are shown in the lines of Figure 13.11 on page 363.

> implemented and accepted core modules,4
> harmonized IT processes and data of the organizational units,
> integration with external systems performed,
> data migration performed,
> fi nancial reports of all organizational units integrated into the starting balance 

for 2016,
> the implementation of the additional modules conceptualized, and
> users of the core modules trained.

Non-objectives were reorganization measures, consideration of the requirements of 
earlier projects not taken care of, and consideration of non-ERP processes.

Fig. 13.8: Chain of projects for ERP conceptualizing and 
ERP implemenƟ ng in a power supply company.

Conceptualizing 
ERP solution 

Conceptualizing 
and 

implementing 
ERP Phase II 

Implementing 
ERP solution

2013 01/2014 11/2014 01/2015 03/2016 04/2016 06/2017

Go-Live
11.1.16
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Th e organizational structure of the project “ERP implementing” is shown in Figure 13.9. 
It can be seen that a sub-project was defi ned for each module, and that integrating 
structures existed with a steering committee/project owner, project manager, and two 
coordination teams. Each sub-project had a sub-project manager, technical experts, 
process consultants, and application consultants. Th e terms “project” and “sub- 
project” were used—that is, it was not perceived as a program.

As shown in the columns in Figure 13.10, the following phases were performed for 
each sub-project:

> customizing, developing, forms,
> work fl ow, permissions, migrating,
> testing, training, and
> integrating/interfaces/ESB.BI/BW/DWH and IT security.

Interpretation of the Structures for the Implementation of ERP

Th e following can be seen from the plans of the project “ERP implementing”:

> Th e chain of projects started with a conception project. To provide a basis for the 
implementation, clearly important analyses were performed, alternative solutions 
were defi ned, a solution to be implemented was selected, and the implementation 
project was initiated. It was necessary to perform the conception as a project be-
cause of the high strategic importance of the decisions to be made.

Steering committee

Project manager

ProjektleitungProcess coordination Application coordination

TP1
Finance/Facility 
management

TP2a / TP2b
Controlling/Projects

TP3
Purchasing

TP4
Materials management

TP5
Sales

TP6
Maintaining thermal 

power plants

TP8
Shift book

TP11
Fleet management

TP12
Project management 
and project portfolio 

management

Project owner
Pr

oj
ec

t 
O

ffi
ce

TP4 Materials 
management

• Sub-project manager
• Subject matter expert
• Process consultant
• Application consultant

TP7
Activation system 

thermal power plants

Test management Training 
management

Migration/
Integration

Fig. 13.9: OrganizaƟ on chart of the project “ImplemenƟ ng ERP soluƟ on”.
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> A second implementation phase for additional modules can also be seen. Th is dif-
ferentiation between the implementations of core modules and additional mod-
ules was useful, because it enabled clear prioritization and an iterative approach. 
Th e chain of projects, however, allowed for little integration between the two 
sequential projects.

> Th e implementation of individual modules were referred to as sub-projects. Th e 
perception of sub-projects has the disadvantage that relatively rigid boundaries 
are created. Th is strong focus on the individual sub-projects often makes it im-
possible to look at relations to other sub-projects. Sub-projects also have no (sub-) 
project owners. As a result, sub-projects receive little (top) management attention.

  Because of their relative autonomy, sub-projects can actually have project char-
acteristics. But then instead of a project with sub-projects one should call it a 
“program with projects”.

> Th e reorganization program was formally decoupled from the implementation of 
ERP and planned as a parallel activity. Th e program concept was therefore used 
in diff erent ways. It was not suffi  ciently oriented towards the actual needs for 
diff erentiation through projects and integration through programs.

Ideal-Type Structures—Program “Implementing Reorganization”

Ideal-type structures for the case described above are presented below. Th e objects of 
consideration plan, the program objectives plan, the program breakdown structure, 
the program organization chart, and the program assignment are used as methods. 
Th e main results of program initiating would be in this overview form.
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Sales
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Shift book  MVA
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Fig. 13.10: Objects of the process coordinaƟ on and applicaƟ on 
coordinaƟ on in the project “ERP implemenƟ ng”.
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In order to provide an appropriate integrative view of essential activities related to the 
reorganization of the company, it is recommended to consider the reorganization and 
ERP implementation together as a program. Th e ERP solutions are strongly linked to 
the organizational solutions and should therefore be managed together, integratively. 
Since the reorganization of the company was the central objective of the program and 
the ERP solutions only represented infrastructure support, the ideal-type program 
could be called “ Implementing reorganization ”.

A basis for the program “Implementing reorganization” is provided by the project 
“Conceptualizing reorganization” and the project “Creating a basis for reorgani-
zation” (see Fig. 13.11). Just as in the actual implementation, the objective of the 
project “Conceptualizing reorganization” would be to plan the changed company 
necessitated by the merger. Th e project “Creating a basis for reorganization” could be 
based on these decisions. Th e objectives of this project would be basic planning of the 
organization of the power supply company and the related ERP concept. After the 
program “Implementing reorganization”, it might be useful to implement a project to 
stabilize the company’s new structures.

Project:
Conceptualizing the 

reorganization

Program:
Implementing the 

reorganization

Project:
Creating the basis 

for the 
reorganization

06/2013 01/2014 01/2015

Project:
Stabilizing the 
organization

06/2017 12/2017

 Fig. 13.11: Chain of a project and a program for the reorganizaƟ on of the power supply company.

An overview of the objects to be considered by the program is shown in an objects 
of consideration plan in Figure 13.12. Th e objects of consideration form a basis for 
formulating the program objectives. A rough description of the program objectives 
can be found in Figure 13.13 (page 365).

Th e program breakdown structure (see Fig. 13.14, page 366) and the program orga-
nization chart (see Fig. 13.15, page 367) are based on the following assumptions:

> Th e originally separate topics of reorganization, implementation of ERP core 
modules, and implementation of additional ERP modules are combined into a 
program. Th is produces holistic program boundaries, which enable integrated 
managing of these topics by the program organization.

> An iterative approach is implemented. On the one hand, a chain is formed from 
two sequential projects and a program, and on the other hand, pilot projects are 
used for learning, in order to be able to implement follow-up projects subsequently. 
Th e additional modules are implemented after the core modules.
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 Fig. 13.13: ObjecƟ ves of the program “ImplemenƟ ng reorganizaƟ on”.

Objectives of the Program: Implementing Reorganization

Organization-related program objectives

Economic program objectives
Service-related program objectives

Services of merged companies integrated
Marketing tools for extended services developed
Inital marketing performed

Hardware available for using the ERP modules

Old organizational units of the company dissolved
New organizational units established
Business processes agreed and documented
Organizational culture further developed 

Personnel-related program objectives
Personnel for each organizational unit defined, vacancies filled and persons qualified
User of ERP moduls trained for the applying the modules

Room infrastructure
Rooms for each organizational unit provided
Rooms equipped appropriately

IT infrastructure-related program objectives

Social program objectives

ERP core modules and additional modules implemented and accepted
IT processes and data of the organizational units harmonized
Integration with external systems performed, authorizations assured
Data migration performed

Budget and finance-related objectives
Both companies considered in one budget
Opening balance sheet 2016 in consideration of the merged company developed
Financing of the merged energy supplier optimized

Ecological program objectives
   Mobility demand reduced for employees
   Paperless office developed further

   Processes considered which are not relevant for the ERP application

  Customers of energy supllier informed about the merger
  Supplier relations of the merged company integrated
   Repositioning within the group structures performed
   Employees of both companies integrated

Non-objectives
   Personnel reduced
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> Instead of a project with sub-projects, a program with several projects is estab-
lished. Th is allows project owners to be assigned for each project, which increases 
management attention in the program. It also provides a basis for diff erentiated 
plans for the individual projects of the program, which reduces the complexity of 
the program plans.

> Th e organization chart of the program changes over time, since only the current 
projects of the program are to be shown. Th e program organization evolves.

> Th e program starts after the closing of the project “Creating a basis for reorgani-
zation”. Th e program is also initiated as part of this project. Th e program ends 
when all organizational units of the power supply company are reorganized and 
the ERP solution is supported. Th e content of the program still includes initiat-
ing the following project, “Performing stabilization”.

Program organization charts change over time. Only current projects are to be 
shown. Th e fi rst period, for example, would be the period of performing the project 
“ERP conceptualizing” and the two pilot projects. A subsequent period would be the 
period of reorganization of the organizational units and the implementation of the 
ERP core modules. Th e organization chart for these periods is shown as an example 
in Figure 13.14. Th e already completed pilot projects and the projects for the imple-
mentation of the additional ERP modules are not included in this representation.

Th e essential information of these rough program plans provides a basis for the pro-
gram assignment.

Program 
Office

Program 
manager

Program owner 
team

Program team

Program organization

 Fig. 13.15: OrganizaƟ on chart of the program “ImplemenƟ ng reorganizaƟ on”.
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14  Change IniƟ aƟ ng and Change Managing

Changes are achieved by projects or by chains of projects and/or programs. Th e struc-
tural relation between changes and projects can be seen in the change architectures—
that is, in the structuring of change process “by projects”. 

“Change managing” is a business process of organizations that contributes to the 
successful implementation of changes. In practice, change managing is either not 
performed explicitly or is often reduced to change communication.

Similar to project and program managing, change managing includes the sub-processes 
“Change starting”, “Change coordinating”, “Change controlling”, “Change commu-
nicating”, and “Change closing”. In change managing, the focus is on managing 
a change and not on the fulfi llment of content-related tasks. Change management 
roles—namely, change owner, change manager, and change agents—must be defi ned 
for change managing.

To enable successful changes, the change managing process has to be appropriately 
designed, and its relations with project or program managing have to be managed. 
Project-oriented organizations can use their project management competencies for 
change managing.

An initial defi nition of the change dimensions to be considered, the necessary change 
processes, the change stakeholders, etc. is achieved as results of the business process 
“Change initiating”. Examples of change initiating and change managing are presented 
in Section 14.9 (starting on page 395) for the case study “Values4Business Value”.

Th e business processes “Change initiating” and “Change managing” are shown on 
next page in the context of other relevant business processes.
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14  Change IniƟ aƟ ng and Change Managing

14.1 Objects of Change, Change Defi nition, and Change Types

14.2 Change Architecture and Change Roles

14.3 Change Initiating

14.4 Change Managing: Business Process 

14.5 Change Managing: Designing the Business Process

14.6 Change Initiating and Changing Managing: Values 

14.7 Change Managing: Benefi ts

14.8 Relations Between Change Managing and Project or Program Managing

14.9 Change Initiating and Change Managing: Case Study “Values4Business Value”

Developing a 
solution

Project managing

Planning an 
investment object

Project initiating

Strategic managing 
and investing

Strategic managing 
and investing

Project initiating / 
Project managing

Program initiating and 
program managing

Change initiating 
and change 
managing

Program initiating Programm 
managing

Change initiating Change managing

Conceptualizing an 
investment

Implementing an
investment object

Strategic managing
(period 1)

Strategic managing
(period 2)

Controlling the 
benefits realization

Defining initial 
requirements

Controlling 
requirements

Managing 
requirements & 
projects

Chapter 3

Chapter 3

Chapter 4

Chapter 5 /
Chapter 6

Chapter  

Chapter   

Project

Overview: “Change iniƟ aƟ ng” and “Change managing” in context.
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14.1 Objects of Change, Change Defi niƟ on, and Change Types
Objects of Change

Th e objects of changes are social systems. Th e social systems that are considered here 
are permanent organizations (see Fig. 14.1).1

Social systems

SocietiesInteractions

Temporary
organizations

Permanent 
organizations

Projects Programs Companies Divisions Departments

Organizations

Fig. 14.1: Permanent organizaƟ ons as change objects.

Dimensions of a permanent organization that can be changed are their services and 
products, markets, organizational structures, cultures, personnel structures and infra-
structures, the budget, the fi nancing, and their stakeholder relations.

Change Defi nition

A change in an organizational context is a continuous or discontinuous development 
of an organization in which one or more dimensions of the organization are  aff ected.2,3 
It is assumed that in a change the social structures and stakeholder relations of the 
organization are aff ected. It is therefore a “social” change.

Change Types

In considering the demand of an organization for change and the number of change 
dimensions aff ected, one can diff erentiate between the fi rst-order changes “Organiza-
tional learning” and “Further developing” and the second-order changes “Transform-
ing” and “Radical repositioning” (see Fig. 14.2). First-order changes contribute to the 
1  In Chapter 11 changes of temporary organizaƟ ons are discussed.
2  Lewin defi nes change as the transformaƟ on of an exisƟ ng dynamic balance of an organizaƟ on into a new one.
3  See Lewin, K., 1947, p. 5–40.
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continuous development of organizations. Second-order changes represent disconti-
nuities and lead to new identities of organizations.4

A relatively small demand for change, which necessitates “Organizational learning”, 
is a result of the ongoing business activities of an organization. It can, for example, 
be a customer’s wish to adapt a business process. Th is demand can be met by a small 
change. In organizational learning, usually only one or a few dimensions of an orga-
nization are aff ected—in this case, a business process and some personnel. Contin-
uous improvements of this kind are integrated into ongoing business activities and 
require no projects for their implementation. 

A moderate demand for change, which requires “Further developing” of an organi-
zation, may, for example, be caused by an increase in market dynamics. To ensure 
continued business success, innovations such as the development of a new product or 
the entering into a new market may be necessary. Changes of this kind aff ect several 
dimensions of an organization. Th ey require appropriate management attention—for 
example, by implementation as a project or a chain of projects.

Signs of future threats, but also of new opportunities for an organization, can lead to 
a medium to high demand for change. Changes that can result from threats or new 
opportunities are, for example, the acquisition of another organization, a merger with 
another organization, or the development of a new business model. It can be assumed 
that this produces a demand for strategic and cultural reorientation. Many or all 
dimensions of organizations are to be considered in these changes. “Transforming” is 
the appropriate change type for this. A chain of projects, or possibly a chain formed 
by a project and a program, is demanded for transforming.

4  See Gareis, R., 2010, p. 318.

Change
demand

Dimensionsfew many

high

low

Radical 
repositioning

Further 
developing

Organizational
learning

First 
Order

Second 
Order

Transforming

Fig. 14.2: Change types of permanent organizaƟ ons.
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Th e greatest demand for change in an organization is when the organization is in 
a crisis. Financial losses over a prolonged period, the withdrawal of customers, bad 
relations with stakeholders, etc. are indicators of this. Here, all dimensions of an 
organization must be considered in the change; “Radical repositioning” is necessary. 

Th e basic objective in such a case is to ensure the survival of the organization. To 
achieve this, liquidity must be secured, positive fi nancial ratios must be achieved, 
opportunities for future development are to be reassured, and so on. Radical reposi-
tioning usually requires several projects or a program for its performance.

Th e most relevant types of change in practice are “Organizational learning”, “Further 
developing”, and “Transforming”. “Radical repositioning” is only relevant in situa-
tions of organizational crisis, which do not occur frequently in an organization.

Although “Organizational learning” is relevant, its implementation does not require 
any projects, and it is therefore not further discussed here. 

Defi niƟ on: Change

A change is a conƟ nuous or disconƟ nuous development of an organizaƟ on in which one 
or more dimensions of the organizaƟ on are aff ected. One can diff erenƟ ate between 
the change types “OrganizaƟ onal learning”, “Further developing”, “Transforming”, and 
“Radical reposiƟ oning”.

 14.2 Change Architecture and Change Roles
Chains of Change Processes and Change Projects

Diff erent chains of change processes are needed for realizing diff erent change types. 
All change types include the business processes of planning, implementing, and stabi-
lizing, but to diff erent extents. As a result, diff erent organizations—namely, working 
groups, small projects, projects, or programs, are required to perform the individual 
processes. Th is results in chains of projects or of projects and programs, which make 
up the “change architectures”. As examples, the architectures for the change types 
“Further developing” and “Transforming” are discussed below.

Changes by projects!

Changes are realized by projects, chains of projects, and/or programs. The structural rela-
Ɵ on between changes and projects can be seen in their respecƟ ve change architectures.

Figure 14.3 shows the architecture of the change “Further developing”.
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To further develop an organization, the business processes “Planning and implement-
ing” and “Using and stabilizing” must be performed. Stabilization of individual solu-
tion components can usually be performed as part of implementing. “Planning and 
implementing” can be performed by a project or a network of projects. In “Further 
developing”, no programs are usually necessary. “Using and stabilizing” can be imple-
mented by either a working group or a project.

Planning and 
preparing

Using and 
stabilizingImplementing

Project
Project or 
network of 

projects

Network of 
projects

or program

Organizations for performing the change

Conceptual-
izing Using

Change: Transforming

Daily business

Fig. 14.4: Architecture of the change “Transforming”.

Figure 14.4 shows the chain of change processes of the change “Transforming”. For 
transforming an organization, the business processes “Planning and preparing,” 
“Implementing”, and “Using and stabilizing” must be implemented. Again, the sta-
bilization of individual solution components can usually take place as part of imple-
menting. Th e stabilization of the overall solution can only take place after the end of 
the implementation of the solution.

Th e fulfi llment of the individual business processes in the change “Transforming” 
can be performed by diff erent temporary organizations. Th e process “Planning and 
preparing” can be performed by a project. Th e process “Implementing” can be per-
formed by a network of projects or a program, depending on the scope of the process. 

Planning and 
implementing

Using and 
stabilizing

Project or 
network of 

projects
Working group 

or project

Organizations for performing the change

Concept-
ualizing

Using

Change: Further developing

Daily business

Fig. 14.3: Architecture of the change “Further developing”.
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“Using and stabilizing” can be performed by either a project or a network of projects. 
Th is results in a chain of projects, networks of projects, and programs for transform-
ing an organization. Change management ensures the integrative consideration of 
these chains of projects or programs and, thereby, the optimization of results.

Figures 14.3 and 14.4 show that changes always take place in parallel with ongoing 
business activities of an organization. Th is contributes to the complexity of changes 
and the associated challenges for change managing. To ensure focus on a change, 
it is sometimes attempted to reduce the scope of the ongoing business activities or 
to optimize some of these processes before stating the change. Th e measures which 
are implemented in a change are to be clearly diff erentiated from the organization’s 
ongoing business activities.

In the Excursus “Projects for performing second-order changes” the use of projects for 
performing the changes “Transforming” and “Radical repositioning” is described and 
special challenges in managing these changes are presented.

Excursus: Projects for Performing Second-Order Changes

Flexibility and Dynamics in Realizing Changes by Projects

The management of second-order changes, “Transforming” and “Radical reposiƟ oning”, is 
oŌ en performed by the permanent organizaƟ ons. However, the structures and the processes 
designed for the management of conƟ nuous rouƟ ne processes is not suitable for carrying 
out these socially complex business processes. Hierarchy prevents unbureaucraƟ c and quick 
problem solving in criƟ cal situaƟ ons. Projects, on the other hand, promote organizaƟ onal 
fl exibility and dynamism. Flat project organizaƟ ons can saƟ sfy the extensive communicaƟ on 
requirements for managing a disconƟ nuity of the organizaƟ on.

CharacterisƟ cs of the Changes “Transforming” and “Radical ReposiƟ oning”

The changes “Transforming” and “Radical reposiƟ oning” are characterized by high uncer-
tainty. The exisƟ ng structures of the organizaƟ on are quesƟ oned. New soluƟ ons are not obvi-
ous. The consequences of the measures which are implemented and new facts can alter the 
change status and the approach on an almost daily basis. There is a need for creaƟ vity, and 
there is a lot of Ɵ me pressure and pressure to make decisions.

The high social complexity of second-order changes and of associated projects is aƩ ribut-
able to the aff ected stakeholders. Professional communicaƟ on with change stakeholders is 
needed. 

Managing Projects for ImplemenƟ ng the Changes “Transforming” and “Radical ReposiƟ oning”

The challenges for managing projects for performing second-order changes are greater than 
for “normal” projects and require good project management competencies. Because proj-
ects for transforming or reposiƟ oning are (relaƟ vely) unique projects, experiences with simi-
lar projects and standards cannot be relied upon.
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In project starƟ ng, a project organizaƟ on must be designed that is adequate to meet these 
challenges, and project plans must be drawn up which are as fl exible as possible. It is oŌ en 
advisable to create alternaƟ ve project plans for diff erent scenarios. The staffi  ng of the roles 
of project owner and project manager signifi cantly infl uences the project success.

In designing the project organizaƟ on, it is important to ensure that experƟ se is available 
for the analyses, the strategic planning, and the implementaƟ on measures, in addiƟ on to 
decision- making competencies and the required “relaƟ onship capital”. Decision-making 
competencies are necessary to react quickly and to be able to decide relaƟ vely autonomously 
on strategies and measures. Dependence on hierarchical decision structures must be mini-
mized. Key decision makers of the social system to be changed must therefore hold roles in 
the project organizaƟ on. The “relaƟ onship capital” in the project must ensure acceptance by 
aff ected parƟ es of the decisions made.

In designing the project organizaƟ on, special aƩ enƟ on must be paid to communicaƟ on struc-
tures. The project organizaƟ on is responsible for the intensive exchange of informaƟ on, the 
construcƟ on of current “change realiƟ es”, and regular refl ecƟ ons on the successes and fail-
ure of measures undertaken. RepresentaƟ ves of project stakeholders are to be included as 
appropriate.

Symbolic management is important in second-order changes. The signifi cance of a change 
can be highlighted by events and rituals. Project plans can be used to ensure that the mem-
bers of the project organizaƟ on have a common view of the project. Confi dence in a profes-
sional change approach can be assured by performing project management.

Change Roles

As shown in Table 14.1, both change management roles and project and program 
roles are necessary for fulfi lling the tasks in changes. Change owners, change manag-
ers and change agents, a change team, and possibly change management consultants 
are used to fulfi ll the tasks of change management. Th ese change management roles 
are described in Table 14.2.

Change Roles and Communication Formats for Transforming and Repositioning

For transforming and radical repositioning, change management roles are to be held 
by specifi c change personnel. Th e people who are to fulfi ll change management roles 
must be assigned for the whole duration of the change. Because the change manage-
ment roles must be fulfi lled in addition to the project and program roles, a clear 
defi nition of these roles and the cooperation between them must be respected. For 
example, it must be ensured that the change manager informs the members of the 
project organization about the change vision, so that this is understood and accepted. 
Th is enables project role holders to contribute to change communication. Selected 
project results must be jointly planned as quick wins of the change by the change 
manager and members of the project organization.
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Change management roles

> Change owner
> Change manager
> Change agent
> Change management consultant
> Change team

Project roles

> Project owner
> Project manager
> Project team member 
> Project contributor
> Project team
> Sub-team

Program roles

> Program owner
> Program manager
> Program team member 
> Program contributor
> Program team

Table 14.1: Roles in Changes

Change management roles Tasks

Change owner

> Taking responsibility for the results of the change
> Making strategic decisions in the change
> Allowing processes in the change process chain to be performed
> Possibly stopping the change
> Marketing the change
> Ensuring resources for the change
> Contributing to change projects and change programs (as owner, manager)

Change manager

> Change managing together with the change management team
> Directing the change management team
> Ensuring transitions between processes in the change process chain
> Ensuring the compliance of change management standards
> Marketing the change
> Contributing to change projects and change programs (as owner, manager, expert)

Change agent

> Contributing to the change management team
> Informing employees of the own organizational unit about the change
> Implementing change measures in the own organizational unit
> Contributing to change projects 

Change management 
consultant

> Contributing to developing competences of the change organization
> Collecting information, developing hypotheses, planning change interventions
> Contributing to using change management methods
> Providing analyses, observing the change organization
> Moderating meetings, workshops, preparing documentations

Change team

> Managing the change processes (led by the change manager)
> Developing a common „Big Change Pictures“ 
> Ensuring synergies in the changes
> Solving conflicts in the change
> Organizing learning in the change

Table 14.2: DescripƟ on of Change Management Roles
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Th ere are special communication formats for transforming and repositioning, such 
as change owner meetings and change team meetings. A distinction must be made 
between the formats of change management communication and the formats of 
change communication. Besides the change manager and change agents, the  managers 
of current projects or programs also participate in change meetings.

Change Roles and Communication Formats for Further Developing

For the less complex change “Further developing”, change management roles can be ful-
fi lled by the holders of project roles. Th is means, for example, that the project manager 
of a project “Planning and implementing” can also fulfi ll the role of change manager. 

If the further developing is organized as a chain of projects, the owner roles in the 
chain should be fulfi lled by the same person in order to provide continuity in the 
change. Since diff erent project managers can be used in a chain of projects, the addi-
tional fulfi llment of the change manager role for the duration of each project must 
be agreed upon with these managers. Th is results in a transfer of the change manager 
role in chains of projects.

Th e management communication formats for further developing and the project 
“Planning and implementing” can also be combined to keep the process of change 
managing as lean as possible. Th is means that change managing issues can also be 
dealt with in project owner meetings and project team meetings. In addition, the com-
munication formats of the permanent organization, such as profi t center  meetings, 
can be used for change management communication.

In principle, this means that in the change “Further developing”, change managing 
and project managing can be performed together to create synergies and keep the 
management eff ort as low as possible.

In “Transforming” and “Radical reposiƟ oning”, change management roles are to be 
assigned to change personnel for the duraƟ on of the change. For the less complex 
change “Further developing”, change management roles can be combined with proj-
ect roles for the duraƟ on of each project. In chains of projects, however, conƟ nuity of 
the roles “project owner/change owner” is to be ensured.

 14.3 Change IniƟ aƟ ng
Change Initiating: Objectives

Th e basis for a change can be either the results of top-down strategic planning in an 
organization or bottom-up needs identifi ed by a stakeholder intervention. To be able 
to start a change, it must fi rst be initiated.
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Th e objective of initiating a change is to make decisions about the managing of a 
change. Th ese decisions relate to

> the change type to be applied,
> the boundaries of the organization to be changed,
> the change dimensions to be considered,
> the necessary change roles and their staffi  ng, and
> the change vision.

Change Initiating: Process

Initiating a change is like initiating a project or a program. Th e business process 
“Change initiating” includes the following tasks:

> developing initial change plans,
> coordinating initial change plans with initial project plans,
> defi ning change strategies,
> developing a change proposal and deciding whether to implement the change, and
> (possibly) assigning the change.

Th e process of change initiating is shown in Figure 14.5.

yes

Start

EndDeciding to perform 
the change 

Assigning the 
change End

no

Developing initial 
change plans

Coordinating initial 
change plans and 

project plans

Economic,
ecological & social  impacts

Local, regional & 
global impacts

Short, mid & 
Long-term impacts

Developing a 
change proposal

Defining change 
strategies

Fig. 14.5: The business process “Change iniƟ aƟ ng”—Flow chart.

Th e results of change initiating provide a basis for strategic managing. Th ey feed into 
managing the strategic objectives of an organization (see Fig. 14.6).

For the change “Further developing”, it is advisable to implement the process “Change 
initiating” at the same time as the process “Project initiating”. Table 14.3 (page 381) 
shows a responsibility chart which illustrates this integrated initiating process.
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Fig. 14.6: RelaƟ on between change iniƟ aƟ ng and managing the 
strategic objecƟ ves of an organizaƟ on.
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Decisions regarding the implementation of a change and a project are to be made by 
a decision-making committee and a project portfolio group (see Chapter 15).

Change Initiating: Methods

Developing initial change plans involves analyzing the change contexts, specifying 
the boundaries of the organization to be changed, planning the dimensions to be 
changed and the change type, identifying key change stakeholders, formulating the 
change vision, developing the change architecture, and planning the change roles.

Kotter sees the formulating of the change vision as the most important change 
manage ment method.5 In the change vision, the change objectives are defi ned, and 
a future target state is described. A change vision should be clear, concise, and easily 
understandable. It should excite, inspire, and challenge but be achievable at the same 
5  See KoƩ er J.P., 1996, p. 72.
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time. Th e change vision must be distinguished from the overall vision of the organi-
zation. Change visions for a number of changes that may be implemented in parallel 
can contribute to the vision of the organization (see Fig. 14.7).

As with projects, change strategies for the actualization of a change vision can relate to 
procurement, the use of technology, the use of methods, the planning of stakeholder 
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relations, and change communication. Th e diff erence between change strategies and 
project strategies is that change strategies apply to the change as a whole and not only 
to a project of the change, and that they are established for the duration of the change 
and not only for the duration of a project. Initial change plans resulting from the 
application of methods for change initiating are the basis for the development of the 
change proposal and change assignment.

Examples of initial change plans and a change proposal for the case study “Values4-
Business Value” are presented in Section 14.9 (beginning on page 395). Th e develop-
ment of the change proposal and the initial change plans was supported by using tem-
plates for change initiating. Th ese templates can also be used for change managing.

 14.4 Change Managing: Business Process
Change Managing: Objectives

“Change managing” is a business process of project-oriented organizations that should 
contribute to the successful realization of changes. It includes the sub-processes 
“Change starting”, “Change coordinating”, “Change controlling”, “Change commu-
nicating”, and “Change closing”. Change managing focuses on managing a change 
and not on the performance of content-related tasks involved in a change, such as 
organizational design or personnel development.

Th e objectives of change managing are described in Table 14.4.

Th e start event for change managing is the change assignment. Th e end event is 
the approval of the change. Change managing is preceded by “Change initiating”. 

Objectives of the process: Change managing

Economic objectives

> Complexity and dynamics of the change managed
> Change starting, change coordinating, change controlling, 

change communicating, and change closing performed 
professionally

> Economic impacts optimized for the implemented investment
> Quick wins ensured

Ecological objectives
> Local, regional and global ecological impacts of the change 

considered
> Ecological impacts optimized for the implemented investment

Social objectives

> Change management personnel recruited, allocated, incentive 
system developed and applied

> Change management personnel assessed, developed, released
> Local, regional and global social impacts of the change 

considered
> Social impacts optimized for the implemented investment
> Acceptance of the change ensured
> Stakeholder involved in change managing

Table 14.4: ObjecƟ ves of the Business Process “Change Managing”
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Th e business processes “Project managing”, and possibly “Program managing” and 
“Developing content-related solutions”, are performed in parallel with change man-
aging. Subsequent business processes are “Using the solutions” and possibly “Benefi ts 
realization controlling”.

Change Managing: Process

Th e process “Change managing” is shown in Figure 14.8. Th is also makes visible 
how the principles of sustainable development are considered. Detailed descriptions 
of the objectives and tasks of the sub-processes of change managing can be found in 
Table 14.5. Th e scope of the change management tasks to be fulfi lled is larger for the 
transforming and repositioning than for further developing.

Change managing should achieve sustainable change results, taking into account 
the economic, environmental, and social impact of the change and the investment 
realized by a change. If change managing is reduced to the performance of change 
communication or is confused with the performance of content-related tasks, these 
change objectives cannot be realized.

 14.5 Change Managing: Designing the Business Process
Establishing general rules for designing change organizations and using change 
manage ment methods is a corporate governance task. Within the framework of these 
rules, the business process “Change managing” is to be designed in accordance with 
specifi c requirements in a particular situation. 

Th e use of methods and communication formats for change managing, the use of a 
change management infrastructure, and possibly the use of change management con-
sultants must be planned.

Change coordinating

Change 
assigned

Change 
approved

Economic,
ecological & social  impacts

Local, regional & 
global impacts

Short, mid & 
Long-term impacts

Change 
starting

Change
closing

Change
controlling

Change communicating

Fig. 14.8: Business process change managing—Flow chart.
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Change starting

Objectives

> Change management personnel recruited and allocated, incentive system developed, change 
management personnel developed

> Structures developed for realizing the change objectives and for managing the complexity and 
dynamics of the change

Tasks

> Analyzing initial change plans, developed during change initiating
> Verifying the boundaries and the change dimensions of the organization to be changed  
> Designing the organization for performing the change
> Verifying change management roles and staffing 
> Developing organizational and individual competences as well as an incentive system for the 

change 
> Developing the change vision and change strategies for realizing the vision further
> Convincing selected change stakeholders about the change urgency
> Planning quick wins
> Planning the relation to the process „benefits realization controlling“

Change coordinating

Objectives
> The change continuously coordinated with members of the change organization and 

representatives of change stakeholders
> Progress and acceptance of the change ensured

Tasks
> Continuous coordinating of the members of the change organization 
> Continuous coordinating of the change team with representatives of change stakeholders
> Frequently organizing program meetings, program office meetings, and project meetings 

Change controlling

Objectives

> Change controlled and directive measures planned
> Change management personnel assessed and further development planned
> Structures for realizing the change objectives and for managing the complexity and dynamics of 

the change controlled and optimized

 Table 14.5: ObjecƟ ves and Tasks of the Sub-Processes of Change Managing

g p

Tasks

> Analyzing the change status by considering information from the change projects and programs 
> Analyzing change structures and relations to change stakeholders 
> If needed, defining directive measures for redesigning the relations to change stakeholders
> If needed, developing the change organization further
> If needed, adapting the change vision and change strategies
> Controlling the realization of quick wins
> Managing the relation to benefits realization controlling
> Developing ideas for stabilizing the organization

Change communicating

Objectives

> Information about the change vision, the change organization and the change process provided
> Orientation to the change stakeholder provided
> Commitment of employees for the change increased
> Employees prepared for positive and negative consequences of the change
> Dialogues held with change stakeholders by change agents

Tasks

> Planning objectives and strategies of the change communication
> Developing a change communication plan
> Preparing the change communication periodically
> Performing change communication
> Reflecting the results of the change communication

Change closing

Objectives
> Change management personnel assessed and released
> Change organization dissolved
> Additional measures for benefits realization defined

Tasks
> Planning measures for the post-change phase
> Organizing for change lessons learned
> Giving feedback to the change organization and its members

Change Managing: Methods

Methods for change managing are shown in Table 14.6. Recommendations are provided 
for “must” and “can” use of these methods. Th e objectives of the change manage ment 
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methods are listed in Table 14.7. Change plans resulting from the use of methods for 
further developing are usually less detailed than those for transforming or repositioning.

Forms to support the application of the methods are shown in examples for the case 
study “Values4Business Value” in Section 14.9 (beginning on page 395).

Methods for change managing are to be distinguished from methods for content- 
related work in changes. Methods for content-related work can be diff erentiated 
according to change dimensions, as listed in Table 14.8.

Changes are implemented in the form of projects, networks of project, or programs. 
Methods for project and program initiating, project and program managing, and 
managing of networks of projects are therefore to be used in changes (see Chapters 5, 
6, and 16).

Change Managing: Communication Formats of the Change Organization

In changes, communication formats for change managing are required in addition 
to those for project or program managing. Th e communication formats for change 
managing used by the change organization are:

> workshops for change starting and change closing,
> change owner meetings for change starting, change controlling, and change closing,
> change team meetings for change starting, change controlling, and change closing.

In the case of further developing, the communication formats for change managing 
can be combined with those for project managing.

 Table 14.6: Methods for Change Managing 

Methods for change managing Further 
developing

Transforming, 
Repositioning

Developing a change proposal and a change 
assignment Must Must

Defining the organization to be changed, the 
change dimensions, change type and change 
contexts

Must Must

Designing the chain of change processes and the 
change organization Must Must

Performing a change stakeholder analysis Must Must

Formulating a change vision Must Must

Planning the change communication Must Must

Developing a sense of change urgency Can Must

Performing a change management training Can Must

Defining a change incentive system Can Can

Planning quick wins Can Must

Developing a change score card Can Must

Planning the stabilizing of the organization Can Must
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Change Managing: Communication Formats with Change Stakeholders

Th e communication formats of the change organization are to be distinguished from 
those for communication with change stakeholders. Th ese are to be planned in a change-
specifi c manner.

Communications with change stakeholders can be performed by means of digital 
media, print media, and personal communication. Th e intranet, emails, electronic 
newsletters, postings on social media, etc. can be used. Relevant print media are, for 
example, change folders or an employee newspaper. Personal communication formats 
are, for example, workshops, presentations, openings, open space events, world cafés, 
or roadshows. Change stakeholders will also receive information about changes in the 
communication formats of the permanent organization, such as board meetings or 
departmental meetings.

Infrastructure for Change Managing

Professional change managing requires the use of an appropriate ICT infrastructure 
and an appropriate room infrastructure. Templates for change managing can be pro-
vided electronically. Collaboration portals, telephone conferences, and video confer-
ences can be used. A room infrastructure must be provided for change management 
meetings and possibly for a change offi  ce.

Change dimension Method

Strategic managing

> Performing a SWOT analysis
> Performing a product-market portfolio analysis
> Using the scenario technique
> Defining an organization vision, etc. 

Organizational designing

> Developing an organization chart 
> Developing job descriptions
> Performing process management 
> Defining values
> Establishing rules, etc.

Personnel managing
> Performing management by objectives
> Planning personnel development
> Defining incentive systems, etc. 

Marketing
> Branding
> Performing events 
> Performing campaigns, etc.

Infrastructure managing
> Managing the ICT
> Managing the rooms infrastructure, etc. 

Controlling und financing
> Planning the budget
> Developing a finance plan, etc. 

Stakeholder relations 
managing

> Performing a stakeholder analysis
> Establishing frame contracts with suppliers, etc. 

Table 14.8: Methods for Content-Related Change Work
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Use of Change Management Consultants

Consultants can be used in changes both to support content-related work and for 
change managing. Th e use of change management consultants is particularly advis-
able for change initiating and change starting, which is when the basic change struc-
tures are created. Th e decision about whether to use consultants should be made 
by the change organization. Consulting roles can be performed either by qualifi ed 
employees of the project- oriented organization or by external consultants. Th e client 
systems for change manage ment consultants are the organizations to be changed.

 14.6 Change IniƟ aƟ ng and Change Managing: Values
Th e values of the RGC management paradigm (see Fig. 14.9) are interpreted as fol-
lows for change managing.

Holistic Defi nition of Solutions and Boundaries

Th e boundaries of the organization that is to be changed must be defi ned holistically. 
Th is means that all organizational units that are aff ected by a change are considered 
in the change process.

> Contributing to the 
business value by a 
change

> Optimizing the 
business value by 
controlling the 
benefits realization

> Considering principles 
of sustainable 
development in 
change management 

Sustainable business 
value as success 

criterion

> Considering relations 
to parallel ongoing 
changes 

> Designing an 
integrated change 
organization

> Managing of and for 
change stakeholders

> Involving stakeholders 
in change managing 

Context-orientation

> Structuring a change 
process-oriented

> Using a chain of 
projects and 
programs for 
performing a change

> Performing change 
managing iteratively 
(change initiating, 
starting, controlling)

Iterative approach

> Defining a change 
vision holistically

> Defining the 
boundaries of an 
organization to be 
changed holistically

> Considering all 
relevant change 
dimensions in change 
management

Holistic definition of 
solutions and 
boundaries

> Empowering the 
change organization

> Empowering change 
projects and change 
programs

> Developing resilient 
structures by a 
change

Empowerment and 
resilience

> Communicating with 
change plans, score 
cards etc. 

> Performing stand up-
meetings, reflections 
in the change 
organization

Frequent, visually 
supported 

communication

> Promoting 
organizational and 
individual learning in 
the change

> Promoting changes of 
a change

Continuous and 
discontinuous 

change

> Ensuring quick wins in 
a change

> Stopping unsuccessful 
changes in time

> Performing the 
change efficiently

Quick realization of 
results and efficiency

Fig. 14.9: RGC management values and change managing.
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To enable holistic solutions, all relevant change dimensions must be considered. Th ese 
can be the services of the organization, its markets, business processes, organizational 
structure, personnel, infrastructure, budget and fi nancing, as well as its stakeholder 
relations. Th e defi nition of the relevant change dimensions provides a basis for a holis-
tic defi nition of the change vision.

A holistic approach to change managing means that all sub-processes of change man-
aging and their relations are considered and that methods for change managing are 
used in relation to each other.

Sustainable Business Value as Success Criterion

“Agility is the ability to both create and respond to change in order to profi t in a turbu-
lent business environment".6

To be agile, therefore, means not only to react, but also to act in order to create benefi ts.

To achieve a sustainable business value for the changed organization is the success 
criterion of a change. Th e economic, ecological, and social consequences of a change, 
but also its short, medium, or long-term nature, as well as its local, regional, and 
global consequences, are to be considered. Th e benefi ts of a change can be optimized 
by benefi ts realization controlling.

Th e principles of sustainable development also infl uence the business process “Change 
managing”. So, for example, the objectives of change managing can be diff erentiated 
into economic, ecological, and social objectives, and stakeholders can be involved in 
change managing. Th e principles of sustainability can be applied in the methods of 
change managing—for example, in the development of the change vision.

Quick Realization of Results and Effi  ciency

In change managing, quickly and relatively easily achievable results are identifi ed as 
“quick wins”. Quick wins arise in the projects performed for a change. Th e planning 
and controlling of quick wins therefore requires coordination between the change 
manager and the corresponding project managers.

Th e timing of quick wins can be seen in Figure 14.10. Th e benefi ts of quick wins include 
not only motivating employees of the organization to be changed, but also optimizing 
the cost–benefi t ratio of the investment implemented by a change (see Fig. 14.11).

Th e change process must be structured so that the probability of change success can 
be assessed at an early stage on the basis of interim results. An unsuccessful change 
should be discontinued at an early stage.
6  See Highsmith J., 2010, p. XXIII.
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Changes and change managing must both be effi  cient and lean. Only measures that 
contribute to realizing the change vision are to be implemented in a change. Com-
munication with change stakeholders is appropriate if not too much information is 
provided and information is not provided at the wrong time. Standardized processes 
can often signifi cantly improve effi  ciency in change managing. Th e institutionaliza-
tion of change managing in the organization is a precondition for this.

Iterative Approach

In changes, an iterative approach can contribute to achieving sustainable business 
value. In an iterative approach, the defi nition of requirements and the development of 
the content-related solution are performed iteratively. Th e solution requirements to be 
fulfi lled by the change are concretized and prioritized on an ongoing basis.

Quick wins in the change are made possible by creating “minimum viable products”. 
Diff erent components of the solution are stabilized during development in multiple 
cycles of designing, developing, testing, and applying (see Fig. 14.12).

Without Quick Wins With Quick Wins

Benefits Costs NPV Benefits Costs NPV

 Fig. 14.11: OpƟ mizing the cost–benefi t raƟ o of an investment by quick wins.

Quick
Wins

Project Using the solution

Project Using the solution

 Fig. 14.10: Timing of quick wins.



Change IniƟ aƟ ng and Change Managing

391

14

Change managing can also be performed iteratively: At a meta-level, an iterative plan 
is the result of a process-oriented change architecture. Th is creates chains of processes 
as well as chains of projects or programs. Th e cyclical development of change plans 
such as the change vision, the change stakeholder analysis, the change communica-
tion plan, quick wins plan, etc. in change initiating, change starting, and change 
controlling also corresponds to an iterative approach.

Context Orientation

Context orientation in change managing means that change contexts such as the 
investment implemented by the change, the objectives and strategies of the imple-
menting organization, and relations with change stakeholders are all considered.

Change stakeholders are to be identifi ed, and relations with them are to be explicitly 
managed to ensure sustainable results. A distinction must be made between change 
and project stakeholders, as not all project stakeholders are “aff ected” by the change, 
and stakeholders have diff erent expectations for a project and the associated change.

As in project managing, “management for stakeholders” can also be practiced in 
change managing, stakeholders can be involved in managing, and an integrated change 
organization can be designed.

Fig. 14.12: IteraƟ ve approach in the change process.
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Continuous and Discontinuous Learning

Th e complexity and dynamics of a change necessitate continuous learning, but some-
times also discontinuous learning. Learning by members of the change organiza-
tion and by the change projects must be promoted by frequent refl ections and feed-
back. Th is ensures effi  ciency in the change process and innovative change results. A 
“change of a change” may be necessary—for instance, as a result of new conditions in 
the implementing organization.

Frequent, Visually Supported Communications

In changes, a distinction must be made between the change management commu-
nication in the change organization and the change communication with change 
stakeholders. 

Appropriate communication with change stakeholders is an important change manag-
ing task. Th e objectives and strategies of the communication, its intensity, the formats 
used, etc. must be explicitly planned. Th e visualization tools of the projects, of a pos-
sible program, and of the change itself can be used. According to Kotter, the change 
vision is the most important tool for change communication with stakeholders.7

Appropriate spatial and ICT infrastructure is to be provided to support communications 
within the change organization and with change stakeholders.

Empowerment and Resilience

Empowerment and resilience can be interpreted as relating to the change objectives 
and to the change process.

Th e objective of a change is to create structures that are empowered and resilient. To 
ensure the sustainability of the changed organization, it should promote the individ-
ual responsibility of employees and of the permanent and temporary organizational 
units as much as possible. Th e structures created should also ensure a high degree of 
stability by means of an appropriate “fl ow equilibrium”.

Empowerment in the change process means that both the change organization and 
the projects and/or programs performed are given responsibility for implementing the 
change. Th e transfer of responsibility to diff erent temporary organizations requires 
clear structures and rules. Th e strong diff erentiation of the change architecture is to 
be balanced by extensive integration measures.

Th e stability of the change process must not be jeopardized, even if some of the 
change projects have problems. Th e resilience of a change is to be ensured in a similar 
way to that of a program. To this end, agile and redundant structures are to be created 
and quick wins secured, as these contribute to the stability of a change.
7  KoƩ er, J.P., 1996, p. 85ff .
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Values determine the objecƟ ves pursued in change managing, the tasks to be per-
formed, the methods to be used, and the roles to be fulfi lled.

 14.7 Change Managing: Benefi ts

Th e benefi ts of change managing are contribution to sustainable change results and 
the assurance of an effi  cient and transparent change process. Eff ective results are 
made possible by giving a change vision a strong business focus. In detail, the follow-
ing benefi ts of professional change managing can be defi ned:

> Competitive advantages such as high quality of results, low change costs, and 
short change duration,

> Transparency through providing realistic change plans and consistent change 
reports,

> Clarity about the change status, 
> Appropriate bases for change-related management decisions,
> Individual and organizational learning through refl ections,
> Fulfi lled expectations of change stakeholders through appropriate stakeholder 

com munication and involvement,
> Optimized relations between the change and its projects and programs,
> Optimized cost–benefi t ratio of the investment implemented, and
> Necessary information for project portfolio management.

Without change managing, there is a high risk that change results will not be accepted 
by stakeholders. If change managing is reduced to the implementation of change 
communication, or if it is confused with the performance of content-related tasks, 
this benefi t cannot be achieved.

 14.8 RelaƟ ons Between Change Managing and Project or 
Program Managing
“Changes by projects!”—Th is strategy requires an analysis of both general and change 
type-specifi c relations between change managing and project or program managing.

General Relations Between Change Managing and Project or Program Managing

Th e following general relations between change managing and project or program 
managing exist:

> Th e managing of projects or programs usually takes place within the scope of 
changes. For this reason, change managing defi nes objectives, rules, and stan-
dards to be considered in managing projects or programs of a change.
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> Project or program communication is an integral part of change communi-
cation. Project or program communication must be coordinated with change 
communication.

> Change stakeholders are to be distinguished from project or program stake holders. 
On the one hand, there are project stakeholders who have only project-related 
expectations. On the other hand, project stakeholders can also be change stake-
holders. In this case, they have diff erent expectations for the project and the change.

> “External” contracting projects contribute to changes in customer organizations. 
A shared change managing and project managing understanding of the contrac-
tor and of the customer organization creates win-win situations.

> Quick wins of changes are achieved in projects. Th e planning of quick wins must 
therefore be performed jointly by members of the change organization and the 
respective project organizations.

> Program and project owners, program and project managers, and program and 
project team members contribute to changes.

> Th ere are diff erences between program and project managers and change man-
agers: Program and project managers are responsible for the program or project 
results and perform integrative functions in programs or projects. Change man-
agers are responsible for change results and the integration in changes.

> Th e role of project manager also diff ers from the role of change manager in its short-
term orientation (for a project) compared to the medium-term orientation (for a 
change). To make cooperation more effi  cient, there is a need to ensure appropriate 
role understandings of the change managers and program or project managers.

> Projects and programs as temporary organizations may also require changes. Th e 
members of the program and project organizations may therefore also require 
change managing competencies. Second-order changes of projects are project 
transforming and project repositioning.

> Change management methods can be used in projects, even if no changes are 
formally defi ned. For example, planning the stabilization of a solution in the post- 
project phase should be part of a project.

Change Type-Specifi c Relations Between Change Managing and 
Project or Program Managing

Diff erent approaches are needed to manage the change types “Further developing”, 
“Transforming”, and “Radical repositioning”. In further developing, change manage-
ment roles are to be fulfi lled by project role holders, and no separate formats for 
change management communication are required. Fewer change managing methods 
are used than in transforming, and the change plans are less detailed. Th is keeps the 
managing of further developments “lean”.

In further developing, change management roles are fulfi lled by those responsible for 
fulfi lling project roles. Th is means that the project owner is also the change owner, 
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the project manager is also the change manager, and the project team is also the 
change team. To ensure continuity in a chain of projects, the project owner of an 
implementation project should also be the project owner of a possible subsequent sta-
bilization project. Th e project manager and the project team are to be newly defi ned 
for the stabilization project. Th e change manager and change team are thereby also 
newly established.

Although change managing in further developing is less formalized in an organi-
zational sense, it must nevertheless be ensured that change managing tasks are ful-
fi lled professionally. So, for example, change managing tasks must be shown in the 
work breakdown structure in addition to project managing tasks as “(contribution to) 
change managing”.

In transforming, persons are explicitly assigned to the change management roles. 
Only in exceptional cases will the same persons perform change roles and program 
or project roles. Separate formats are used for change management communication. 
Th e change owner must coordinate with the program owner and the project owners, 
and the change manager must coordinate with the program manager and the proj-
ect managers. Th e contributions of the program and the projects to the change are 
thereby coordinated.

Th e owners, managers, and team members of programs and projects require appro-
priate change managing competencies in order to be able to make the following con-
tributions to the change “Transforming”:

> contribution to defi ning strategies and measures for managing change stakeholder 
relations,

> contribution to change communication,
> contribution to the planning of quick wins,
> contribution to the planning of stabilization measures,
> contribution to determining the change status as part of change controlling, and
> contributions to adapting the change vision and the change structures.

Th e effi  ciency of a change as well as of its projects and programs and the quality of the 
results can be ensured by considering these relations between change managing and 
project or program managing.

  14.9 Change IniƟ aƟ ng and Change Managing: Case Study 
“Values4Business Value”

Perception of “Values4Business Value” as a Change

In conceptualizing “Values4Business Value”, the further development of RGC manage-
ment approaches, services, and products was identifi ed as a change for RGC. Th e change 
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was perceived as “Further developing”. Th e change and the associated investment were 
given the name “Values4Business Value”, because value orientation in management and 
the securing of sustainable business value for customers were key objectives.

Th e change was initiated together with the initiation of the project “Developing Values-
4Business Value”. Th e following initial change plans which were developed are shown 
in Tables 14.9 to 14.14 and above in Figures 14.10 and 14.11 (page 390):

> change vision,
> change architecture,
> change management organization,
> change stakeholder analysis,
> relations with change stakeholders,
> change management communication plan, and
> change communication plan.

Th e initial change plans were attached to the change proposal (see Table 14.15 on 
page 402). Th e change assignment was issued together with the project assignment. 
Th e initial change plans were adapted during change starting, and in addition, a 
quick-wins plan (see Table 14.16 on page 404) was developed.

Initial Change Plans

Th e vision of the change “Values4Business Value” was defi ned for December 2019 
(see Table 14.9).

“Values4Business Value” was chosen as a slogan, and for each change dimension 
vision statements were formulated. Th e objectives defi ned in the change vision were 
to contribute to the realization of the strategic objectives of RGC:

> contributions made to sustainable project, program, and change managing in the 
society,

> sustainable business values secured for RGC customers,
> evolutionary growth of RGC in the DACH region,
> Th eme leadership in process, project, program, and change managing in the sci-

entifi c and consulting community,
> management of RGC further professionalized, and
> employee satisfaction ensured by value-oriented management.

Th e architecture of the change “Values4Business Value” and its context in time can be 
seen in Figure 14.13. Th e change included the process “Developing Values 4Business 
Value”, which was performed by a project, and the process “Stabilizing Values4Business 
Value”, which was performed by a small project. Before these processes, “Values4-
Business Value” was conceptualized by a working group. “Values4Business Value” 
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Change Vision
Values4Business Value
V. 1.001 v. S. Füreder per 5.10.2015

Change dimension  Vision statement 

Services and products

• Services and products for sustainable project, program, and change
managing developed and communicated in the society
• Book PROJECT.PROGRAM.CHANGE published in German and in
English

Businesses • Contributed to an evolutionary growth of the RGC in the DACH
region by management innovations

Organization

• Management of the RGC professionalized further by values
orientation and application of further devolped management
approaches
• Stakeholder-orientation improved

Personnel
• Personnel bound through attractive jobs
• Contributed to an international recognition of the RGC consultants
as management experts and management innovators

Stakeholder realtions

• Basis developed for assuring RGC customers sustainable business
values, empowerment, resilience and efficiency, context orientation,
and stakeholder orientation
• Contributed to the thematic leadership in the scientifc & consulting
community by publishing PROJECT.PROGRAM.CHANGE
• Additional cooperation with publisher realized

Change slogan
Values4Business Value

Table 14.9: Case Study “Values4Business Value”—Change Vision

Conceptualizing
Values4Business 

Value

Developing
Values4Business 

Value

Stabilizing
Values4Business 

Value
Using Values4Bsuiness 

Value

1/15 10/15 12/17 12/193/17

Investment
Values4Business Value

Change
Values4Business Value

Working 
group

Project Small project
Permanent 

organization

Fig. 14.13: Architecture of the change “Values4Business Value”.
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was supposed to be used by the permanent organization of RGC. Table 14.10 briefl y 
describes the two change processes.

Th e change owner, the change manager, and the change team were defi ned as change 
management roles. Th ese change management roles were performed by RGC employ-
ees, together with the roles project owner, project manager, and project team of the 
project “Developing Values4Business Value”. 

It was planned to retain the project owner in the follow-up project “Using and Stabi-
lizing Values4Business Value”. It was expected that the project manager and project 

Processes of the Change "Values4Business Value“
Values4Business Value
V. 1.001 v. S. Füreder per 5.10.2015

Process objectives

• RGC Management approaches and services further developed and
documented in a book
• Customers bound and won by further developed management approaches
• Basis for increased revenues and contribution margins developed
• Cooperation with publisher developed further
• Peer Review Group established for quality assurance
• RGC management professionalized and personnel developed further

Process start date 10/1/2015
Process end date 3/31/2017
Pre-process phase Conceptualizing Values4Business Value
Post-process phase Using and stabilizing Values4Business Value
Organization for implementing the 
processes

Project

Owner R. Gareis, L. Gareis
Manager S. Füreder

Process objectives

• RGC services optimized
• RGC approach for porcess managment developed further
• Additional personnel development performed
• Additional marketing for Values4Business Values performed

Process start date 4/3/2017
Process end date 12/22/2017
Pre-process phase Developing Values4Business Value
Post-process phase Using Values4Business Value
Organization for implementing the 
processes

Small project

Owner R. Gareis, L. Gareis
Manager S. Füreder

Process: Developing Values4Business Value

Process: Stabilizing Values4Business Value 

Table 14.10: Processes of the Change “Values4Business Value”
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 Table 14.12: Case Study “Values4Business Value”—Change Management CommunicaƟ on Plan

Change Management Communication Plan 
Values4Business Value
V. 1.001 v. S. Füreder per 5.10.2015

Communication format Participants Content Date Responsible
Change start workshop Change team and 

change owner
Starting the change, 
detailing the change 
plans

10/2015 Change manager

Change team controlling 
meeting

Change team Controlling the change Once per 
month

Change manager

Change owner meeting Change owner, Change 
manager

Strategic change 
management decisions

Once per 
month

Change manager

Peer Review Group workshop Change owner, Change 
manager, Peer Review 
Group members

Communicating the 
change

Twice Change manager

Change closing workshop Change team and 
Change owner

Closing the change 03/2017 Change manager

Change Management Roles
Values4Business Value
V. 1.001 v. S. Füreder per 5.10.2015

Change owner Roland Gareis, Lorenz Gareis
Change manager Susanne Füreder

Change team Roland Gareis, Lorenz Gareis, Susanne Füreder
Change agents Members of the Peer Review Group

 Table 14.11: Case Study “Values4Business Value”—Change Management Roles

team roles, and thus also the change manager and the change team, would be held 
by diff erent people than in the develop ment project. Th e members of the peer review 
group were identifi ed as “informal” change agents, who contributed to communicat-
ing “Values4Business Value” to the community (see Table 14.11).

Th e participants, contents, dates, and responsibilities for the diff erent formats for 
change management communication were specifi ed in a change management com-
munication plan (see Table 14.12).

Th e results of a change stakeholder analysis developed in October 2015 are shown 
in Figure 14.14. Change stakeholders were diff erentiated according to their power to 
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infl uence the change and their buy-in. Th is analysis was periodically adapted during 
the change. Th is also provided a basis for adapting the strategies and measures for 
managing relations with change stakeholders. Th e strategies and measures for manag-
ing the relations as of October 2015 are described in Table 14.13.

Assumptions based on the stakeholder analysis were that stakeholders close to RGC, 
such as the consultants and network partners, would have both the opportunity to 
infl uence the change and the willingness to support the change. RGC customers 
would have to be informed and convinced about the benefi ts of the change results. 

Th e project management associations such as the IPMA (International Project Manage-
ment Association) or the PMI (Project Management Institute) were considered as 
“undecided” and had to be appropriately informed to make them “allies”.

Th e analysis of change stakeholders and the planning of relations with them formed 
the basis for the development of an initial change communication plan for the period 
October to December 2015 (see Table 14.14 on page 402).

Change proposal

In the change proposal, the key information about the change “Values4Business 
Value” was summarized and supplemented by the initial change plans that had been 
developed. Th is information provided the basis for the RGC management decision to 
assign the change as planned.

Supporters Allies

Blockers Adversaries

Buy-in

Influence

Peer Review 
Group 

members

RGC 
Consultants

RGC 
network 
partner

RGC Office 
staff

Publisher

Competitors

RGC clients

PM 
associations

PM 
Community

Fence Sitters

 Fig. 14.14: Case study “Values4Business Value”—Analysis of change stakeholders.
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 Table 14.13: Case Study “Values4Business Value”—RelaƟ ons with Change Stakeholders

Relations with Change Stakeholde s
Values4Business Value
V. 1.001 v. S. Füreder per 5.10.2015

Stakeholder
Interpretation of the position 

(Influence, Buy in)

Strategy for 
managing 

the relation
Measures for managing the 

relation Responsible

Peer Review Group 
members

Have the possibility to represent 
"Values4Business Value“ in the 
management community; identify with 
the change

Cooperating Planning communication objectives and 
content

Change owner

RGC consultants Inform customers about the change and 
the management innovations; inform the 
RGC office staff and the networking 
partners

Cooperating 
closely

Content-related communication, 
contribution in the Peer Review Group, 
implementation of innovations in customer 
contracts

Change owner

RGC networking partners Are interested in the results, but are not 
involved intensively

Cooperating Contribution in the Peer Review Group; 
implementation of innovations in customer 
contracts

Change owner

RGC office staff Are interested in the results; have also 
additional tasks to fulfill in the change

Cooperating 
closely

Contribution to the change; continuous 
information about the change in the "RGC 
Grenzchen“

Change owner

Publishers Can support the information of the 
management community; are interested 
in the success of the publication

Cooperating Common marketing of the publication Change manager

Competitors Are interested in the management 
innovations

Not cooperating

RGC customers Are interested in the management 
innovations

Informing and 
cooperating

RGC consultants

Management 
community

Are interested in the management 
innovations

Informing Informing about essential innovations of 
the publication, about new services through 
different media

Change owner, 
Change manager

Project management 
associations

Are interested in the management 
innovations; possibly expect content-
related conflicts of interest

Informing Information about management 
innovations, about connections to other 
shared approaches

Change owner

Blockers

Adversaries

"Fence Sitters"

Allies

Supporters

Additional Change Plans

In change starting, the initial change plans were adapted and a quick wins plan was 
developed (see Table 14.16 on page 404). Because the project “Developing Values-
4Business Value” and consequently the associated change took some time, it seemed 
important to identify quick wins to secure benefi ts for RGC and motivation of the 
members of the change organization.

Essential quick wins were to be secured by “prototyping”. Contributions to various 
conferences and the design of seminars on the topics “Agility & Processes”, “Sustain-
able Development”, “Benefi ts Realization Management”, “Agility & Projects”, etc. 
were identifi ed as quick wins. 

Th is prototyping was to be a fi rst step in collecting essential insights for the further 
development of management approaches.
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 Table 14.14: Case Study “Values4Business Value”—Change 
CommunicaƟ on Plan: October to Decemter 2015

Change Communication Plan: October to December 2015
Values4Business Value
V. 1.001 v. S. Füreder per 5.10.2015

Change stakeholder
Communication 

format Content Date Responsible

RGC staff RGC Grenzchen Information aber the change, 
about roles in the change

October and 
December

Change owner

RGC consultants Project team meetings Information aber the change, 
about roles in the change; 
decisions about content-related 
cooperation

Once per 
month

Change owner

RGC networking partners Mail Information aber the change, 
about roles in the change

November Change owner

Publisher Manz Meeting Information about the change, 
about content and form of the 
publication; planning the book 
marketing

December Change manager

RGC internal change stakeholders

RGC external change stakeholders

Change Proposal
Values4Business Value
V. 1.001 v. S. Füreder per 5.10.2015

   Roland Gareis, Lorenz Gareis    Susanne Füreder
Change team members
   Roland Gareis, Lorenz Gareis, Susanne Füreder
Change vision

Change type
Further developing
Change owner Change manager

Services and products for sustainable project, program, and change managing developed and communicated in 
the society
Book PROJECT.PROGRAM.CHANGE published in German and in English
Contributed to an evolutionary growth of the RGC in the DACH region by management innovations
Management of the RGC professionalized further by values orientation and application of further devolped 
management approaches
Stakeholder orientation improved
Personnel bound through attractive jobs
Contributed to an international recognition of the RGC consultants as management experts and management 
innovators
Basis developed for assuring RGC customers sustainable business values, empowerment, resilience and 
efficiency, context-orientation, and stakeholder-orientation
Contributed to the thematic leadership in the scientifc and consulting community by publishing 
PROJECT.PROGRAM.CHANGE
Additional cooperation with publisher realized

 Table 14.15: Case Study “Values4Business Value”—Change Proposal

(conƟ nues on next page)
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   Evolutionary growth of the RGC realized
   Professional management of the RGC developed further

Organization to be changed
   RGC

Change stakeholders
   RGC consultants, RGC network partners, RGC office, publisher
   Peer Review Group 

Change dimensions
   Services and products, markets
   Organization, personnel,  stakeholder realtions
Relations to strategic objectives of the organization
   Contribution to a sustainable project managment, program management, and change management  
   developed in the society
   Sustainable business values assured for RGC customers

Thematic leadership for process, project, program, and change managing represented in 
the scientifc and consulting community   

   RGC customers

   Initial change plans

   Management community, project management associations
Change architecture Change management costs
   Project: Developing Values4Business Value Communication with RGC consultants, networking 

partners, management community, and RGC 
customers

   Small project: Stabilizing Values4Business Value    Stakeholder specific analysis of the sense of 
   urgency for the change

Change start date Change end date
   05.10.2015    20.12.2017
Annex

Change initiator Change initiating team

 Table 14.15: Case Study “Values4Business Value”—Change Proposal (cont.)
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Quick Wins Plan
Values4Business Value
V. 1.001 v. S. Füreder per 5.10.2015

economic ecological social

1.2.2 Prototyping by the conference 
"Agility & Processes"

x x M M 1/16 R. Gareis

1.2.3 Prototyping by the forum 
"Developing sustainable"

x L M 2/16 R. Gareis

1.2.4 Prototyping by the seminar 
"Agility & Projects"

x x M H 3/16 L. Gareis

1.2.6 Prototyping by consulting a 
digital transformation

x x M M 3/16–6/16 M. Stummer

1.2.7 Prototyping by further 
developing sPROJECT"

x x x M L 3/16–6/16 L. Gareis

1.2.9 Prototyping by HP 16 "Benefits 
Realization Controlling"

x x M H 5/16 R. Gareis

WBS-
Code Work Package

Categorization

Planned date 
of realization Responsible

Impact Realization 
effort

L / M / H
Benefits
L / M / H

 Table 14.16: Case Study “Values4Business Value”—Quick Wins Plan
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 15  Strategies, Structures, and Cultures of the 
Project-Oriented OrganizaƟ on

An organization that regularly defi nes projects and programs to perform relatively 
unique and comprehensive business processes can be perceived as a “project-oriented 
organization”. A project-oriented organization defi nes “managing by projects” as an 
organizational strategy. It has specifi c structures and cultures for managing projects, 
programs and project portfolios. Th ere are specifi c permanent organizational units of 
a project-oriented organization—namely, a project portfolio group, a PMO (Project 
Management Offi  ce), and expert pools.

Because of the specifi c strategies, structures, and cultures, a project-oriented organiza-
tion also has specifi c guidelines and rules for corporate governance. Th ese are created 
when developing as a project-oriented organization.

An example of an organization chart of a project-oriented organization is shown below.

OrganizaƟ on chart of a project-oriented organizaƟ on (example).
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 15  Strategies, Structures, and Cultures of the 
Project-Oriented OrganizaƟ on

15.1 Project-Oriented Organization: Overview

  15.1.1 Project-Oriented Organization: Defi nition

  15.1.2 Dynamics of the Project-Oriented Organization 

  15.1.3  Project-Oriented Organization: Management Objects of Consideration

15.2  Objectives, Strategies, and Business Processes of the Project-Oriented 
Organization

  15.2.1 Objectives and Strategies of the Project-Oriented Organization

  15.2.2 Business Processes of the Project-Oriented Organization

15.3 Managing the Structures of the Project-Oriented Organization 

  15.3.1 Flat Structures of the Project-Oriented Organization 

  15.3.2 Organization Chart of the Project-Oriented Organization 

  15.3.3 Specifi c Organizational Units of the Project-Oriented Organization

15.4 Cultures of the Project-Oriented Organization

  15.4.1 Organizational Culture and Management Paradigm 

  15.4.2 Agility and Resilience of the Project-Oriented Organization

  15.4.3 Subcultures of the Project-Oriented Organization 

15.5 Corporate Governance and Developing as a Project-Oriented Organization

  15.5.1 Corporate Governance: Defi nition

  15.5.2 Corporate Governance of the Project-Oriented Organization 

  15.5.3 Guidelines and Standards of the Project-Oriented Organization 

  15.5.4 Developing as a Project-Oriented Organization

15.6 Further Developing as a Project-Oriented Organization: Case Study RGC



Strategies, Structures, and Cultures of the Project-Oriented OrganizaƟ on

407

15

  15.1 Project-Oriented OrganizaƟ on: Overview

15.1.1 Project-Oriented OrganizaƟ on: Defi niƟ on

An organization that performs repetitive routine business processes “by the perma-
nent organization” and performs relatively unique, risky, and comprehensive processes 
“by projects and programs” can be perceived as a “project-oriented organization”. Th e 
temporary organizations are combined with the permanent line organization units.

A project-oriented organization is characterized by projects and programs. In addition 
to the repetitive, non-comprehensive processes of the line organization, several projects 
are started, managed, closed, or discontinued simultaneously. Th is produces a “fl ow 
equilibrium”, which ensures fl exibility in the development of the organization. Th e 
more projects and programs a project-oriented organization performs, the greater its 
management complexity becomes. Th is is due in part to the complexity and dynamics 
of individual projects and in part to the diversity of relations between projects.

A project-oriented organization has the following characteristics:

> Management by projects is explicitly defi ned as an organizational strategy.
> In addition to profi t centers and service centers, projects, programs, networks of 

projects, chains of projects, and project portfolios are objects of management.
> A project portfolio group, a PMO, and expert pools are specifi c permanent orga-

nizational units with integrative tasks.
> Employees have competencies in project, program, project portfolio, and change 

managing.
> Organizational competencies for project, program, project portfolio, and change 

managing are ensured by appropriate governance structures.
> A systemic management paradigm characterized, for example, by business value 

as a success criterion, empowerment, resilience, and sustainable development, etc. 
is applied.

Th ese characteristics of a project-oriented organization may vary depending on the 
size of the company or the number of projects performed simultaneously. For exam-
ple, small businesses like RGC have no project portfolio group or PMO. Th ese tasks 
can be fulfi lled, for example, by the managing director or by the management team.

An organization can be seen from diff erent perspectives, such as the perspective of mar-
keting or technology. “Project orientation” represents a possible construction of reality. 
By seeing an organization as a project-oriented organization, opportunities for inter-
vention can be created that increase the potential for successful projects and programs.

A project-oriented organization has specifi c strategies, organizational structures, 
and cultures for managing projects, programs, and project portfolios. Creating the 
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appropriate “organizational fi t” between the strategies, structures, and cultures is a 
challenge in managing a project-oriented organization (see Fig. 15.1).

An organization can also perform projects without providing the strategic, structural, 
and cultural prerequisites for their success. Th e characteristics of such a non-project- 
oriented organization are described in Table 15.1.

Defi niƟ on: Project-Oriented OrganizaƟ on

An organizaƟ on which—in addiƟ on to performing rouƟ ne business processes by the 
permanent organizaƟ on—performs relaƟ vely unique, risky, and comprehensive busi-
ness processes by projects and programs can be perceived as a “project-oriented 
organizaƟ on”. A project-oriented organizaƟ on is characterized by specifi c strategies, 
structures, and cultures.

15.1.2 Dynamics of the Project-Oriented OrganizaƟ on

A project-oriented organization is characterized by dynamic boundaries (see Fig. 15.2).

Th e number, objectives, and size of the projects and programs of a project-oriented 
organization are constantly changing, as are the required resources and cooperation 
partners. For example, the annual budgets of IT companies or engineering companies 
that perform contracts by projects can vary by more than 50 percent.

Th e contexts of a project-oriented organization are also dynamic. Relations with new 
project stakeholders have to be managed, and cooperations have to be established as 
required. Th e more projects an organization has in its project portfolio and the more 
diverse these projects are, the greater the dynamics and complexity of the organization.

Project-oriented
organization

Management by projects
as organization strategy

Permanent and
temporary structures

Systemic management
as culture element

Fig. 15.1: “OrganizaƟ onal fi t” of the project-oriented organizaƟ on.
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Table 15.1: CharacterisƟ cs of a Non-Project-Oriented OrganizaƟ on

Fig. 15.2: Dynamic boundaries of the project-oriented organizaƟ on.
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To cope with dynamics, a project-oriented organization needs competencies for 
refl ecting, organizational learning, and strategic controlling. Project-oriented orga-
nizations have good learning opportunities, but also a high crisis potential. Learn-
ing opportunities are mainly provided by the possibility to monitor projects. New 
approaches are applied in projects, and project stakeholders can be observed during 
project performance. Th is information can be used for learning. Crises in a project- 
oriented organization can result, for example, from inadequate management compe-
tencies, too-closely coupled projects, or inadequate perception of the dynamics of the 
organization itself.

 15.1.3 Project-Oriented OrganizaƟ on: Management Objects of 
ConsideraƟ on 

In addition to the structures of the permanent organization, projects and programs 
are important objects of consideration for managing the project-oriented organiza-
tion. Because of the simultaneous performance of multiple projects and programs, 
the project-oriented organization is strongly diff erentiated. To fulfi ll integrative func-
tions, projects and programs can be clustered in project portfolios, project networks, 
and project chains (see Fig. 15.3). Relations between projects can be considered by 
means of these clusters. Synergies can be created and possible confl icts avoided in 
order to enable the realization of the organization’s objectives.

Relations between projects

All projects of a 
project-oriented 

organization

A set of coupled 
projects

A set of sequential 
projects

A set of closely 
coupled projects & 

work packages

At a point of time At a point of time Over a period of 
time

Over a period of 
time

Project portfolio Network of 
projects

Chain of projects Program

Cluster of projects

Fig. 15.3: Clusters of projects.

Project portfolios, networks of projects, and chains of projects are thus additional 
objects of consideration for managing the project-oriented organization.

A project portfolio is the set of all projects (and programs) of a project-oriented organi-
zation. Th e project portfolio includes all current (and possibly also planned, stopped, 
and closed) projects and programs at a particular point in time. A project portfolio is 
a construct at a particular point in time.

A network of projects is a set of relatively closely coupled projects. Diff erent criteria, 
such as the use of a common technology, performance in the same geographic region, 
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or performance for a common customer, can be used to relate projects in a network. 
Th e relevant criterion for constructing a network of projects is to be defi ned in each 
case. A network of projects is a construct at a particular point in time. An example of 
a network of projects is the network of the tendering, contract performing, and joint 
venturing projects of an engineering company in a regional market.

A chain of projects is a set of sequential projects for performing sequential business 
processes. It is a specifi c form of a network of projects. A chain is a construct over a 
period of time. Chains of projects and programs are also possible (e.g., a conceptual 
project followed by an implementation program). Examples of chains are the chain of 
projects “Conceptualizing an IT application” and “Implementing an IT application” 
or the chain “Tendering for a contract” and “Performing the contract”.

Unlike projects and programs, project portfolios, networks of projects, and chains of 
projects are not organizations but clusters of temporary organizations. Individual and 
organizational competencies are required to manage these clusters.

   15.2 ObjecƟ ves, Strategies, and Business Processes of the 
Project-Oriented OrganizaƟ on

15.2.1 ObjecƟ ves and Strategies of the Project-Oriented 
OrganizaƟ on

A project-oriented organization considers temporary organizations as a strategic option 
for its organizational design. By defi ning “managing by projects” as an organizational 
strategy, the following objectives are to be realized:

> increased organizational fl exibility through the use of temporary organizations,
> delegation of management responsibility to projects and programs,
> objectives-oriented work in projects and programs, and
> individual and organizational learning based on monitoring of projects and 

programs.

“Management by projects” also realizes strategic objectives of human resource manage-
ment. In projects, the management methods management by objectives, management 
by delegation, management by motivation, etc., which are often isolated or in com-
petition with one another, can be operationalized and integrated. “Management by 
projects” uses the motivation and personal development functions of projects as a 
management strategy.

By defi ning and performing projects, many organizations implicitly use “managing by 
projects”. Th e achievement of competitive advantages requires an explicit defi nition of 
this strategy and the provision of corresponding structural and cultural requirements.
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“Management by projects” is an organizaƟ onal and personnel strategy of a project- 
oriented organizaƟ on. For successful managing, companies use both permanent 
organizaƟ ons, such as profi t centers or service centers, and temporary organizaƟ ons—
namely, projects and programs.

15.2.2 Business Processes of the Project-Oriented OrganizaƟ on

A project-oriented organization is characterized by the following business processes:

> project initiating and program initiating,
> project managing and program managing,
> project or program consulting,
> change initiating and change managing,
> project portfolio managing,
> networking of projects,
> managing the structures of the project-oriented organization, and
> managing project personnel.

Th e objectives of “Project initiating” and “Program initiating” are the defi nition of 
an adequate organization for the performance of a relatively unique, comprehensive 
business process and the provision of initial project or program plans. Th e objectives 
of the business processes “Project managing” and “Program managing” are contrib-
uting to the successful performance of a project or program.

Th e objective of the business processes “Project consulting” and “Program consulting” 
is to ensure professional project or program managing. Th e objective of initiating a 
change is to defi ne the structures for managing a change. Th e objective of change 
managing is to contribute to the successful implementation of a change.

In the business process “Project portfolio managing”, the objectives and the resources 
of the projects of the project portfolio should be aligned with the objectives and 
strategies of the project-oriented organization so that project portfolio results are opti-
mized. By networking between projects, synergies should be created and confl icts 
between the projects of a network should be avoided.

Th e objective of managing the structures of the project-oriented organization is to 
create organizational structures such as a project portfolio group, a PMO, and expert 
pools to promote the successful performance of projects and programs. Th e objective 
of project personnel managing is to provide the required number of appropriately 
qualifi ed project personnel.

Project initiating and project managing are described in Chapters 5 and 6, program 
initiating and program managing in Chapter 13, and change initiating and change 
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managing in Chapter 14. Managing the structures of the project-oriented organiza-
tion is described in the following section of this chapter. Project and program con-
sulting, project portfolio managing, networking of projects, and managing project 
personnel are described in Chapter 16.

  15.3 Managing the Structures of the Project-Oriented 
OrganizaƟ on

15.3.1 Flat Structure of the Project-Oriented OrganizaƟ on

Th e permanent structures of an organization are designed for the effi  cient perfor-
mance of routine processes. Th e organizational structure should provide the employees 
with orientation by clearly allocating tasks, competencies, and responsibilities, as well 
as providing concrete guidelines for action. It should also ensure continuity in rela-
tions with stakeholders of the organization.

Th ese objectives can be achieved by a stable, permanent organization such as a hier-
archical line organization. On the other hand, an organization that regularly imple-
ments projects with diff erent objectives and sizes requires fl exible, networked organi-
zational structures.

Organizations can be placed on a continuum between an extreme “steep, hierarchical 
structure” and a “fl at, networked structure”. Th e position on this continuum is deter-
mined by the relation of routine processes performed by the line organization and 
processes performed by projects. Th ough there are no rules for the optimal position-
ing of an organization, a trend towards fl atter, networked structures may be observed.

Th e use of projects causes organizations to become fl atter and more fl exible (see Fig. 15.4). 
Th e fl attening is a result of an increase in breadth of communication and a (partial) 

PM

Project A

PM

Project B

POPO

Legend:
PO … Project owner
PM … Project manager

Fig. 15.4: FlaƩ ening of organizaƟ ons by projects.
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reduction in the number of hierarchical levels. Flexibility also arises from the tempo-
rary character of projects. Projects are established and then dissolved once the project 
objectives have been fulfi lled.

 15.3.2 OrganizaƟ on Chart of the Project-Oriented OrganizaƟ on

Th e organizational structure of a project-oriented organization can be visualized in 
an organization chart. Th is makes visible the combination of permanent and tem-
porary organizational units. Permanent organizational units are usually divisions or 
profi t centers as well as service centers and departments. Additional, specifi c perma-
nent organizational units of project-oriented organizations can be a project portfolio 
group, a PMO, and expert pools.

Since projects and programs have a high strategic importance for a project-oriented 
organization, these should also be represented symbolically in the organization chart. 
Depending on the number of projects performed simultaneously, it might not show 
individual projects, but rather groups of projects (e.g., by project type) and programs.

An example visualization of a project-oriented organization chart is shown in Figure 15.5.

 When designing the organization chart of a project-oriented organization, there are 
design options regarding the use of symbols for diff erentiating permanent and tem-
porary organizations, regarding the names of the organizational units, and regarding 

Fig. 15.5: OrganizaƟ on chart for a project-oriented organizaƟ on (example).
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their organizational integration. For example, boxes and ellipses can be used to rep-
resent permanent and temporary organizations. Th e committee for managing the 
project portfolio can be called a project portfolio group or a project portfolio steering 
committee, for example. Th e positioning of a PMO, the project portfolio group, and 
the expert pools is dependent on the size of the organization and its general structure.

15.3.3 Specifi c OrganizaƟ onal Units of the Project-Oriented 
OrganizaƟ on

From the point of view of organizational theory, projects and programs can be under-
stood as instruments for organizational diff erentiation. Project-oriented organizations 
also need integrating structures to ensure that the projects and programs follow the 
objectives and rules of the overall organization.

Th e specifi c permanent structures of the project-oriented organization—namely, a proj-
ect portfolio group, a PMO, and expert pools—are used to integrate projects and pro-
grams as well as to manage project portfolios, networks of projects, and chains of projects.

Project Portfolio Group

A project portfolio group is a permanent organizational unit of the project-oriented 
organization. Th e primary objectives of a project portfolio group are the strategic 
design of project portfolio structure, the optimization of project portfolio results, and 
the optimization of project portfolio risk. A description of the objectives, the organi-
zational position, the tasks, and the formal decision-making authority of the project 
portfolio group can be found in Table 15.2.

With around 20 to 30 concurrent projects, organizations achieve a complexity that 
requires independent committees for project portfolio managing. At this point, a 
project portfolio group should be established to provide appropriate attention to proj-
ect portfolios. In the case of fewer concurrent projects, these tasks can be performed 
by existing organizational units, such as the general management team.

A project portfolio group should report directly to the top management of the project- 
oriented organization. Th e project portfolio group is authorized to make decisions 
and is therefore not only an advisory body. Although the integrative structures of 
organizations, such as leadership circles, are often not represented in organization 
charts, it is advisable to represent the project portfolio group in the organization chart 
of the project-oriented organization.

Members of the project portfolio group should be managers of the project-oriented 
organization. Typical members of the project portfolio group are managers of profi t 
centers and heads of service divisions—for example, the heads of marketing, fi nance, 
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IT, and organization. In medium-sized project-oriented organizations, the project 
portfolio group may also include representatives of top management. A member of 
the project portfolio group should be nominated as the spokesman of the project 
portfolio group.

Depending on the number and the complexity of the projects to be coordinated, 
several project portfolio groups may be required. A project portfolio group should 
manage project portfolios with a maximum of 20 to 30 projects. Diff erentiation of 
project portfolio groups can be performed by organizational units or by project types. 
An Austrian engineering company, for example, distinguishes between three project 
portfolio groups: one for tendering and contracting projects, one for product devel-
opment projects, and one for personnel, organizational, and marketing projects. To 
ensure that the decisions of these three project portfolio groups are coordinated, indi-
vidual managers are members of several project portfolio groups.

>
>
>
>
>
>
>

>

>

>
>
>
>
>
>

>
>
>
>
>
>

>
>
>
>
>
>
>

Table 15.2: DescripƟ on of the Role “Project Porƞ olio Group”
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Th e project portfolio group is to be supported by the PMO in preparing, performing, 
and following up on meetings. Above all, project portfolio analyses and reports can 
be produced by a PMO. PMOs, therefore, provide services not only relating to project 
and program management, but also relating to project portfolio management.

PMO—Project Management Offi  ce

Th e PMO is also a specifi c permanent organizational unit of the project-oriented 
organization. Th e objective of a PMO is to contribute to professionally managing 
projects, programs, and project portfolios of the project-oriented organization. Indi-
vidual, collective, and organizational competencies for this are secured by a PMO.

With the increasing importance of projects and programs in organizations, there is a 
need to unify approaches and to ensure the quality of project and program managing. 
Th ere is also the need to perceive and manage project portfolios explicitly.

A PMO is often established when project and program managing are formalized. 
Th e PMO represents the institutionalized competencies of an organization in project, 
program, and project portfolio managing.

Th e PMO contributes to the achievement of project and program objectives by pro-
viding governance structures for project and program managing and by management 
support. Th e PMO contributes to the optimization of the project portfolio results 
by providing governance structures for project portfolio management and by proj-
ect portfolio management support. Th e self-understanding of a PMO is that of a 
service provider and not of a controller. Possible services of the PMO are described 
in Table 15.3. Non- objectives of the PMO are the fulfi llment of the roles of project 
owner and project manager.

Th e PMO can use a variety of tools to fulfi ll its services. An overview of possible tools 
for project and program managing and project portfolio managing can be found in 
Table 15.4 (page 419). Because management consultancy and management auditing 
are becoming increasingly important for the quality assurance of projects and pro-
grams, guidelines for this can also be made available.

Th e permanent organizational unit PMO must be distinguished from the temporary 
organizational units Project Offi  ce and Program Offi  ce. Th e PMO performs services 
for the project-oriented organization as a whole, while a Project Offi  ce or Program 
Offi  ce performs services for a particular project or program.

Th e basic structure of a PMO is shown in Figure 15.6 (page 420). Th e role of the 
PMO manager is described in Table 15.5 (page 420). A key element of the orga-
nization chart of the PMO is diff erentiation of positions which provide services for 
projects and programs, and positions which provide services for the project portfolio. 
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>

>

>

>

>

>

>

>

>

>

>

>

>

>

 Table 15.3: Possible Services of the PM Offi  ce

(conƟ nues on next page)

Th e expert pools “Project Managers”, “Project Management Assistants”, and “Project 
Management Trainers/Consultants” can be based in the PMO but also in other orga-
nizational units.

Th ere are various possibilities for the organizational positioning of a PMO in the project- 
oriented organization. Figure 15.7 (page 421) shows possible positions in a profi t center, 
a service center, and a staff  unit of the management board.
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Table 15.3: Possible Services of the PM Offi  ce (cont.)

>
>
>
>
>
>
>

>
>
>
>

 Table 15.4: Possible Tools of the PM Offi  ce

If a number of PMOs exist in diff erent profi t centers, they must formally or infor-
mally coordinate in order to ensure a joint approach for projects involving the coop-
eration of several profi t centers.

Th e services of a PMO (see Table 15.3 above) can be diff erentiated into governance 
tasks: strategic tasks such as project portfolio managing and operational tasks such as 
providing management support. Some organizations, therefore, have two PMOs—one 
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strategic and one operational. A strategic PMO could then be integrated into a staff  
unit of the management board, and an operational PMO into a profi t or service cen-
ter, as shown in Figure 15.7.1

Depending on the size of the project-oriented organization, the scope of the project port-
folio, and the services off ered, a PMO can consist either of only one person or of several 
people. An Austrian production and trading company with about 350 employees and a 
project portfolio of 25 projects on average staff s the PMO with two part-time employees. 
Larger organizations staff  PM offi  ces with multiple full-time employees.
1  See Ortner G., Stur B., 2015, p. 25ff .

 Table 15.5: DescripƟ on of the Role “PMO Manager”
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 Fig. 15.6: OrganizaƟ on chart of a PMO.
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Expert Pools

Th e business processes of projects and programs are performed by experts from the 
various expert pools of the project-oriented organization.2

Th e diff erence between an expert pool and a traditional department, apart from the 
empowerment of the experts, is based on the self-understanding of the leaders. Th e 
“traditional” head of department is primarily an expert who is responsible for the 
content- related services of the departmental personnel. Th e expert pool manager 
understands him or herself primarily as manager of the pool with personnel and orga-
nizational responsibilities, not as the best expert on content. Th is self-understanding 
of the expert pool manager, however, does not rule out the possibility that he or she 
performs expert tasks in projects. He or she is not, however, responsible for the tasks 
performed by the various experts of the pool.

Th e objective of an expert pool is to provide qualifi ed experts for projects and pro-
grams. It is also an objective to provide appropriate governance structures for the 
effi  cient fulfi llment of the business processes for which the experts are specialized.

Th e tasks to be performed in the expert pool are personnel management, process 
management, and knowledge management. Th e performance of project-related tasks 
2  Other names are also used in pracƟ ce instead of “Expert pool”—for example, “Resource pool” and “Center 

of excellence”.
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 Fig. 15.7: Possible organizaƟ onal integraƟ on of the PM Offi  ce.
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and their quality control do not take place in the expert pool, but in the projects. 
According to the empowered project organization model (see Chapter 7), the project 
team members and project contributors are responsible for how services are fulfi lled, 
within the defi ned guidelines and rules.

Several types of expert pools can be distinguished, depending on the business activi-
ties of a project-oriented organization. In an engineering company, for example, there 
are various technical expert pools (mechanical engineering, electrical engineering, 
etc.), an expert pool for procuring, an expert pool for assembling, etc. In an IT com-
pany, one can diff erentiate between expert pools for designing, programming, testing, 
etc. Th e creation of expert pools is not, however, only useful in organizations which 
perform contracting projects. People who are qualifi ed to participate in projects can 
also be assigned to expert pools for internal projects. For example, not all employees 
of the marketing department of a bank are qualifi ed for project work. However, peo-
ple who are able to represent departmental interests in projects, who have specialist 
knowledge and have suffi  cient project management competencies, can be (virtually) 
assigned to a marketing expert pool.

Th ere should always be an expert pool of project managers in a project-oriented orga-
nization. In larger organizations, the expert pools “Project management support” and 
“Project management trainers/consultants” can also be defi ned, as described above in 
the context of a PMO.

Th ere are diff erent roles in an expert pool. Th ere is a distinction between the expert 
pool manager and the pool members. Th e role of the manager of an expert pool of 
project managers can be fulfi lled by the manager of a PMO. Th e members of an expert 
pool can have diff erent qualifi cations. Diff erentiation into junior experts, experts, and 
senior experts enables the establishment of an expert career path (see Chapter 16).

A general description of the role of expert pool manager is given in Table 15.6. Th e expert 
pool manager should be assessed on the basis of the performance of his or her manage-
ment services in the expert pool and not on the basis of project and program results.

  15.4 Cultures of the Project-Oriented OrganizaƟ on

15.4.1 OrganizaƟ onal Culture and Management Paradigm

An organizational culture can be understood as the values, norms, patterns of behav-
ior, and artifacts that the members of an organization develop and live out. Th e cul-
ture of an organization is not directly graspable but can be observed in the symbols, 
abilities, and tools used.

In a project-oriented organization, cultural diff erentiation is enabled by combin-
ing the culture of the permanent organization with project and program cultures. 
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Specifi c names, logos, rules and norms, artifacts, and behaviors contribute to devel-
oping project- or program-specifi c cultures. Cultural diff erentiation must be balanced 
with cultural integration.

Th e management paradigm of an organization creates a cultural framework. A manage-
ment paradigm is characterized by the values, objectives, business processes, methods, 
roles, and stakeholder relations of an organization. A mechanistic management para-
digm (see Chapter 2) is characterized by working in functionally defi ned organizational 
units, by using the hierarchy as a central integration tool, and by cooperating based 
on interface defi nitions. Organizations with a mechanistic management paradigm can 
make only limited use of the organizational potential of projects and programs.

Successful and effi  cient application of projects and programs requires a systemic manage-
ment paradigm. Th e values of the systemic management paradigm on which the 
RGC management approaches are based are shown in Figure 15.8 and briefl y inter-
preted. Th e values of the management concepts agility and resilience are considered 

Table 15.6: DescripƟ on of the Role “Expert Pool Manager”
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in this. Detailed interpretations of the values of the RGC management paradigm for 
the RGC management approaches can be found for project managing in Chapter 6, 
for program managing in Chapter 13, for change managing in Chapter 14, and for 
project portfolio managing in Chapter 16.

15.4.2 Agility and Resilience of the Project-Oriented OrganizaƟ on

A project-oriented organization is made agile and resilient by using projects and 
programs to perform unique and comprehensive short- and medium-term business 
processes. Th e combination of permanent and temporary organizations contributes 
signifi cantly to fl exibility and speed as well as to the resilience of a project-oriented 
organization. Relatively autonomous projects and programs create a high degree of 
fl exibility. Projects are started, closed after objectives have been achieved, or possibly 
discontinued in the event of a lack of success.

Th e agility of projects and programs (see Chapters 6 and 13) must be matched by 
the agility of the permanent organizational units of the project-oriented organiza-
tion. Agile values and principles (see Chapter 2) can also be used to manage per-
manent organizational units. Stand-up meetings, visualizations in communications, 

 Fig. 15.8: Values underlying the RGC management approaches.
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teamwork, involvement of stakeholders, an iterative approach, etc. can be used in 
daily managing and contribute to the quality of managing.

“Agile” managing can be achieved either by considering agile values or by consid-
ering the agile values plus using agile methods. In both cases, specifi c responsibili-
ties and working procedures are required. Employees are brought into direct contact 
with (internal) customers, regardless of their hierarchical position. Managers sup-
port teams and employees in accepting responsibility and encourage self-organizing 
within the framework of guidelines and rules.

Holacracy is a model for implementing agile principles at the organizational level. In 
the Excursus “Holacracy”, an overview of this model is provided.

Excursus: Holacracy

Holacracy is an organizaƟ onal model that promotes transparency, dynamics, and individual 
responsibility in organizaƟ ons. Robertson describes holacracy as a new social methodology 
for the management and operaƟ on of an organizaƟ on.3 “From the root ‘holarchy’, holacracy 
means governance by the organizaƟ onal enƟ ty itself, not governance by the people within 
the organizaƟ on”.4

An organizaƟ on is seen as a “holarchy of semi-autonomous circles”. Each circle receives a 
set of objecƟ ves from a higher circle and is responsible for their fulfi llment. A lower circle is 
connected to a higher circle by at least two people. These people belong to both circles and 
have decision-making responsibiliƟ es in both circles.

The self-organizaƟ on of a circle takes place in the context of the system above it. A circle 
cannot be fully autonomous; the needs of other circles must be taken into account in order to 
opƟ mize the whole. These structural relaƟ ons are shown in Figure 15.9.

The holacracy model is based on the strict use of a role model in which one or more roles are 
assigned to each employee. This results in a highly fl exible organizaƟ onal structure that can 
quickly adapt to new circumstances.

Transparent rules and clearly defi ned areas of authority form the framework for a number 
of autonomously acƟ ng teams—so-called “circles”. The individual circles are characterized 
by high problem-solving competency and promote integraƟ ve decision making at low hier-
archical levels.

As an essenƟ al element of the holacracy model, the meeƟ ng process depicted in Figure 15.10 
describes the work of individual circles.5

The clear separaƟ on between operaƟ onal and organizaƟ onal issues ensures effi  cient opera-
Ɵ on. TacƟ cal meeƟ ngs enable ongoing exchange of informaƟ on and the handling of fricƟ on 
points. In governance meeƟ ngs, the focus is on the further development of the organizaƟ onal 
structure—for example, roles are adapted or newly created.

3  See Robertson B., 2016.
4  Robertson B., 2006, p.4, quoted by holacracy.org. 
5  See holacracy.org (retrieved on January 16, 2017).
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Fig. 15.9: OrganizaƟ on chart with circle structures.1

1  Robertson B., 2006, p.7.
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Fig. 15.10: MeeƟ ng process of the Holacracy model.
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Project orientaƟ on provides organizaƟ ons with fl exibility and speed as well as resil-
ience in dealing with complexity and dynamics. An essenƟ al management task in agile 
and resilient organizaƟ ons is the management of values. Values are to be defi ned, 
communicated, interpreted, and exemplifi ed by managers.

 15.4.3 Sub-Cultures in the Project-Oriented OrganizaƟ on

Th e establishment of projects and programs creates sub-systems in the project-oriented 
organization. As a sub-system, a project can be diff erentiated from other sub-systems, 
such as profi t centers, service centers, or even other projects, by its specifi c culture. 
Th e cultural diff erentiation of projects is functional for the project-oriented organi-
zation if the autonomies that are created promote the achievement of the objectives.

A prerequisite for the defi nition of sub-systems is that they are characterized by their own 
values, rules, and behaviors, which are learned by its members and shared collectively.

Projects are not only tools for cultural diff erentiation but also tools for integration. 
Cultural integration takes place, for example, if members from diff erent organiza-
tional units cooperate in a project.

Th e objectives and methods for the development of project- and program-specifi c 
cultures are described in Chapter 8.

  15.5 Corporate Governance and Developing as a Project-
Oriented OrganizaƟ on

15.5.1 Corporate Governance: Defi niƟ on

Corporate governance can be defi ned as “a system by which companies are directed 
and controlled”6 or “as a system by which companies are strategically directed, inte-
gratively managed and holistically controlled in an entrepreneurial and ethical way 
and in a manner appropriate to each particular context”.7

Th e objective of corporate governance is to create guidelines and rules to optimize the 
risks of an organization and to ensure the quality of its business processes as well as 
benefi ts for its stakeholders in the long term. Th e principles of sustainable develop-
ment are thereby also fulfi lled. Corporate governance should provide the basis for 
transparent organizational structures and repeatable business processes.

Th e results of corporate governance are guidelines, plans, ratios, and descriptions that 
can relate to the objectives, strategies and values, services and products, legal form 
6  Cadbury CommiƩ ee, 1992, p. 14. 
7  Hilb H., 2012, p.7.
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and organizational structures, personnel, infrastructure, fi nance, and stakeholders of 
an organization. A list of possible corporate governance documents is presented in 
Table 15.7. As these examples show, “governing” is not managing. Corporate gover-
nance, however, provides rules for daily managing.

Corporate governance is not limited to the provision of documents. Guidelines and 
rules must be communicated to stakeholders in an appropriate form, and compliance 
with these requirements must be ensured.

15.5.2 Corporate Governance of the Project-Oriented 
OrganizaƟ on

A project-oriented organization needs specifi c governance structures for the gover-
nance of projects, programs, and project portfolios. Th e objective is to ensure manage-
ment quality in projects, programs, and project portfolios.

Th e corporate governance structures of a project-oriented organization include 
descriptions of the business processes for project and program managing, for project 
portfolio managing, and possibly also for ensuring management quality in projects 
and programs. Other relevant documents can be values, role descriptions, descrip-
tions of communication structures, and decision-making rules for project, program, 
and project portfolio managing.

>

>

>
>

>

>

>

>

>
>

Table 15.7: Examples of Corporate Governance Documents
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Th e top management of a project-oriented organization decides on the implementa-
tion of corporate governance structures and their controlling. Th e PMO has opera-
tional responsibility for implementation and controlling. Th e controlling can be per-
formed by means of periodic audits or health checks by internal or external auditors.

 Project and program owners contribute to the compliance of projects and programs 
with corporate governance structures. However, they are not responsible for imple-
menting and controlling corporate governance structures. Responsibility for the cor-
porate governance of the project-oriented organization is therefore to be distinguished 
from management responsibility for projects and programs. Th e task of corporate 
governance is to defi ne how projects or programs are to be managed in general, but 
not to manage them.

Responsibility for the implementaƟ on and controlling of the specifi c corporate gover-
nance structures of a project-oriented organizaƟ on must be disƟ nguished from manage-
ment responsibility for projects and programs. It is the task of corporate governance to 
defi ne how projects or programs are to be managed. The managing of a project or pro-
gram is the task of the corresponding project or program organizaƟ on. There are there-
fore no corporate governance tasks for individual projects or programs.

15.5.3 Guidelines and Standards of the Project-Oriented 
OrganizaƟ on

Corporate governance documents of the project-oriented organization are guidelines 
and standard project plans. Typical guidelines for a project-oriented organization are 
guidelines for project and program managing, for project portfolio managing, and 
possibly also for project and program consulting.

Guidelines for Project and Program Managing

Th e objectives of guidelines for project and program managing are to unify the 
approach and to ensure the quality of project and program managing. Th e guidelines 
should provide employees with guidance on the managing of projects and programs, 
and the effi  ciency of performing projects and programs should be ensured. Guidelines 
for project and program managing make an essential contribution to the organiza-
tional competencies of a project-oriented organization.

Guidelines for project and program managing should defi ne when business processes 
should be organized as projects or programs, which methods are to be used to manage 
them, and which roles are to be fulfi lled in projects and programs. Sample project 
documentation and standard project plans can also be made available.

As an example, the table of contents of a guideline for project and program managing 
is shown in Table 15.8.
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Guidelines for project and program managing should be kept as short as possible 
(about 20–30 pages without appendices). Th e use of the business processes and meth-
ods described in the guidelines should be compulsory. Guidelines for project and 

Table 15.8: Table of Contents of a Guideline for Project and Program Managing (Example)
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program managing usually also include a set of templates that support the application 
of methods for project and program managing.

Guidelines for Project Portfolio Managing

Th e objectives of guidelines for project portfolio managing are to unify approaches 
and assure the quality of project portfolio managing. Th is creates organizational 
competencies. In guidelines for project portfolio managing, the business processes of 
project portfolio managing, the roles, and the methods for project portfolio manag-
ing are described. In guidelines for project portfolio managing, the business process 
“Networking of projects” (see Chapter 16) can also be described.

Table 15.9: Table of Contents of Guidelines for Project Porƞ olio 
Managing and Networking of Projects

Table of contents
1 Introduction

1.1Objectives of the guideline
1.2 Updating the guideline

2 Definitions
2.1 Definition: Project portfolio, network of projects, chain of

projects 
2.2 Definition: Project portfolio managing, networking of

projects
3 Business processes

3.1 Business process: Project portfolio managing
3.2 Business process: Networking of projects

4 Roles for project portfolio managing and networking of 
projects
4.1 Expert pool manager
4.2 Project Portfolio Group
4.3 PM Office
4.4 Project manager

5 Methods for project portfolio managing and networking of
projects
5.1 Methods for project portfolio managing
5.2 Methods for networking of projects

6 Annex
6.1 Forms for project portfolio managing and networking of

projects
6.2 Glossary

 Th e roles for project portfolio managing are the project portfolio group, the PMO, 
and expert pools (see above). An example of the table of contents of guidelines for 
project portfolio managing and networking of projects is shown in Table 15.9.

Standard Project Plans

Standard project plans can be used to manage repetitive projects such as tender-
ing projects, contracting projects, product development projects, event organization 
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projects, etc. Standard project plans can, for example, be standard work breakdown 
structure, standard milestone plans, standard work package specifi cations, standard 
responsibility charts, and standard organization charts.

Th e use of standard project plans reduces the planning eff ort for initiating and start-
ing projects and makes it possible to make use of prior experience.

A risk when using standard project plans is their “linear” application, which does not 
appropriately consider the specifi cs of a new project. Standard project plans should 
therefore be adapted as appropriate to take project specifi cs into account.

15.5.4 Developing as a Project-Oriented OrganizaƟ on

Objectives and Objects of Consideration of Developing as a 
Project-Oriented Organization

Frequent use of projects and programs requires appropriate organizational competen-
cies as a project-oriented organization, in addition to specifi c individual competencies. 
Organizational competencies can be formalized by corporate governance structures 
(see above).

According to a systemic management approach, the development of an organization 
can relate to its structural dimensions—namely, services and products, organizational 
structures and cultures, personnel structures, infrastructures, budget and fi nancing—
as well as to its contexts. Relevant contextual dimensions of organizations are their 
history and expectations for the future, their stakeholders, and the larger social system 
to which the organization contributes (see also Chapter 3).

Th ese structural and contextual dimensions can be the objects of consideration of 
developing as a project-oriented organization (see Table 15.10). Th e extent of the 
change is to be planned. Objectives can be either establishing or further developing a 
project-oriented organization.

Establishment as a Project-Oriented Organization

When establishing a project-oriented organization, it is assumed that the organization 
has as yet no or only a few individual and organizational competencies for project, 
program, and project portfolio managing. Th e development of basic competencies is 
pursued through personnel development measures and through organizational struc-
ture and organizational process, infrastructure-related, stakeholder-related, and bud-
getary measures.

Th e establishment can be achieved by developing basic structures as a project- oriented 
organization and implementing them in project, program, and project portfolio manag-
ing. In order to create the basic structures, the following measures must be implemented:
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> developing guidelines for project, program, and project portfolio managing,
> developing standard project plans,
> creating personnel development plans and a career path for project managers,
> providing software for project, program, and project portfolio managing, and
> possibly establishing a PMO and a project portfolio group.

Th e implementation of these structures in project, program, and project portfolio 
managing can be performed by means of the following measures:

> training and possibly coaching owners, managers, and team members of projects 
and programs,

> developing a project portfolio database,
> preparing project portfolio reports,
> training and possibly coaching managers for project portfolio managing,

>

>
>
>
>
>
>
>
>
>

>
>
>
>
>

>
>
>

Table 15.10: Objects of ConsideraƟ on of Developing as a Project-Oriented OrganizaƟ on
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> holding exchange of experience workshops for project and program managing,
> management consulting for projects and programs,
> performing project management and program management marketing.

8  See Project Management InsƟ tute, 2013. OPM3 is a registered trademark of the Project Management 
InsƟ tute.

9  See GesellschaŌ  für Projektmanagement, 2017.

Further Developing as a Project-Oriented Organization

Th e objectives of further developing as a project-oriented organization can be the 
optimization of already established business processes and the establishment of addi-
tional structures. Th e analysis of competencies as a project-oriented organization is of 
particular importance in defi ning the objectives of further developing.

When analyzing a project-oriented organization, both individual and organizational 
competencies are assessed. Methods for analyzing the individual competencies of proj-
ect personnel are described in Chapter 16. Analysis of organizational competencies as 
a project-oriented organization can be performed with maturity models for project- 
oriented organizations. Maturity models off ered by project management associations 
are, for example, OPM3®8 and Delta.9 In the Excursus “RGC Model for Analyzing 
Maturity as a Project-Oriented Organization”, an RGC model is briefl y described.

Excursus: RGC Model for Analyzing Maturity as a Project-Oriented OrganizaƟ on

The quesƟ onnaire for the analysis of maturity as a project-oriented organizaƟ on is structured 
according to business processes of a project-oriented organizaƟ on. The business processes 
considered can be seen in the “spider net” of the maturity model (see Fig. 15.11).

The “maturity” of each business process can be analyzed by means of quesƟ ons. As exam-
ples, quesƟ ons about the use of methods (never, rarely, etc.) are shown in Table 15.11 (page 
436) for project starƟ ng and for project porƞ olio managing.

The maturity model of the project-oriented organizaƟ on is based on an algorithm which 
enables the calculaƟ on of a “maturity area” in the spider net and a “maturity raƟ o”. When 
interpreƟ ng the results of the analysis, it is necessary to consider not only the individual busi-
ness processes, but also their relaƟ ons. For example, maturity in project porƞ olio managing 
can be only “high” if the basis for it—namely, the maturity of project managing—is “very high”.

The results of the analysis can be compared by benchmarking against the maturiƟ es of other 
project-oriented organizaƟ ons.

Measures for further developing as a project-oriented organization can be diff eren-
tiated into optimizing measures and establishing measures. Optimizing measures 
relate to already existing business processes of project, program, and project portfolio 
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managing. Possible measures for establishing additional competencies and structures 
are, for example:

> promoting the networking of projects,
> developing guidelines for project and program consulting, and
> developing potential consultants and auditors of projects or programs.

 15.6 Further Developing as a Project-Oriented OrganizaƟ on: 
Case Study RGC
RGC Situation in 2015

Strengths of RGC are customer orientation, innovation, and professional organi-
zation, which makes it possible to work effi  ciently and eff ectively. Even with rela-
tively few employees, good content-related and fi nancial results can be achieved. Th e 
manage ment solutions which are off ered to customers and implemented by them are 
also used internally. Th is makes it possible to off er customers an authentic approach: 
“We practice what we preach”.

A vision, values, a mission statement, objectives, and strategies and an organization 
chart for RGC existed in October 2015 as a result of strategic managing and of corporate 

 Table 15.11: QuesƟ ons for Analyzing Maturity as a Project-Oriented OrganizaƟ on
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governance. Th e vision, the mission statement, and the values were also available on 
the website for the information of stakeholders. Since 2010, the sustainable objectives 
plan has been sent annually to stakeholders for discussion.

A process map and descriptions of most business processes existed as a result of pro-
cess managing. A project portfolio database and a variety of project portfolio reports 
existed as a result of project portfolio managing. Th e book Happy Projects! by Roland 
Gareis was seen as a corporate governance document for project, program, and project 
portfolio managing.

Th e values, the process map, and the organization chart for RGC are shown in Fig-
ures 15.12 to 15.14 as examples of the governance documents, which were available 
at that time.

Th e business processes were diff erentiated into primary, secondary, and tertiary pro-
cesses, depending on the proximity to the customer. Th e shaded business processes 
may have needed to be performed by projects. So, for example, small events were 
developed by working groups, and the HAPPYPROJECTS conference was organized 
as a small project.

In the organization chart, the permanent organizational structures profi t centers and 
service centers were represented by squares, expert pools by diamonds, and temporary 
organizations by ellipses.

Quality
> Meeting expectations of stakeholders

by delivering high process & result
quality

> Applying best management practices

Transparency
> Making decisions transparent
> Informing stakeholders

comprehensively

Sustainable development
> Considering the principles of

sustainable development in
cooperations

> Developing structures and context-
relations sustainably

Innovation
> Optimizing structures
> Exploring new potentials systematically

Empowerment
> Increasing the degree of autonomy
> Delegating responsibility and ensuring

its acceptance

Fig. 15.12: RGC values as of October 2015.
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Intervention in 2015

In October 2015, it was decided to develop RGC management approaches, services, 
and products as well as the management practices of RGC on the basis of the change 
vision “Values4Business Value”. In the project “Developing Value4Business Value”, 
a phase “Prototyping and further planning” was defi ned, which was to enable the 
creation of “minimum viable products” in the form of services for customers as well 
as solutions for managing RGC. In addition, work packages for developing, imple-
menting, and refl ecting new management solutions were defi ned in parallel with the 
preparation of chapters of the book PROJECT.PROGRAM.CHANGE (see Fig. 9.3: 
Work breakdown structure for the project “Developing Values4Business Value”, start-
ing on page 195).

An accompanying opportunity for learning through refl ections was created by defi n-
ing the further development of the RGC as an investment and change “Values4-
Business Value”.

Expert pool: 
Consultants 

Expert pool: 
Key accountants 

Service center: 
Office 

Profit center: 
Trainin gs and 

products 

Service center: 
Accounting and 

controlling 

Profit center: 
Events 

Service center: 
Personnel 

management 

Profit center: 
In-ho use 
servi

 
ces 

Service center: 
Marketing 

Service center: 
Innovating 

Management 

Project Project Project 

Fig. 15.14: RGC organizaƟ on chart as of October 2015.
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Further Developing RGC

Th e change had two main objectives: First, the RGC management approaches were 
to be further developed and documented in a book publication. Th e concepts of agil-
ity, resilience, sustainable development, benefi t realization management, holacracy, 
etc. were to be considered. Second, the underlying values were to be defi ned and 
interpreted for process, project, program, project portfolio, and change managing. In 
Figure 15.8 (page 424), the further developed values are presented as the basis for 
RGC management approaches.

Management practices were to be further developed. Existing practices and docu-
ments had to be optimized, and new practices and behavior had to be established. Th e 
structures of the RGC objectives plan, its organization chart, and role descriptions, as 
well as the structure of the project portfolio list, were to be optimized. Happy Projects! 
was to be superseded by the publication PROJECT.PROGRAM.CHANGE as a gover-
nance document for project, program, project portfolio, and change managing.

An excerpt from the sustainable objectives plan 2017 of RGC, which is structured 
according to customer services, open training, events and products, organization, per-
sonnel, infrastructure, fi nancing, and stakeholder relations, can be found in Table 15.12. 

Th e economic and ecological objectives of the program “inter-company training and 
products” for 2017 are listed and partly quantifi ed in the excerpt from the objectives 
plan. Th e corresponding social objectives are summarized in the section “stakeholder 
relations”, which is not presented here. For those objectives for which projects are 
necessary, the corresponding projects are listed in the “project” column.

Th e new organization chart, which implements the concept “holacracy”, is shown in 
Figure 15.15 (on page 442). 

Th is organization chart provides a new, additional view at the RGC organization. 
Diff erent representations of organizations in organization charts can provide diff er-
ent information. A new understanding of the “RGC management circle” is a result 
of implementing the holacracy model. Th e “circle” was understood in the past as a 
communication structure and is now perceived as a formal management structure, 
which empowers managers of profi t and service centers.

Regular “stand-up meetings” were newly established as an additional communication 
format. To support communication, a white board is often used for visualizing deci-
sions (see Fig. 15.16 on page 443).

Th e newly structured project portfolio reports are presented in Chapter 16. Th ese illus-
trate a stronger stakeholder orientation and business value orientation as well as the con-
sideration of the principles of sustainable development in project portfolio managing.
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Outlook

A key objective for the next few years, as for many other organizations, is digitaliza-
tion. In this context, the RGC management approaches, services, and management 
practices are again to be further questioned and developed. We are looking forward 
to it . . .

Objectives 17 per 12/2016 Project 17

   X seminars with Y participants in 2017 performed,
   revenue of EUR xxx,- and contribution margin of EUR xxx,- reached
   X certification coachings with Y participants in total in 2017 
   performed,  revenue of EUR xxx,- and contribution margin of 
   EUR xxx,- reached
   Sales initiatives for key accounts performed
   2 sales campaigns performed 
   App used for seminars/trainings    RGC digitalisation

   HAPPYPROJECTS 17 with X participants performed; 
   turnover of xxx,-, contribution margin of xxx,- reached

   HAPPYPROJECTS 17

   HappyProjects 18  planned and marketing started
   Symposium project audit with X participants performed    Symposioum

   project audit 17
   Symposium project audit 2018 planned
   2 analysis workshops performed
   Exhibition at pma focus performed
   Presentations at external events performed
   sPROJECT internally used, externally sold
   App used for events RGC digitalisation

  Event location optimized ecologically (optimizing the mobiliy  
  of the participants)

Seminars, coachings: Economic objectives

Events, products: Economic objectives

Seminars, events, products: Ecological

Table 15.12: Excerpt from the RGC ObjecƟ ves Plan 2017
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 Fig. 15.16: RGC stand-up meeƟ ng.
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16  Business Processes of the Project-Oriented 
OrganizaƟ on

A project-oriented organization is characterized by specifi c business processes. Th e pro-
cesses of project initiating, project managing, program initiating, program managing, 
change initiating, change managing, and managing the structures of the project- 
oriented organization have already been covered in previous chapters.

Th e business processes “Project portfolio managing”, “Networking of projects”, “Proj-
ect consulting”, and “Managing project personnel” are described below.

Th e objectives of project portfolio managing are to ensure an appropriate project 
portfolio structure and to achieve good project portfolio results. Th e objectives of net-
working of projects are to create synergies, to avoid confl icts, and to organize learning 
of the projects of the network.

Management consulting of a project or a program contributes to ensuring its manage-
ment quality. Corresponding consulting processes include consulting a project in per-
forming a project management sub-process, management auditing of a project, and 
performing a short project intervention.

Business processes for managing project personnel at the level of the project-oriented 
organization (and not at the project level) are recruiting, assigning, evaluating, devel-
oping, and releasing project personnel.

Th e business processes of a project-oriented organization discussed in this chapter are 
highlighted in the following maturity model of the project-oriented company (see 
next page).
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0

1

2

3

4

5
Project initiating

Project managing

Program initiating

Program managing

Assuring management quality of a
project and a program by consulting

Change initiatingChange managing

Project portfolio managing

Networking of projects

Managing structures of the project-
oriented organization

Managing project personnel

Overview: RGC maturity model of the project-oriented organizaƟ on.
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16  Business Processes of the Project-Oriented 
OrganizaƟ on

16.1 Structures of Project Portfolios

16.2 Business process: Project Portfolio Managing

 16.2.1 Project Portfolio Managing: Objectives

 16.2.2 Project Portfolio Managing: Process

 16.2.3 Project Portfolio Managing: Methods

 16.2.4 Project Portfolio Managing: Organization

16.3 Business Process: Networking of Projects

 16.3.1 Network of Projects and Chain of Projects: Defi nitions

 16.3.2 Networking of Projects: Objectives and Process

 16.3.3 Networking of Projects: Methods

 16.3.4 Managing a Chain of Projects

16.4 Project Portfolio Managing and Networking of Projects: Values

16.5 Project or Program Consulting 

 16.5.1 Consulting of an Organization in Project Initiating

 16.5.2  Consulting of a Project in Performing a Project Management 
Sub-Process

 16.5.3 Management Consulting of a Program

 16.5.4 Management Auditing of a Project or a Program

 16.5.5 Short Project (or Program) Intervention 

 16.5.6  Institutionalizing the Management Consulting of Projects or Programs 

16.6 Managing the Project Personnel of a Project-Oriented Organization 

 16.6.1 Roles and Careers in the Project-Oriented Organization

 16.6.2 Managing Project Personnel: Processes 

 16.6.3 Methods for Managing Project Personnel 

 16.6.4 Organization for Managing Project Personnel
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16.1 Structures of Project Porƞ olios
Project portfolios are integration instruments of the project-oriented organization. 
Th e organizational diff erentiation achieved by defi ning projects and programs is bal-
anced by the integrative view provided by project portfolios.

Th e project portfolio of a project-oriented organization is the set of all projects and 
programs performed simultaneously. A project portfolio can include either all the 
projects of an organization or a subset of them. If, for example, a project-oriented 
organization performs more than 30 projects at the same time, it is benefi cial to form 
project sub-portfolios to reduce management complexity. Sub-portfolios can be struc-
tured according to organizational units, project types, top projects and other projects, 
and external and internal projects.

To ensure the agility of project portfolios, the duration of the projects considered 
must be kept as short as possible. Th e realization of this objective is supported by the 
formation of chains of projects.

Th e projects included in a project portfolio, their objectives, and their status are sub-
ject to change. Starting new projects and closing completed projects make portfolios 
dynamic. On the other hand, the basic structures of project portfolios are stable. Th e 
project types included, the number of projects, the stakeholders of the projects, and, 
for example, their risk types are relatively stable. Discontinuities of project portfolios 
may be caused by discontinuities of projects of the portfolio or by changes in the 
environment of the organization holding the portfolio of projects. 

Because project-oriented organizations are continually performing projects, project 
portfolios are not limited in time but exist throughout the lifetime of a project- oriented 
organization.

   16.2 Business Process: Project Porƞ olio Managing

16.2.1 Project Porƞ olio Managing: ObjecƟ ves

Th e objects of consideration of project portfolio managing are the projects and pro-
grams ongoing and planned at a particular point in time, the projects and programs 
stopped and closed during a considered period, as well as the relations between these 
projects and programs.

Th e objective of managing a project portfolio is to optimize the project portfolio 
results. Th e objective is not the optimization of the results of individual projects or 
programs but an optimization of the portfolio from the point of view of the project- 
oriented organization. Th is objective can confl ict with the optimization of the objec-
tives of individual projects.
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To achieve good project portfolio results, it must be ensured that the structure of the 
project portfolio is appropriate. On the other hand, the objectives of the projects must 
be aligned with the objectives and strategies of the project-oriented organization; the 
internal and external resources used in the projects must be coordinated; learning 
from and between projects must be organized; and priorities must be established.

In managing the project portfolio, the objectives and the resources required for the 
organization’s daily business are to be considered as contexts. Th e projects and pro-
grams of the project portfolio must be coordinated with ongoing business activi-
ties. Strategic managing provides an integrated view of the objectives and resources 
required for daily business and those required for projects and programs. A  company’s 
strategic objectives plan and its implementation plan, therefore, consider both its daily 
business activities and its projects and programs.

16.2.2 Project Porƞ olio Managing: Process

Project portfolio managing includes the sub-processes “Collecting & analyzing infor-
mation”, “Preparing project portfolio reports”, “Preparing for a project portfolio group 
meeting”, “Conducting a project portfolio group meeting”, and “Following up a proj-
ect portfolio meeting”. Th e business process “Project portfolio managing” is shown in 
Figure 16.1 as a fl ow chart and in Table 16.1 as a responsibility chart.

Start

Following up the 
Project Portfolio Group 

meeting

Preparing the Project 
Portfolio Group 

meeting
End

Gathering & analyzing 
information 

Developing project 
portfolio reports

Performing the Project 
Portfolio Group 

meeting

Fig. 16.1: Business process “Project porƞ olio managing”—Flow chart.

A cycle of project portfolio managing should not take more than seven to ten days. 
It starts with the (permanent) assignment of periodic project portfolio managing and 
ends with informing the employees of the project-oriented organization about the 
results of project portfolio managing.

Th e frequency of project portfolio managing depends on the size and dynamics of 
the project portfolio to be managed. It may be necessary to hold a two- to four-hour 
project portfolio group meeting either once a month or every two weeks.

Optimizing the structures of a project portfolio and of the project portfolio results 
can be assured by project portfolio analyses, the calculation of project portfolio ratios, 
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and the preparation of project portfolio reports. Project portfolio analyses are used to 
produce an overall view of the projects of a project portfolio and their relations.

Analyses of project portfolios are periodic and performed in accordance with the 
dynamics of a project portfolio, as determined by information in the project portfolio 
database. Analyses are to be performed mainly at the point of a planned starting or 
closing or stopping of a project in order to determine the consequences for the project 
portfolio. Analysis of the consequences of the stopping or closing of a project enables 
the transfer of know-how, reallocation of personnel, allocation of freed-up resources 
to other projects, etc.

Tool/Document:
1 … Selected project progress reports
2 … New project proposals
3 … Current project portfolio database
4 … Project portfolio reports
5 … Invitation for Project Portfolio Group meeting
6 … Minutes of the meeting of the Project Portfolio 
Group meeting
7 … Adapted project portfolio database
8 … Adapted project portfolio reports

Sub-process: Project portfolio managing

Process tasks
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1 Gathering & analyzing information

1.1 Collecting project progress reports P C 1

1.2 Collecting project proposals P C 2

1.3 Updating the project portfolio database P 3

1.4 Analyzing the existing project portfolio P C C C

1.5 Analyzing project progress reports P C

1.6 Analyzing project proposals P C C

2 Developing project portfolio reports

2.1 Identifying project portfolio ratios P

2.2 Developing project portfolio reports P 4

2.3 Gathering additional information P C C C

Legend:
P … Performing
C … Contributing
I … Being informed
Co … Coordinating

Table 16.1: Business Process “Project Porƞ olio Managing”—Responsibility Chart

(conƟ nues on next page)
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To ensure an appropriate project portfolio structure, diff erent ratios can be considered 
and diff erent optimization measures can be implemented. Th e various possibilities are 
shown in Table 16.2.

To achieve good project portfolio results, project portfolios can be optimized by means 
of the following measures:

> managing the internal and external resources used in the portfolio,
> managing relations with project and program stakeholders from a portfolio point 

of view,
> coordinating the progress of projects and programs,
> organizing learning from and between projects,
> ensuring management quality of projects and programs, and
> controlling the benefi ts realization of the investments implemented by projects or 

programs.

3 Preparing the Project Portfolio Group meeting

3.1 Inviting participants to the Project Portfolio Group 
meeting I P I 5

3.2 Planning objectives, agenda of the Project Portfolio 
Group meeting C P

3.3 Providing documents for the project portfolio
group meeting I P I I I

4 Performing the Project Portfolio Group meeting

4.1 Alligning project objectives with the strategic 
objectives of the organization P C C C

4.2 Optimizing the project portfolio structure P C C C C

4.3 Optimizing project portfolio risks P C C C

4.4 Optimizing stakeholder relations P C C C C

4.5 Organizing the learning of and between projects P C C C C

4.6 Prioritizing projects of the project portfolio P C

4.7 Developing minutes of the meeting P 6

4.8 Organizing networking of projects C P C C C

5 Following up the Project Portfolio Group meeting

5.1 Adapting the project portfolio database P 7

5.2 Adapting project portfolio reports P 8

5.3 Providing project portfolio information I P I I I I

Table 16.1: Business Process “Project Porƞ olio Managing”—Responsibility Chart (cont.)
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 To manage the resources used, priorities can be established for the access of projects 
to scarce internal resources. Relations with project stakeholders can be managed, 
for instance, by agreeing on the customer strategies to be implemented in the corre-
sponding projects. Th e assignment of multiple roles can be used to organize learning 

Table 16.2: Possible Measures for Ensuring an Appropriate Project Porƞ olio Structure

Ratios for ensuring an 
appropriate project portfolio 
structure

Possible measures for optimizing the project portfolio structure 

Optimal number of projects of 
each project type in the project 
portfolio

> Postponing/prioritizing newly started projects
> Merging projects
> Stopping projects
> Interrupting projects

Minimum and maximum project 
portfolio budget

> Postponing/prioritizing newly started projects
> Merging projects
> Stopping projects
> Interrupting projects

Optimal allocation of bottleneck 
resources in the project portfolio

> Increasing bottleneck resources
> Postponing/prioritizing newly started projects
> Merging projects
> Stopping projects
> Interrupting projects

Maximum number of cooperation 
projects with one supplier

> Defining risk optimizing measures
> Using different suppliers instead of only one regular supplier
> Postponing/prioritizing newly started projects
> Merging projects
> Stopping projects
> Interrupting projects

Maximum number of projects 
with the same person as project 
manager

> Reallocating project managers
> Postponing/prioritizing newly started projects
> Merging projects
> Stopping projects
> Interrupting projects

Table 16.3: Methods for Project Porƞ olio Managing

Project portfolio managing: Methods

Maintaining a project portfolio database Must

Developing a project portfolio score card Must

Developing a project portfolio list Must

Developing project portfolio matrices Must

Developing a project interdependencies matrix Must

Analyzing a project proposal Must

Analyzing selected project progress reports Must
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between projects; the observance of guidelines for project and program managing can 
be controlled; and decisions can be made regarding the use of management consul-
tants for ensuring management quality.

16.2.3 Project Porƞ olio Managing: Methods

Essential methods for project portfolio managing are shown in Table 16.3 and are 
described in the following.

Creating and Maintaining a Project Portfolio Database

Th e project portfolio database, which provides aggregated information about projects 
and programs, provides a basis for project portfolio managing. Th e project portfolio 
database is assembled using data from individual projects. To compare and collect 
data from projects, minimum requirements for the documentation of projects must 
be established. Assuming a systemic project management approach, a project port-
folio database should include the information shown in Table 16.4.

By analyzing the project portfolio database, project portfolio ratios can be deter-
mined, project portfolio reports can be produced, and networks of projects can be 

Information type Information in the project portfolio database

Information about the project 
organization > e.g. Project owner, project manager, selected project team members

Information about 
stakeholders > e.g. Customers, suppliers and partners

Information about products 
and markets > e.g. Product type, technology, region

Information about project 
types

> e.g.  Ongoing, planned, cancelled, interrupted and closed projects, external
and internal project

Information about relations of 
a project to other projects > e.g.  Affiliation to a program

Information about the 
investment which is 
implemented by the project

> e.g. Costs and benefits of the investment; economic, ecological and social
consequences of the investment

Information about project 
ratios

> e.g. Project start date, project end date, project costs, project profit/loss,
project risk, project progress and overall status of the project

Table 16.4: InformaƟ on to be Included in a Project Porƞ olio Database
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constructed. Th us, the project portfolio database is not only a tool for the Project 
Portfolio Group and the PM Offi  ce. It also benefi ts the project and program manag-
ers of project-oriented organizations. It provides them with the “big picture” of the 
project portfolio, “empowers” them by providing relevant information, and enables 
them to optimize the results of their projects using this information.

Determining Project Portfolio Ratios

Project portfolio ratios can be defi ned in the fi rst instance and determined as part of 
project portfolio managing. Examples of relevant ratios are shown above in Table 16.2.

Target values for project portfolio ratios can be defi ned for corporate governance. 
Actual ratios can be compared with the organization’s target values. Th is can con-
tribute to quality assurance. Th e ratio “number of projects in the project portfolio” 
can be used to regulate the organization’s project load. Th e ratio “number of projects 
led by a person” can, for example, be used to review decisions about the allocation of 
personnel.

When analyzing the costs and income or benefi ts of the projects of a portfolio, a dis-
tinction must be made between contracting projects and internal projects. Th e costs 
and income of contracting projects can be calculated by means of economic ratios 
such as costs and contribution margins. For internal projects, social costs and benefi ts 
must be considered from the perspective of diff erent stakeholders (see Chapter 3).

Project Portfolio List, Project Portfolio Bar Chart, Project Portfolio 
Interdependences Matrix, and Project Portfolio Scorecard

A project portfolio list contains selected information from the project portfolio data-
base in a list format. Diff erent project portfolio lists can include information for dif-
ferent target groups. For example, it is interesting to provide an overview diff erentiat-
ing planned, ongoing, stopped or interrupted, and closed projects. Th e set of planned 
projects can be defi ned as a “project backlog” from which projects to be started can 
be selected.

A project portfolio bar chart provides a visualization of the duration and timing of 
the projects of a project portfolio. If necessary, a project portfolio bar chart can also 
indicate scheduling dependencies among projects.

A project portfolio interdependences matrix shows dependencies between projects. 
It can be seen from the graphical representation whether dependencies exist. If they 
do, they must be specifi ed. Dependencies between projects can relate to the project 
objectives, the content of the project, the project progress, the project deadlines, the 
project resources, the project risks, and the project stakeholders.
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A project portfolio scorecard can be used to assess and document the status of a proj-
ect portfolio at a controlling date. 

Th e following criteria can be considered when assessing a project portfolio:

> the project portfolio structure,
> ratios of project types,
> the contributions of the projects to the realization of the organizational objectives,
> the quality of the relations of projects to selected stakeholder groups, and
> assurance of the management quality of projects. 

In the following case study of project portfolio managing, possible targets for the 
assessment criteria of a project portfolio are shown in Figure 16.5 (page 460).

By using traffi  c light colors for scoring the criteria on a scorecard, the Project Portfolio 
Group’s attention can be drawn to critical developments. Th e scoring of the individ-
ual criteria of the scorecard requires interpretation. Th e status of a project portfolio is 
to be seen in a temporal context. 

Changes in the project portfolio over time can be analyzed by comparing the status 
at diff erent reference dates. By displaying the status of the project portfolio at vari-
ous points in time, the success of project portfolio controlling measures can also be 
assessed.

Case Study: Managing the RGC Project Porƞ olio 

Building on the basic informaƟ on in Chapter 15 about RGC as a project-oriented organizaƟ on, 
this case study describes its project porƞ olio managing. On the one hand, project porƞ  olio 
managing takes place in controlling workshops, the so-called “RGC management circles”, 
which take place every six weeks. OperaƟ onal controlling of the current business acƟ viƟ es 
and strategic controlling are performed in these workshops. In strategic controlling, the 
current project porƞ olio is analyzed and measures for opƟ mizing the project porƞ olio are 
agreed upon. If necessary, decisions to start new projects or disconƟ nue ongoing projects 
are also made.

More basic and formal strategic controlling, usually involving extensive changes to the proj-
ect porƞ olio, is performed twice a year. In addiƟ on to the project porƞ olio, the vision, the 
organizaƟ onal objecƟ ves, the budget, and the implementaƟ on plan are further developed in 
strategic workshops, the so-called “RGC strategy workshops”.

The methods used for project porƞ olio managing—namely, a project porƞ olio list, a proj-
ect porƞ olio bar chart, a project porƞ olio interdependences matrix, and a project porƞ olio 
scorecard—are shown as examples in Figures 16.2 to 16.6.

The project porƞ olio list shown is diff erenƟ ated according to ongoing, planned, and cancelled 
projects.



456

PROJECT.PROGRAM.CHANGE16

Fig. 16.2: RGC project porƞ olio list as of 15 February 2017 (example).

RGC Project Portfolio List (15.02.2017)

Project Project type Project size Project owner Project 
manager

Customer contract A Contracting Project Customer L.Gareis
Customer contract B Contracting Small project Customer M. Stummer
Sales 17 Marketing/Sales Project L. Gareis V. Riedling

Values4Business Value Innovating Project R. Gareis + L. 
Gareis P. Ganster

sPROJECT release 2.0 Innovating Small project L.Gareis L. Gareis
HAPPYPROJECTS 17 Event Small project R. Gareis V.Riedling
2nd Symposium Project Auditing Event Small project R. Gareis V.Riedling

Project Project type Project size Project owner Project 
manager

Project mining Innovation Small project R. Gareis P. Ganster

Values4Business Value English Innovation Small project R. Gareis + L. 
Gareis P. Ganster

ICB 4.0 Innovation Small project M. Stummer P. Ganster
RGC digitalisation Organisation Project R. Gareis V.Riedling

Project Project type Project size Project owner Project 
manager

pm test Innovating Small project R. Gareis L. Gareis

Cancelled projects

Ongoing projects

Planned projects

(conƟ nues on next page)

Projects that have been closed since the last controlling date are defi ned as “closed”. The 
project porƞ olio includes seven current projects, two of which are external contracƟ ng proj-
ects, and fi ve internal projects.1

The relaƟ vely large number of internal projects expresses RGC’s orientaƟ on towards innovaƟ on. 

Although the informaƟ on contained in the project porƞ olio list seems trivial, a relaƟ vely high 
level of “maturity” of project and program managing is required to provide the data. For 
example, the project porƞ olio list enables clear diff erenƟ aƟ on of project types and includes 
key informaƟ on and project raƟ os for each project.

1  RGC defi nes only client contracts in which RGC also formally conducts the project management as contract-
ing projects. Consultants also work alongside clients on project content. However, these contracts are not 
defi ned as RGC projects. If this disƟ ncƟ on would be made consistently in consulƟ ng, there would be rela-
Ɵ vely few contracƟ ng projects in the consulƟ ng sector.
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Project start Project end
(planned)

Project end
(adapted)

Person 
days

Project 
risk

Benefits-costs- 
difference

Oct. 15 Oct. 16 March 17 630 medium high
Feb/ 16 Feb/ 17 340 low medium
Feb/ 17 Jun/ 17 150 low high

Oct. 15 Dez/ 16 Mai/ 17 2130 high high

Apr/ 16 Jun/ 16 Apr/ 17 120 medium medium
Sep/ 16 Mai/ 17 140 medium medium
Sep/ 16 March 17 90 medium low

Project start Project end
(planned)

Project end
(adapted)

Person 
days

Project 
risk

Benefits-costs- 
difference

Sep/ 17 Feb/ 18 220 low medium

Jul/ 17 Dez/ 17 130 low medium

Jul/ 17 Dez/ 17 80 medium medium
Jul/ 17 March 18 350 high high

Project start Project end
(planned)

Project end
(adapted)

Person 
days

Project 
risk

Benefits-costs- 
difference

Nov/ 15 Jun/ 16 Dez/ 16 170 medium medium

Fig. 16.2: RGC project porƞ olio list as of 15 February 2017 (example) (cont.).
(conƟ nues on next page)

The project porƞ olio bar chart from the controlling date indicates that the ongoing projects 
would end in May and June 2017, and the starƟ ng of planned projects would only take place 
thereaŌ er.

From the project porƞ olio interdependences matrix, it can be seen that the project “Values-
4Business Value” project had the greatest number of relaƟ ons to other projects. The contexts 
are briefl y interpreted in the following.

InterpretaƟ on:

1) and 2) use of the same senior consultant
3) and 4) sales at customers A and B as part of the sales iniƟ aƟ ve
5) HAPPYPROJECTS 17 to support Sales 17 (invitaƟ ons, etc.)
6) InvitaƟ on of representaƟ ves of customers to the Peer Review Group
7) New developments in Values4Business Value considered in sPROJECT
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Ecological cost-
benefits 

difference

Social cost-
benefits 

difference

Essential project 
stakeholders

Project 
progress

Project
status

low hoch Customer 80% 2
low medium Cusomter 90% 1
low medium Diverse customers 5% 1

medium hoch Reader, publisher 70% 2

low low Programmer 80% 4
low high Participants, speaker 40% 1
low high Participants, speaker 60% 2

Ecological cost-
benefits 

difference

Social cost-
benefits 

difference

Essential project 
stakeholders

Project 
progress

Project
status

low medium WU Vienna

low medium Reader, publisher

low medium PMA, consultants
high high RGC staff

Ecological cost-
benefits 

difference

Social cost-
benefits 

difference

Essential project 
stakeholders

Project 
progress

Project
status

medium medium Programmer 40%

Fig. 16.2: RGC project porƞ olio list as of 15 February 2017 (example). (cont.)

8) and 9) New developments in Values4Business Value presented at HAPPYPROJECTS 17 
and 2nd symposium

10) and 11) Developed new sPROJECT release marketed at HAPPYPROJECTS 17 and 2nd 
symposium

12) to 15) Customers A and B off ered the opportunity to aƩ end lectures and to get reduced 
parƟ cipaƟ on fees for HAPPYPROJECTS 17 and 2nd symposium

In assessing the status of the project porƞ olio, RGC orients itself using the target values 
listed in Figure 16.5 (page 460), which form part of the corporate governance structures. 
These targets also provide a basis for the interpretaƟ on of the scores on the project porƞ olio 
scorecard.
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Fig. 16.3: RGC project porƞ olio bar chart (example).
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Organization projects: maximum 1

Number of projects one person shall manage as project manager: maximum 2
Number of projects one person shall manage as project owner: maximum 4

Number of ongoing projects in the RGC project portfolio: maximum 10
Number of ongoing projects per project type

Contracting projects: maximum 4
Marketing and sales projects: maximum 2
Innovating projects: maximum 1
Event projects: maximum 2

 Fig. 16.5: Target values for the structures of the RGC project porƞ olio in 2017.

The project porƞ olio scorecard shows that, based on the relaƟ vely large number of ongoing 
projects in February 2017, the project porƞ olio structures were assessed as average. Because 
of the large number of ongoing projects, the project porƞ olio budget and resource uƟ lizaƟ on 
were also higher than in December 2016.

The raƟ os of the project types also deteriorated in comparison with December as a result of 
a large requirement for boƩ leneck resources. RelaƟ ons with stakeholders were stable. The 
important relaƟ ons with clients were good, since several “key accounts” could be involved 
in the innovaƟ on project and the event projects as cooperaƟ on partners. The organizaƟ onal 
objecƟ ves had been appropriately realized by the current project porƞ olio. An excepƟ on was 
the realizaƟ on of the fi nancial objecƟ ves, because essenƟ al capaciƟ es for consultancy were 
Ɵ ed up in internal projects and thus could not fulfi ll contracts to the usual extent. Employee- 
related objecƟ ves were very well realized by involving employees in the internal projects with 
resulƟ ng personnel development.
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 HAPPYPROJECTS 17 12) 13) x

 2nd Symposium Project auditing 14) 15) x

Fig. 16.4: RGC project porƞ olio interdependences matrix.
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Fig. 16.6: RGC project porƞ olio scorecard of 15 February 2017 (example).
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high

low

low high

Contribution 
margin

Risk

B

D

C
F

A

E

Other Project Portfolio Reports

Other project portfolio reports are, for example, analyses of project portfolio resources 
and project portfolio matrices. A resource analysis of the project portfolio is necessary 
if several projects utilize a (scarce) resource. In this case, independent resource planning 
for individual projects is no longer possible. Planning, coordinating, and prioritizing are 
required at the project portfolio level. Various project ratios can be visualized by project 
portfolio matrices. Possible combinations of ratios are, for example, contribution mar-
gin and project risk (see Fig. 16.7) or project duration and project risk.

Th e informative value of project portfolio reports depends on the quality of the data 
in the project portfolio database. Th e preparation of project portfolio reports requires 
specifi c competencies. Only appropriate selection of information relevant to decision 
making, the visualization of information, its interpretation, and the use of symbols 
such as “traffi  c light colors” to indicate the status of projects, ensures the informative 
value of the reports.

Fig. 16.7: Matrix of contribuƟ on margin vs. risk for contracƟ ng projects.1

1  The contribuƟ on margin indicator is defi ned as “revenue minus variable costs”. Risk is defi ned here as “nega-
Ɵ ve deviaƟ on from fi nancial target”.
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 16.2.4 Project Porƞ olio Managing: OrganizaƟ on

Th e Project Portfolio Group and a PM Offi  ce (see Chapter 15) play key roles in project 
portfolio managing. Th e Project Portfolio Group or a similar organization is respon-
sible for optimizing project portfolio results. On the basis of project and program 
proposals, it decides on appropriate organizational forms for implementing business 
processes and nominates project and program owners. Th e Project Portfolio Group 
may also recommend controlling of benefi ts realization.

Th e PM Offi  ce supports the Project Portfolio Group in fulfi lling these tasks and 
promotes networking between projects. Project portfolio ratios and project portfolio 
reports can be communicated diff erently to diff erent target groups. Th e analysis and 
processing of information are performed either by a PM Offi  ce or by the user of the 
information. To communicate the relatively complex relations in project portfolios, it is 
advisable to use multiple forms of visualization (lists, matrices, bar charts, tables, etc.)

  16.3 Business Process: Networking of Projects

16.3.1 Network of Projects and Chain of Projects: Defi niƟ on

A network of projects is a set of coupled projects. Projects in networks can be coupled 
by having the same cooperation partners, suppliers, or customers; by being imple-
mented in the same region; by using the same technology; etc. Networks of projects 
are social networks (see Excursus: Social Networks).

A chain of projects is a set of sequential projects for performing sequential business 
processes. A chain is a specifi c form of a network of projects. A chain of projects is 
considered over a period of time. Chains made up of both projects and programs are 
also possible.

Excursus: Social Networks

The word “network” means a set of nodes and connecƟ ons between these nodes. Every node 
is connected to other nodes either directly or indirectly. All parts of the network are fl exible. 
Parts of a network do not stand alone but can infl uence other parts of the network and can 
also be infl uenced by them.

The word “social” refers to the network concept of social systems. “A social network is a set 
of social units together with the social relaƟ ons between these units. [. . .] The social units 
can be people, posiƟ ons or roles as well as groups, organizaƟ ons or even whole socieƟ es. 
The social relaƟ ons may vary accordingly, so at the individual level they are about sympathy, 
communicaƟ on or role obligaƟ ons and at the group level about overlapping memberships, 
fi nancial dependencies or trade relaƟ ons between states”.2

2  Endruweit, G., 1989, p. 465.
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The boundaries of social networks are open and unclear. Where interacƟ ons end, where and 
how they arise, change, and lapse, is too complex to be understood even by network parƟ ci-
pants. Individual interacƟ ons have situaƟ onal endpoints, but these are only the end of a com-
municaƟ on chain. They simply come to an end when further interacƟ on no longer appears to 
be meaningful or possible, but they may at any Ɵ me extend or retract as condiƟ ons change.

“The boundaries of networks are oŌ en blurred and their acƟ vity oŌ en seems to turn on and 
off  with no discernible regularity. [. . .] Instead of being held together within a boundary, a 
network coheres to form shared values, goals, and objecƟ ves. A network is recognized by its 
clusters of interacƟ on and channels of communicaƟ on, rather than by a fi xed boundary that 
includes and excludes”.3

This indeterminacy also applies to the inner order (funcƟ ons, levels, roles) of a social net-
work. Unclear boundaries and subdivisions make it diffi  cult for the human mind to recognize 
social networks as coherent, funcƟ oning social structures. That is why objects with no fi xed 
boundaries, such as social networks, create orientaƟ on problems.4

“Unlike a hierarchy, whose internal parts and external boundaries can be crisply mapped on a 
fl ow chart, a network has few inner divisions and has indisƟ nct borderlines. A network makes 
a virtue out of its characterisƟ c fuzziness, frustraƟ ng outside observers determined to fi gure 
out where a network begins and ends”.5

The cohesion of a social network is produced by the common intenƟ ons and values of its 
members. A social network must represent certain basic intenƟ ons. These intenƟ ons form 
the basis of a social network. They are the cement that holds the network together.

“If a network could be drawn on a paper, its lines of coherence would consist of the ideas that 
the parƟ cipants agree upon, manifested in commitments to similar ideals”.6

These collecƟ ve basic intenƟ ons characterize the network. If these intenƟ ons—the sense of 
the network—are represented by a name or a symbol, this facilitates the idenƟ fi caƟ on of the 
network as well as the idenƟ fi caƟ on of the parƟ cipants with the network.

“In contrast to bureaucracies, whose existence hinges on members who perform highly spe-
cialized tasks and who are totally dependent on one another, networks are composed of 
self-reliant and autonomous parƟ cipants”.7

It is a parƟ cular advantage of social networks that they not only authorize this self-reliance 
and the individual interests of the members, but also promote them.8 For the diff erent inten-
Ɵ ons and the autonomy of the network parƟ cipants do not, as one might assume, endanger 
the existence of a network. On the contrary, they make it more robust.

“For governance, ‘network’ implies a non-hierarchical system of equal, self-sustaining mem-
bers. Unlike a bureaucracy a network is dependent on no one of its parts. No organ performs 
a specialized task necessary for the funcƟ on of the whole. A net has no center. It is made up 
of links between parts. [. . .] It is precisely this aƩ ribute of self-sustaining parts that gives the 
network form its remarkable resiliency and its adaptability to stress. SegmentaƟ on explains 

3  Lipnack, J., Stamps, J., 1982, p. 229 f.
4 Lipnack, J., Stamps, J., 1982, Chapter 1.1.3.
5  Lipnack, J., Stamps, J., 1982, p. 8.
6  Lipnack, J., Stamps, J., 1982, p. 9.
7  Lipnack, J., Stamps, J., 1982, p. 7.
8 Lipnack, J., Stamps, J., 1982, p. 8.
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why, for example, underground poliƟ cal movements are so diffi  cult to suppress. Squashing 
one node does liƩ le to impair the eff ecƟ veness of the net as a whole”.9

RelaƟ ons in a social network are based on three characterisƟ cs that disƟ nguish social net-
works from social systems: autonomous parƟ cipants, fl exible and decentralized organizaƟ on, 
and voluntary parƟ cipaƟ on in the network.

Elements of networks of projects are projects and programs that can communicate 
with each other. Th e common intention of the network is the creation of synergies 
in the network and the organization of learning. Networking takes place, for exam-
ple, in workshops, meetings, and talks. Communication can be supported by com-
mon databases, chatrooms, and links. Networks of projects have no clear boundaries, 
which means that the projects of clients, partners, or suppliers of a project-oriented 
organization can be considered, provided that their consideration can contribute to 
the realization of common objectives.

Th e need for networking of projects can be recognized by project managers, a Proj-
ect Portfolio Group, or a PM Offi  ce. Because of the need to concentrate on project 
objectives in daily project work, the potential of networking with other projects is not 
always apparent to the members of project organizations. Promoting networking of 
projects is therefore also a task for the Project Portfolio Group and the PM Offi  ce.

Networking of projects can occur as a situation requires, or it can be established as a 
periodic form of communication for a network over a period of time. Situations requir-
ing ad hoc networking are, for example, project discontinuities. Th e consequences for 
other projects of a project crisis or chance must be analyzed, and necessary measures 
must be agreed upon. Situational criteria for coupling projects must be defi ned. Com-
munication can then be carried out in networking workshops and meetings.

 Networking of projects requires a cooperative organizational culture. An active infor-
mation policy, the possibility of horizontal communication, and mutual trust are cen-
tral values for networking.

16.3.2 Networking of Projects: ObjecƟ ves and Process

Th e objectives of networking of projects are to create synergies and avoid confl icts, as 
well as to promote learning in a network of projects.

Th e need for networking can be recognized by project managers, the Project Portfolio 
Group, or the PM Offi  ce. Th ey can initiate the networking of projects. Project net-
working starts when the project managers involved decide to network. Th e process 
ends when the agreed-upon measures for the use of synergies and the avoidance of 
confl icts between projects have been performed.
9  Lipnack, J., Stamps, J., 1982, p. 223 and 225.
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To prepare for networking, the integrating criterion of the network must be identi-
fi ed, members of the individual project organizations must be invited, and relevant 
information about the projects must be provided.

It is advisable to use various communication formats for networking. As a commu-
nication format, a workshop enables direct interaction between the members of the 
diff erent project organizations. Th e relations between the projects must be analyzed. 
A graph of the network of projects can be used to visualize these relations. Th is sup-
ports the collective construction of the network at a particular point in time.

On the basis of an analysis of synergetic and confl ictual relations between projects, 
strategies and measures can be defi ned for using synergies and avoiding confl icts. 
Implementation of the agreed-upon measures is a task for the project managers of the 
networked projects. 

Th e business process “Networking of projects” is represented as a responsibility chart 
in Table 16.5.

 Th e results of networking are an understanding of the relations between the projects 
and measures for using synergies or avoiding confl icts in the network. Th e following 
measures are possible in principle:

> redefi ning project objectives in case of confl icting objectives of projects,
> reallocating personnel in case of resource confl icts between projects, or possibly 

changes in project priorities,
> reshaping of project stakeholder relations on the basis of a holistic view resulting 

from the consideration of multiple projects,
> risk balancing between projects by altering contractual relations with clients, part-

ners, and suppliers,
> transferring know-how between projects, and
> establishing communication structures for periodic coordination between projects.

In an extreme case, the fi ndings of an analysis of the relations in a network of projects 
can also lead to projects being stopped or interrupted.

16.3.3 Networking of Projects: Methods

Workshops and Meetings for Networking of Projects

Networking of projects is facilitated by establishing specifi c communication formats. 
In workshops, representatives of the networking project organizations and of project 
stakeholders can interact directly.

A workshop for networking can take half a day to one day. Usually only one work-
shop is necessary. If necessary, workshops can be supplemented by periodic meetings 
for networking.
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Graph of a Network of Projects

Relations between the projects of a network can be visualized in a graph. Th is graph 
represents the networked projects and the relations between them. Circles of diff erent 
sizes and colors can be used to represent the projects. Th e symbols used need to be 
explained in a legend.

Projects with similarities can be gathered together in various groupings. Lines between 
the projects (but no directional arrows) can be used to represent the relations. Rela-
tions between projects are the primary focus of networking. 

Relations between individual projects can be interpreted by qualitative statements. As 
an example, Figure 16.8 shows the RGC network of projects as of 15 February 2017.

Tool/Document:
1 … Invitation to the networking workshop 
2 … Network of projects graph
3 … List with measures

Business process: Networking of projects
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1 Planning networking of projects

1.1 Collecting project progress reports C P

1.2 Concreting the demand for networking of 
projects C P C

2 Preparing the networking of projects

2.1 Inviting participants for the networking P I I I I I 1

2.2 Collecting information about the considered
projects P C C C

3 Performing a workshop for networking of projects

3.1 Exchanging information between projects C C P C C C 2

3.2 Developing a network of projects graph C C P C C C

3.3 Planning measures based on the provided 
information C C P C C C

3.4 Agreeing on the planned measures I C C P I C 3

4 Following up the networking workshop

4.1 Organizing for the performance of the measures I P I P I I

4.2 Controlling the measures P P

Legend:
P … Performing
C … Contributing
I … Being informed
Co … Coordinating

Table 16.5: Business Process “Networking of Projects”—Responsibility Chart
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Case Study: RGC Networking of Projects

Legend:
Strong relation

Medium relation

Weak relation

Events are supporting 
sales

Mutual cooperation 
interest at RGC events

Acquisition
follow-up 
contract

Mutual cooperation interest
in the innovating project

Customer contract A

Values4Business Value

HAPPYPROJECTS 17

2nd Symposium
project auditing

Sales 17

Event projects

Fig. 16.8: RGC network of projects for managing relaƟ ons with customer A.

InterpretaƟ on:

> The network of projects for managing relaƟ ons with customer A was constructed in 
order to plan a strategy and measures for managing the customer relaƟ onship.

> Projects that seemed relevant to managing the relaƟ onship with customer A have been 
included in the network graph. RelaƟ ons between the projects were analyzed and briefl y 
described, as shown in the graph.

> The following customer binding strategy was formulated: “Wide-ranging cooperaƟ on, 
with a focus on securing business value for the customer”.

> The following measures for customer binding were planned on the basis of the analysis:
 - InviƟ ng representaƟ ves of customer A to the peer review group,
 -  InviƟ ng representaƟ ves of customer A to give lectures and to parƟ cipate in the RGC 

events HAPPYPROJECTS 17 and the 2nd symposium “Project AudiƟ ng”,
 - Introducing customer representaƟ ves to RGC consultants at events, and
 -  Use experiences from the project “Values4Business Value” by the customer represen-

taƟ ves in their own pracƟ ce.

 16.3.4 Managing a Chain of Projects

Th e projects of a chain of projects are closely coupled by belonging to the same invest-
ment process. Typical chains are chains formed by a conceptual and a realization proj-
ect, from a tender off er and a contracting project, or from a pilot and a follow-up project.

Managing chains of projects has the objective of ensuring continuity in the manage-
ment of two or more successive projects or programs undertaken to implement an 
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investment. Managing a chain of projects is not a separate business process of a project- 
oriented organization, but a special case of networking between (successive) projects.

To manage chains of projects, personnel management measures and organizational 
measures must be implemented. An essential personnel management measure is the 
involvement of members of the project organization of an ongoing project in the proj-
ect organization of a follow-up project. Th ere should be overlaps between the mem-
bers of the project owner teams and the project teams. Th e Project Portfolio Group 
is responsible for the selection of the members of the project owner teams as part of 
project portfolio managing.

Th e objective of integrating two successive projects into a chain can be realized in 
the project closing process of the ongoing project and in the project starting process 
of the follow-up project. Th e planning of the structures of the follow-up project and 
its documentation in an initial project handbook are work packages of the ongoing 
project. Potential members of the project organization of the follow-up project must 
be involved in the project closing process in order to help plan the structures of the 
follow-up project and to meet representatives of project stakeholders. To ensure the 
transfer of know-how into the follow-up project, members of the project organization 
and representatives of project stakeholders of the previous project should be invited to 
participate in the project starting process.

No specifi c methods are required to manage chains of projects. Th e (organizational) 
measures for the integration of the two projects are presented in the project plans, 
especially in the project organization documents.

 16.4 Project Porƞ olio Managing and Networking 
of Projects: Values
Th e values of the RGC management paradigm are shown in Figure 16.9 and are 
interpreted as follows for project portfolio managing and networking of projects.

Holistic Defi nition of Solutions and Boundaries

To be able to optimize the structures and results of a project portfolio, it must be 
considered holistically. To this end, the boundaries of the organization whose project 
portfolio is to be managed must be adequately defi ned, and all the projects of this 
organization should be considered.

Th e boundaries of the organization must be defi ned in such a way that as many 
relations as possible between projects can be considered. When structuring project 
portfolios, organizational units constitute the fi rst criterion and project types the sec-
ond criterion. Structuring by project type alone does not enable the consideration of 
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> Using the business value
as criterion for prioritizing 
projects in the project 
portfolio

> Considering the principles
of sustainable 
development for project 
portfolio managing

Sustainable business 
value as success 

criterion

> Managing of and for
stakeholders

> Considering projects of
other organizations with 
relations to own projects

> Involving stakeholders in 
project portfolio managing 

Context-orientation

> Defining a project backlog 
and managing it iteratively

> Deciding about the 
application of agile 
methods in projects by the 
Project Portfolio Group 

Iterative approach

> Defining holistic 
boundaries of the 
organization whose 
project portfolio is 
managed

> Considering all project 
types in the project
portfolio

Holistic definition of 
solutions and 
boundaries

> Empowering the Project 
Portfolio Group

> Ensuring resilience of the 
project portfolio

Empowerment and 
resilience

> Using project portfolio
reports for visualized 
communication

> Performing stand up 
meetings in the PM Office
for networking

Frequent, visually 
supported 

communication

> Coping with continuous
and discontinuous changes
of the project portfolio

> Learning by networking of
projects

> Reflecting on project
portfolio managing and on
networking of projects

Continuous and 
discontinuous learning

> Ensuring quick wins by 
appropriately prioritizing 
projects in the project 
portfolio

> Using appropriate
methods for project 
portfolio managing 

> Organizing the project 
portfolio managing 
efficiently

Quick realization of 
results and efficiency

Fig. 16.9: Project porƞ olio managing, networking of projects, and values.

essential relations between projects of diff erent types. Th is results in an inappropriate 
reduction of management complexity, which permits only suboptimal solutions.

Th is means, for example, that a larger organization with several profi t centers needs 
both a sub-portfolio for the strategic projects of the organization and sub-portfolios 
for the individual profi t centers. A structuring of sub-portfolios by project type is 
therefore not recommended. 

However, the data in the project portfolio database can be presented in various ways, 
using matrix logic to provide information for the management of organizational 
units, as well as additional information for managing the project portfolios of the 
diff erent sproject types.

To provide an adequate basis for strategically “managing by projects”, organizations 
must consider projects of all types in their project portfolios. Some organizations that 
perform large contracting projects, such as construction, engineering, or IT compa-
nies, reduce their project portfolio to contracting projects. Or IT departments con-
sider only IT projects and therefore do not analyze their relations to projects of other 
types. As a result, these companies lose signifi cant opportunities for optimization in 
management.
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Holistic project portfolio managing means, above all, to see a project portfolio not 
only as a set of projects and programs, but to also consider their networking. Th e 
analysis and management of relations in project portfolios can be promoted by ade-
quately considering information in the project portfolio database about stakeholders, 
products, markets, or technologies. In risk managing for project portfolios, the proj-
ect portfolio risk is therefore not to be seen as the sum of the risks of the individ-
ual projects or programs. As in the fi nancial sector for securities portfolios, relations 
between projects must also be considered—for example, for risk compensation. Th ere 
is an analogy here to risk managing in programs (see Chapter 13).

Sustainable Business Value as a Success Criterion

Business value orientation is a key strategic element of project portfolio managing. 
Project portfolio managing should help secure sustainable business value for the orga-
nization. Although the making of investment decisions is not a project portfolio man-
aging task, contributions to securing business value can be made by:

> selecting appropriate organizational forms (small project, project, program) for 
performing comprehensive business processes,

> selecting owners who give their projects and programs appropriate management 
attention,

> managing stakeholder relations from the point of view of the project portfolio,
> dissolving close links between projects in the project portfolio to reduce risk for 

the organization,
> prioritizing projects and programs in the project portfolio, and
> arranging for networking between projects.

Th e contribution of a project to business value is a key criterion for prioritizing proj-
ects of the project portfolio. Taking into account the principles of sustainable devel-
opment, business value can be understood as not only economic but also ecological 
and social, not only in the short term but also in the medium term, and not just 
locally but also regionally.

Th e principles of sustainable development also infl uence the business process “Project 
portfolio managing” and its methods. So, for example, sustainability principles can 
be taken into account in the project portfolio database and project portfolio reports, 
and stakeholders can be involved in project portfolio managing.

Quick Realization of Results and Effi  ciency

Quick project portfolio results can be achieved by prioritizing projects appropriately. 
Quick results can also be achieved by keeping project portfolios “lean”. Lean project 
portfolios can be ensured by minimizing the number of concurrent projects, planning 
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projects with short project durations, and diff erentiating sequential projects in chains 
of projects.

Th e planning of quick wins of projects can be infl uenced by the objectives of project 
portfolio managing. Rapid and easy-to-achieve results can be planned and controlled 
across project boundaries.

Th e quality of the information in the project portfolio about individual projects and 
programs is an essential basis for good project portfolio results and effi  cient project 
portfolio managing. Professional project and program managing is a prerequisite for 
effi  cient and eff ective project portfolio managing.

Effi  ciency in project portfolio managing does not require an integrated project and 
project portfolio database. For project portfolio managing, only aggregated project 
data is necessary—for example, project type, project owner, project manager, project 
budget, project stakeholders, project start and end dates, etc. No detailed information 
about work packages, costs, schedules, risks, and responsibilities for work packages 
and stakeholder relations is required. 

If needed, this information can be obtained from the documentation and tools for 
managing the individual projects. Detailed project planning and project controlling 
is decentralized and used for empowerment at the project level.

In project portfolio managing, the focus is on the availability of relevant data for 
decision making, on communication and networking, to be able to deal with the 
complexity of project portfolios. A relatively simple stand-alone software solution is 
not optimal but might be suffi  cient for project portfolio managing.

Iterative Approach

Project portfolio managing is a strategic management task that is performed periodi-
cally. Depending on the dynamics of the respective project-oriented organization, proj-
ects and programs are iteratively proposed, started, prioritized, discontinued, etc. Th e 
planned projects of an organization can be perceived as their “project backlog”. From 
the backlog, projects to be started are selected in periodic project portfolio meetings.

Iterative planning of the project portfolio is performed alongside the iterative plan-
ning of projects to be started. Th e strategic objectives of the project-oriented organi-
zation might also be adapted iteratively on the basis of feedback from the projects in 
the project portfolio.

It can be observed that the cycles of project portfolio managing are becoming shorter 
as a result of dynamism in the economic environment. Some industries not only 
prepare project proposals once a year as part of budgeting, but also decide on project 
proposals on a quarterly or even monthly basis and perform corresponding rolling 
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budgeting. Th ese short-term planning cycles require projects with short project dura-
tions, which result from defi ning chains of projects.

Context Orientation

Th e content-related context of project portfolio managing is the ongoing business 
activity of a project-oriented organization. Th us, in strategic managing, the objec-
tives, measures, and resource needs of the ongoing business activities and the project 
portfolio must be coordinated in an integrative way.

In project portfolio managing, the temporal context is taken into account by consider-
ing changes in the project portfolio over time. Th e dynamism of the project port folio 
is supported by appropriate project portfolio management structures—that is, the 
frequency of meetings and workshops, the involvement of stakeholders, the types of 
analysis, the ratios to be considered, and the project portfolio reports to be prepared.

Context orientation in the social sense means that when constructing networks of 
projects, projects and programs are considered which are performed outside the orga-
nization under consideration—for example, the projects of customers, suppliers, or 
partners—provided that this results in additional benefi ts.

Managing stakeholder relations from the point of view of project portfolios diff ers 
from stakeholder managing in individual projects by being more strategically ori-
ented. Strategies are needed to manage relations with stakeholders who are simultane-
ously stakeholders of several projects. All relations are analyzed and strategically man-
aged. Confl icts of interest of stakeholders regarding diff erent projects and programs 
may come to light in this process. Th is aspect of the complexity of project portfolios 
must be dealt with. Management “for” stakeholders can also be implemented in proj-
ect portfolio managing (see Chapter 6).

Th e involvement of selected external stakeholders in project initiating, project port-
folio managing, and, above all, in networking between projects is challenging but can 
reduce risks for the organization and create opportunities for optimization.

Continuous and Discontinuous Learning

Project portfolio managing can involve continuous and discontinuous learning. 
Learning in project portfolio managing is achieved by means of observation, refl ec-
tion, and feedback. For example, the following can be observed and refl ected upon:

> whether the structures of the project portfolio are appropriate,
> whether the organizational forms defi ned for performing business processes are 

adequate,
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> whether the projects and programs of the project portfolio contribute to the imple-
mentation of the organizational objectives,

> whether stakeholder relations are appropriately managed, and
> whether controlling measures were successful at the project portfolio level.

If external stakeholders are involved in portfolio managing, it is possible to learn from 
their diff ering experiences. 

Performing project portfolio managing periodically makes it possible to optimize the 
business process by refl ection and feedback.

Project portfolio managing can also contribute to learning in projects and programs 
and to strategic managing. Management quality in projects and programs can be 
ensured by checking whether the corporate governance structures for project and 
program managing are implemented. Th e project portfolio manager contributes to 
the further development of the strategic plans on the basis of the fi ndings of projects 
and programs.

Frequent, Visually Supported Communication

Th e dynamism of project portfolios necessitates frequent communications in project 
portfolio managing. Members of the initiation team, the Project Portfolio Group and 
project and program organizations, employees of the PM Offi  ce, and representatives 
of stakeholders are to be involved, according to pressing needs.

Th e objective of using project portfolio managing to perform an integrative function 
in a project-oriented organization can be supported by various communication for-
mats, such as workshops of project initiation teams, project coordination meetings, 
and workshops and meetings for networking of projects. 

Frequent, short-term communications of a Project Portfolio Group are usually not 
possible. Stand-up meetings of initiation teams, of the members of the PM Offi  ce, 
and also of groups for networking can be held and are useful.

An important function of the communication formats of project portfolio managing 
is to contribute to the development of the culture of a project-oriented organization. 
Openness, trust in the exchange of information, and learning from each other (in 
networking) are to be assured.

Project portfolio ratios and project portfolio reports can be used as visual aids for 
communication. Project portfolio lists, project portfolio bar charts, and project port-
folio scorecards are particularly suitable. Appropriate room infrastructure and ICT 
infrastructure must be provided to support project portfolio communication.
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Empowerment and Resilience

Th e Project Portfolio Group and the PM Offi  ce are to be empowered in project port-
folio managing. In larger organizations, there might be the specifi c role “Project Portfolio 
Manager” in the PM Offi  ce. Project portfolio managing is institutionalized by this role.

Empowering the Project Portfolio Group and the PM Offi  ce in project initiating means 
that they can make the following decisions:

> accepting or rejecting project proposals,
> nominating project owners,
> adapting project objectives in project proposals to make them consistent with the 

organization’s objectives, and
> initiating management consulting for projects and programs.

In implementing an investment, these decisions are made in the context of investment 
decisions to be made by an investment decision committee or the Project Portfolio 
Group.

Empowering the Project Portfolio Group and the PM Offi  ce in project portfolio 
managing means that they can make the following decisions:

> designing the project portfolio strategically,
> starting new projects,
> stopping or interrupting projects for reasons of organizational strategy,
> prioritizing projects,
> strategically managing stakeholder relations,
> initiating management consulting for projects and programs,
> initiating controlling of benefi ts realization for investments, and
> initiating networking of projects.

In empowering the Project Portfolio Group, relations to the decision-making powers 
of project and program owners must be respected.

A key objective of project portfolio managing is to ensure appropriate project port-
folio structures. Th ese contribute to the resilience of a project-oriented organization. 
Th e stability of a project-oriented organization should not be jeopardized if individual 
projects or programs of the project portfolio have problems and unforeseen develop-
ments occur. 

Th e resilience of a project-oriented organization can be supported by agile and redun-
dant structures in the project portfolio. In project portfolio managing, a project- 
oriented organization can prove that it is capable of reacting to dynamics and imple-
menting change.
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 16.5 Project or Program ConsulƟ ng10

Project Quality: Defi nition

Project quality can be defi ned as “meeting all defi ned and stipulated solution require-
ments”.11 Quality can also be understood as meeting the expectations of external or 
internal customers. It is the requirements at the time of providing the solution to the 
customer that are to be met, not the initially defi ned requirements.

In projects, a distinction can be made between the quality of the project results to be 
achieved and the process quality of project managing. Appropriate quality manage-
ment is to be performed to ensure quality (see Excursus: Quality Management).

Excursus: Quality Management

Quality management originated at the beginning of the 20th century. The division of labor 
and the mass producƟ on introduced by Frederick W. Taylor led to a need to control the qual-
ity of products.

Since then, quality management has evolved from product-related quality control to an 
organizaƟ on- oriented total quality management approach with the objecƟ ve of conƟ nuously 
improving business processes.12

Deming is one of the founders of quality management.13 He pointed out that quality and 
producƟ vity do not contradict one another but posiƟ vely correlate with each other, provided 
that producƟ on is perceived as a process that takes account of customer relaƟ ons and cus-
tomer feedback. Deming describes the following chain reacƟ on: improving quality results in 
lower producƟ on costs, as fewer error correcƟ ons are necessary. Fewer errors lead to bet-
ter uƟ lizaƟ on of machines and materials. Lower producƟ on costs lead to beƩ er producƟ vity 
and enable beƩ er quality at lower prices. This leads to a higher market share, which in turn 
ensures the existence of the company and thus of its jobs. Deming introduced the Deming 
cycle, which takes into account both error correcƟ on and error prevenƟ on. The Deming cycle 
consists of the steps “plan, do, check, act—PDCA” (see Fig. 16.10). 

Deming’s approach has been further developed by Ishikawa and Taguchi. Ishikawa postulated 
that all divisions of the company and all employees are responsible for quality. The quality 
is defi ned by the customer—whereby customer is understood not only as the end customer 
who pays for the product, but also as the next person in a business process. Each employee is 
therefore both a customer and a supplier.14

Deming’s approach and its further development by Ishikawa and Taguchi corresponds to a 
total quality management approach that can be characterized by seven principles15:

10  In the following, primarily the management quality of projects will be considered. The objecƟ ves, processes, 
methods, and organizaƟ onal structures for programs are similar.

11  Society for Project Management, 2005, p. 27 ff . 
12  See Seaver, M., 2003.
13  See Deming, W.E., 1992.
14  See Ishikawa, K., Lu, D., 1985.
15  See Bounds, G. M., Dobbins, G. H., Fowler, O. S., 1995; Krczal, A., 1999, p.399 ff .
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> customer orientaƟ on,
> conƟ nuous improvement of systems and processes,
> process management,
> search for the true cause of errors,
> data collecƟ on and staƟ sƟ cal methods,
> employee orientaƟ on, and
> team orientaƟ on.

Projects and Programs as Clients of Consulting

Traditionally, the objects of consulting are permanent organizations such as compa-
nies, profi t centers, or service centers. Th e complexity and dynamics of projects and 
programs might necessitate support in the fulfi llment of content-related processes and 
management processes. Th e perception of projects and programs as temporary orga-
nizations (see Chapter 1) allows them to be defi ned as social systems to be consulted. 
Projects and programs can be “client systems” of consulting.

Ensuring the Quality of the Project Results

Professional project managing contributes to ensuring the quality of the results of a 
project. If necessary, content-related consulting can be performed to ensure this qual-
ity. Th e objective of content-related consulting of a project is to contribute to solving 
content-related problems. In content-related consulting, a consultant cooperates with 
the members of the project organization as a project contributor. In the case of more 
extensive activity, the consultant can also be a project team member.

Ensuring Management Quality of a Project

Management quality of a project is to be assured by professional project managing. 
If necessary, management quality of a project can also be assured by management 
consulting.

Fig. 16.10: Deming’s PDCA cycle.
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Management consulting of a project can be diff erentiated according to the following 
services and business processes:

> consulting a project when implementing a project management sub-process,
> management auditing of a project, and
> performing a short project intervention. 

Furthermore, the project-oriented organization—but not the project, as it does not yet 
exist—can be consulted for project initiation. Th e objectives of consulting in project 
initiating are to ensure that an appropriate organizational form for performing a busi-
ness process is selected and that initial plans for starting a project are prepared. Th e 
objective of consulting a project when performing a project management sub-process 
is (further) developing the project management competence of the project. Th e objec-
tives of management auditing of a project are to analyze the management competency 
of a project and develop recommendations for the further development of this compe-
tency. Th e objective of performing a short project intervention is to contribute to the 
resolution of a specifi c management problem of a project.

In management consulting, the values of a systemic management approach (see 
Chapter 2), such as stakeholder orientation, securing quick wins, optimizing the busi-
ness value, using an iterative approach, ensuring sustainable development , etc., are 
considered. In performing a short project intervention, quick wins are to be achieved 
with a small consulting eff ort. Effi  ciency in management consulting is achieved by 
diff erentiating, as described later, between the client system, the consulting system, 
and the consultant system.

Management consulting in a project is to be distinguished from project management 
training, coaching of the members of project organizations, and temporary project 
management. Coaching enables the transfer of the contents of training into the daily 
practice of training participants and the solving of current “on the job” challenges of 
managers. In temporary project management, the project manager assumes manage-
ment responsibility. Management consulting in projects is often combined with proj-
ect management training and coaching of the members of project organizations.

16.5.1 ConsulƟ ng of an OrganizaƟ on in Project IniƟ aƟ ng

When a project is initiated, strategic project decisions are made which defi ne the 
basic structures for the project to be performed (see Chapter 5). A professional project 
initiation is therefore important.

Th e objective of consulting an organization in project initiating is to optimize the 
results of project initiating. It must be ensured that

> an adequate organizational form for performing a business process is selected,
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> appropriate initial project plans are available for starting the project,
> an appropriate project owner is nominated, and
> a project manager and a project team are assigned.

Consulting in project initiating can include the following services:

> supporting the defi nition of project boundaries and the development of initial 
project plans,

> supporting the defi nition of initial project strategies,
> analyzing the local, regional, and global ecological and social impact of the project,
> analyzing the relations of the project with other projects and programs,
> supporting the preparation of the project proposal, and
> supporting the involving of project stakeholders in the initiating process.

 Th e project initiator assigns a consultant with the performance of consulting services 
in project initiating. Th e social systems involved in the consulting process are the cli-
ent system “Organizational unit initiating a project”, the consulting system “Project 
initiating”, and the consultant system “Home base of consultants” (see Fig. 16.11). 
Aside from the project initiator, the initiation team, and the Project Portfolio Group, 
the client system can also include representatives of the PM Offi  ce and stakeholders. 
Th e consultant and representatives of the client system cooperate in the consulting 
system. Th e consultant’s “home base” may be internal to the organization (e.g., the 
expert pool of “project managers”) or external (e.g., consulting companies).

Consulting system:
Project initiating

Consultant system: 
“Homebase of 
consultants“

Client system;
Organizational unit 
initiating a project

Fig. 16.11: Systems involved in consulƟ ng an organizaƟ on in project iniƟ aƟ ng.

16.5.2 ConsulƟ ng of a Project in Performing a Project 
Management Sub-Process

Consulting a Project in Performing a Project Management Sub-Process: 
Objectives and Objects of Consideration

Th e objective of consulting in a project management sub-process is the (further) 
development of the project management competence of the project. It develops not 
only the competencies of the project manager and/or the project team, but also of the 
project as a temporary organization. Th e project is the client system in the consulting 
process. Consulting can be used to implement the requirements of guidelines for 
project and program managing.
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Consulting on a project can occur during the implementation of the sub-processes 
“Project starting”, “Project controlling”, “Project coordinating”, “Project transform-
ing” or “Project repositioning”, and “Project closing”. Consulting can relate to one or 
to several of these sub-processes. For example, consulting on a project is frequently 
performed in project starting and subsequently during several controlling cycles in 
order to ensure the sustainability of the project structures developed in project starting.

In consulting, the following objects must be considered for each project management 
sub-process:

> the design of the sub-process in the context of the design of the project manage-
ment process,

> the quality of the individual project plans and the consistency of the diff erent plans,
> the design of the project organization, and
> the design of project context relations.

Project consulting in project starting can include the following services:

> analyzing existing project management documents,
> interviewing project stakeholders,
> supporting the selection of project team members,
> preparing and refl ecting the performance of a project start workshop,
> supporting the development of detailed project plans and a project manual,
> supporting the use of an appropriate project infrastructure (rooms, ICT, etc.),
> supporting the managing of project context relations,
> supporting the planning of possible quick wins,
> preparing and refl ecting on the performance of a project owner meeting, and
> observing project meetings.

Th e results of management consulting can be assessed on the basis of the further 
development of management competency of a project achieved. Any improvements in 
quality can be observed in the competencies of members of the project organization, 
in the effi  ciency of meetings, in the content and form of the project management 
docu mentation, in the business value orientation of members of the project organiza-
tion, in the image of the project, and in relations with project stakeholders.

Consulting a Project in a Project Management Sub-Process: Organization

Management consulting for a project should be assigned to a consultant by the proj-
ect owner and not, for example, the general management of an organization. Man-
agers of the permanent organization can propose consulting, but the project owner 
should be convinced of the usefulness of the consulting, want it, and agree to it with 
the members of the project organization.

Management consulting is performed by a consulting system. Th is represents an 
intermediate system between the project as a client system and the organization from 
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which the consultants come. Th e system “Project management consulting” has spe-
cifi c objectives, processes, roles, and methods, which diff er, for example, from the 
client system “Project”. 

Th e organizations from which consultants come (their “home base”) can be either 
consulting companies or organizational units within the project-oriented organization. 
Figure 16.12 shows these relations for management consulting in a project.

Consulting system:
Project management 

consulting

Consultant system: 
“Homebase of 
consultants“

Client system:
Project

Fig. 16.12: ConsulƟ ng on a project for performing a project 
management sub-process—social systems involved.

Th e representatives of the project in the consulting system are experts in the project 
and its contents and problems, and they support the transfer of the results of the 
consulting system into the project. Th e consultant cooperates as project management 
expert with the representatives of the project in the consulting system.

Th e “home base of consultants” can infl uence the success of consulting. Th e accep-
tance of an internal consultant—for example, from an expert pool of “project man-
agers”—is likely to be higher than that of a consultant whose “home base” is an 
expert pool of “moderators” in a HR department.

16.5.3 Management ConsulƟ ng of a Program

Management consulting of programs diff ers from management consulting of projects 
because of the longer duration and higher complexity of programs. Specifi c services in 
management consulting of programs are, for example, the establishment of a program 
offi  ce, support for program marketing, and the development of integrated program 
standards (see Chapter 13).

To increase the effi  ciency of consulting, management consulting of a program can be 
performed in combination with management consulting of individual projects of the 
program.

16.5.4 Management AudiƟ ng of a Project or a Program

“An audit is a systematic and independent investigation to determine whether the quality- 
related activities and their related results conform with the planned instructions and 
whether these instructions are eff ectively implemented and suitable for achieving 
the objectives”.16 Auditing is a quality assurance method in which the observance of 
16  DIN EN ISO 8402:1995_08 bzw. DIN EN ISO 9000:2015-11.
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predefi ned procedures and standards as well as their eff ectiveness and appropriateness 
are examined.

Terms which are also used in practice instead of the term “audit” are “revision”, 
“review”, or “health check”. “Audit” and “revision” are often associated with a higher 
formalization of the process and its consequences than “review” and “health check”.

In a project auditing, the management quality as well as the quality of the results of 
a project are the objects of auditing. Auditing should be a learning opportunity for 
the audited project.

Management Auditing of a Project: Objectives

Th e objective of a management audit of a project or program is to assess manage-
ment competencies and provide recommendations for the further development of 
these competencies. In this audit the project management quality is considered—that 
is, the organizational competency of the project, the collective competencies of the 
teams of a project, and the individual management competencies of members of the 
project organization.

Management auditing of a project can be planned for or can be performed based on 
a specifi c demand. It can only be performed during the performance of a project, as a 
project does not exist before starting it and does not exist anymore after project closing. 

A management audit of a project may include the following:

> analysis of project management documents,
> interviews with project stakeholders,
> observation of project meetings,
> assessment of the management competency of the project, 
> benchmarking of the management competency of the project with other projects, 

with “best practices” and with a defi ned project management standard,
> development of recommendations for further developing the management com-

petencies of the project, 
> preparation of an audit report,
> performance of an audit workshop, and
> presentation of the results of the management audit. 

Th e project management standard which is the basis for a management audit of a proj-
ect is to be agreed upon when the audit is assigned. Th is basis can be an organization- 
specifi c project management standard, existing in the form of internal guidelines and 
project-related corporate governance rules, or a generic project management standard, 
such as the ISO standard or DIN for project management, the PMBOK ® Guide from 
PMI, or the RGC project management approach.
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Management Auditing of a Project: Organization

Management auditing of a project begins with an assignment to the auditor or audi-
tors. Th e demand for a management audit of a project can be expressed by either a 
member of the permanent organization or the project owner. Th e client of a project 
audit is the project.

Management auditing of a project is carried out by an intermediate auditing sys-
tem, in which the auditors, representatives of the project either and representatives of 
stakeholders of the audited project cooperate. Th e quality of the audit depends on the 
willingness of the representatives of the project to be audited, the scope and quality of 
the information provided, the time available, and the availability of resources.

Auditors can be recruited from the project-oriented organization or externally. In 
some project-oriented organizations, there is an expert pool of “project auditors”. 
Auditing tasks can be performed by senior project managers as a “job enlargement”. 
To perform the auditing tasks well, it is important that the respective auditor have an 
appropriate distance to the client system “project”.

Not Project Audits

Quality assurance measures at diff erent points in time allow diff erent objectives to be 
pursued (see Fig. 16.13). In the case of a quality check before a project begins, it can 
be checked whether the necessary basis for starting a project exists. A quality check 
after the end of a project does not benefi t the project anymore, but it enables learning 
in other projects and in the project-oriented organization.

Fig. 16.13: Possible Ɵ ming of project-related quality checks and audits. 

Project 
assigned

Gate reviewing (before 
project starting); is part 

of project initiating

Project auditing
(during the project)

Auditing after 
project closing (is an 

audit of the permanent 
organization)

Project
approved

t

Project
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In chains of projects, it is possible to perform several quality checks before starting a 
new project in the chain (see Fig. 16.14). Th e check points are called “quality gates” 
or “toll gates”.17

A quality gate can be passed after a successful quality check. For passing a gate, 
existing results of the preceding phase are analyzed and an assessment is made as 
to whether an appropriate basis exists for a project to be performed. If the required 
quality is not guaranteed, further preparatory work is necessary. By detecting short-
comings at an early stage, costs of future errors should be reduced. Quality gates are 
defi ned by events and not by fi xed dates. Th is distinguishes them from milestones.

For repetitive project chains, such as the project chains of international oil companies 
for exploring oil, or of developers for developing buildings, quality gates can be stan-
dardized and quality criteria can be defi ned for each gate. Quality gates synchronize 
process steps and ensure that all requirements defi ned for a gate are fulfi lled. For qual-
ity gate reviews in repetitive project chains, organizations often establish permanent 
gate review teams.

  16.5.5 Short Project (or Program) IntervenƟ on
Th e objective of a short project intervention is to contribute to the further develop-
ment of its project management competency. Short interventions can quickly contrib-
ute to solving an urgent management problem with low use of resources. Rapid and 
fl exible solutions are created for the client system “project” and the resulting solutions 
are refl ected upon. 

Members of the project organization are thus granted an opportunity to become 
familiar with new types of refl ection and new forms of work. Possible forms of work 
for short interventions are expert feedback, refl ecting positions, refl ecting team, proj-
ect simulation, and systemic constellation.

Short project interventions may include the following:
17  See Cooper, R. G., 2010.

Initiating the
conceptualizing Conceptualizing Rolling outImplementing

Quality gate 1 Quality gate 2 Quality gate 3

Fig. 16.14: Quality gates in chains of projects.
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> analysis of the situation,
> defi nition of the management problem or challenge,
> brief analysis of the problem or challenge,
> suggestion of alternative problem solutions, and
> feedback on the analysis and suggestions by the representatives of the project 

organization.

A short project intervention is performed by a consultant or a team of consultants in 
cooperation with representatives of the project organization.

16.5.6 InsƟ tuƟ onalizing the Management ConsulƟ ng of Projects 
or Programs
Management consulting of projects or programs in project-oriented organizations 
to ensure management quality is gaining in importance. It is developing into a new 
external but also internal service.

In some organizations, the development of individual and organizational compe-
tencies makes it possible to institutionalize management consulting of projects and 
programs. Organizations develop internal consultants and establish expert pools, 
which include internal and possibly also external consultants as members. Th e role 
“Internal project management consultant” can be integrated into a project manage-
ment career path.

Th e development of internal project management consultants may include the fol-
lowing steps:

> attaining project management competencies (training and certifi cation in project 
management, getting experience as a project manager),

> attaining social competence through group dynamics training, teamwork, etc.,
> attaining understanding of one’s role as a consultant through training and net-

working with project management consultants,
> gathering experience as a project management coach,
> cooperating with senior consultants in project management consulting,
> project management consulting under the supervision of a senior consultant, and
> independent responsibility for project management consulting.

Organizational competencies for management consulting of projects and programs 
are developed by specifying consultancy services, describing the consulting processes 
and methods, and describing the social systems and roles involved in consultancy. 
All this can be summarized as a corporate governance document in guidelines for 
the consulting of a project or program. Th e table of contents of the guidelines of an 
Austrian oil and gas company for consulting a project or program is shown as an 
example in Table 16.6.
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Table of contents:
Guidelines for consulting of a project or a program
1 Introduction
2 Definitions

2.1 Content-related consulting of a project or a program
2.2 Management consulting of a project or a program
2.3 Management auditing of a project or a program

3 Business processes of management consulting
3.1 Consulting of project initiating
3.2 Management consulting of a project or a program
3.3 Management auditing of a project or a program
3.4 Short-term interventions in a project or a program

4 Roles in management consulting
4.1 Owner of the management consulting
4.2 Management consultant
4.3 Representatives of the project or the program in management consulting

5 Methods for management consulting
5.1 Methods used in management consulting
5.2 Description of methods
5.3 Forms and checklists for management consulting

6 Annex

Table 16.6: Table of Contents of “Guidelines for Management 
ConsulƟ ng of a Project or Program” (Example)

  16.6 Managing Project Personnel of the Project-
Oriented OrganizaƟ on

16.6.1 Roles and Careers in the Project-Oriented OrganizaƟ on

Roles in the Project-Oriented Organization

In the project-oriented organization, a distinction can be made between permanent 
and temporary roles. Permanent management roles are, for example, general manager, 
manager of a profi t center or service center, manager of an expert pool, member of the 
Project Portfolio Group, and manager of the PM Offi  ce. Permanent expert roles are, 
for example, member of an expert pool or PM Offi  ce member. Temporary roles are 
project and program owner, project and program manager, project and program team 
member, project and program contributor, and project and program consultant (see 
role descriptions in Chapter 7, page 123).

Not only people who perform roles as project and program managers, but all people 
who are involved in projects, programs, changes, and project portfolio managing, can 
be defi ned as project personnel.
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Defi niƟ on: Project personnel

All people in the project-oriented organizaƟ on who perform roles in projects, pro-
grams, and changes, as well as in project porƞ olio managing, can be defi ned as project 
personnel. These people must have competencies in project, program, change, and 
project porƞ olio managing.

Career Paths in the Project-Oriented Organization

Traditionally, “career” is understood as the hierarchical ascent of a person within 
an organization, but also across several organizations. Schein distinguishes vertical, 
horizontal, and centripetal career movements.18 In vertical career movements, promo-
tion involves hierarchical ascent. In horizontal career moves, there is no hierarchical 
ascent. Centripetal career movements are movement towards the inner core of the 
organization. An example of a centripetal career movement in a project-oriented orga-
nization is becoming a member of the Project Portfolio Group.

Because of the fl at organizational structure, career movements in a project-oriented 
organization do not necessarily involve reaching a higher position in the hierarchy. A 
career in a project-oriented organization can therefore be understood as the develop-
ment process of a person.

In project-oriented organizations, a management career, a project management career, 
and an expert career can be distinguished. A management career is understood as the 
assuming of roles with increasing responsibility for leading personnel and manage-
ment. A management career in a project-oriented organization also includes assuming 
roles as a project or program owner. A project management career progression is not 
a requirement for this. Selection as an owner primarily requires competencies con-
nected with the management role in the permanent organization.

Th e stages of the project management career path—namely “junior project manager”, 
“project manager”, and “senior project manager”—are shown in Figure 16.15. Th e possi-
bility of performing diff erent project-related roles is linked to the diff erent career stages.

 Th e basic options for the performing of project roles are dependent on the “maturity” 
of the project-oriented organization. Th e implementation of projects and programs, 
the off ering of management consulting for projects and programs, and the existence of 
a PM Offi  ce and a Project Portfolio Group infl uence these options. Th is also involves 
a need for the profession “project manager”, which is created when employees are 
primarily performing project and program managing roles.

As the specialist knowledge of experts is an important competitive factor for project- 
oriented organizations, there should also be opportunities to develop a career as an 
18  Schein, E., 1978, p. 37 ff .
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expert. Th e stages of an expert career path can be junior expert, expert, and senior 
expert. Appropriately positioning the expert career in the organization should avoid 
devaluation of experts by unilaterally promoting project management careers. Th e 
equivalence of expert and project management careers should be ensured.

Management, expert, and project management career paths exist side by side in the 
project-oriented organization and complement each other. To guarantee fl exibility in 
the personnel management of a project-oriented organization, permeability between 
the individual career paths must be ensured.

16.6.2 Managing Project Personnel: Processes

Project personnel is to be managed both within projects and in the project-oriented 
organization. Recruiting, allocating, leading, assessing, developing, and releasing 
project personnel in a project are management tasks and thus an integral part of proj-
ect managing. Objectives and methods for the fulfi llment of these tasks are described 
in Chapters 8 and 9.

Recruitment, allocation, leadership, assessment, development, and release of project 
personnel also needs to be performed on a non-project basis. Future project man-
agers can be recruited without anticipating their assignment to a particular project; 
the assessment and training of project personnel can serve overall human resource 

Junior project
manager

Possible project-related rolesCareer level

Manager of the PM Office
Program manager
Project manager
Project management consultant and coach

Project manager
Expert in the PM Office

Project manager for small projects
Project controller
Project management assistant

Project manager

Senior project
manager

Fig. 16.15: RelaƟ onship between career stages and project roles.



Business Processes of the Project-Oriented OrganizaƟ on

489

16

development objectives; and project managers can be released when the organization 
no longer needs their services. Th ese business processes of a project-oriented organi-
zation for managing project personnel (see Fig. 16.16) are described below. Providing 
corporate governance structures for managing project personnel, such as the defi -
nition of a career path, the defi nition of personnel development structures, and the 
establishment of general incentive systems, is a general management task.

Recruiting and 
allocating

Assessing

Developing

Releasing

Corporate governance for managing project personnel  

Fig. 16.16: Business processes of the project-oriented 
organizaƟ on for managing project personnel.

Business Processes: Recruiting and Allocating a Project Manager

Recruiting is the procurement of personnel.19 Recruiting a project manager is expand-
ing the expert pool “project managers” of the project-oriented organization. It can be 
combined with allocating the recruited project manager to a specifi c project.

Th e needs of an organization for project managers are defi ned by demand planning 
for the expert pool. Th e qualifi cation profi le and general incentive models for proj-
ect managers must be established as the basis for recruiting, and it must be decided 
whether personnel should be recruited from the internal or external personnel mar-
ket. In the case of internal recruitment, experts who have also gained project manage-
ment competency through their work as a project team member and are interested in 
a project management career can apply for the position. In external recruitment, the 
external personnel market is accessed. Possible methods for selecting personnel are 
application letters, job interviews, tests, and assessment centers for project managers.

Business Process: Assessing the Competencies of a Project Manager

Th e objectives of assessing the competencies of a project manager are the analysis of his 
or her performance and the planning of his or her further activity in the organization. 

19  Lueger, G., 1996, p. 338.
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In the assessment, feedback can be given on the performance and relations with stake-
holders can be refl ected on. 

Needs for further development can be identifi ed, and further development measures 
can be planned. Future assignments to projects should also be planned, and salary 
and incentives should be reviewed.

Project managers are to be evaluated periodically by their superiors in the permanent 
organization. A superior can be, for example, the manager of a profi t center, an expert 
pool, or a PM Offi  ce. When evaluating a project manager, feedback from project owners, 
project team members, and project stakeholders of projects managed by the project 
manager can be taken into account.

In a project-oriented organization, not only project managers, but also project owners 
and project team members should be assessed.

Business Process: Developing a Project Manager

Th e objective of developing a project manager is primarily the further development 
of his or her competencies for managing projects and programs. Development mea-
sures can include training, coaching, and mentoring. In addition to competencies for 
project and program management, competencies for change management and social 
competencies can be developed.

Development measures can be off ered internally or externally, “on the project” or 
independently of projects, individually or in groups. Freelance project managers 
working for an organization can also be considered in development measures.

In a project-oriented organization, further development should be provided not only 
to project managers but also to project team members and project owners to ensure a 
common management understanding of all roles cooperating in projects.

Business Process: Releasing a Project Manager

Th e releasing of personnel covers measures designed to reduce personnel surpluses. 
Th e need to release a project manager is ascertained from the planning of an organi-
zation’s demand for project managers. 

Before a project manager is released, other possible assignments can be considered. For 
example, there may be the option of assigning him or her as a (temporary) employee 
to the PM Offi  ce or to a non-project management role in the permanent organization.

When freelance project managers are released from the organization, interest in 
future cooperation shall be discussed.
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 16.6.3 Methods for Managing Project Personnel

Specifi c methods for managing project personnel are methods for assessing project 
management competencies, for (further) developing competencies, and for designing 
project-related incentive models.

Methods for Assessing Project Management Competencies

Possible methods for assessing the project management competencies include self- 
assessment, external assessment, and assessment centers.

Th e objective of assessing individual project management competencies is to evaluate 
a person’s project management knowledge and project management experience. Th e 
assessment can be performed by the person as self-assessment and/or by a third party.

Table 16.7 shows an excerpt from a questionnaire for self-assessing project manage-
ment competencies. An external assessment is based on the results of a self- assessment. 
Th e external assessor investigates the self-assessment in a personal interview and ana-
lyzes project plans prepared by the assessed project manager. Th is enables project 
management knowledge and experience to be evaluated based on concrete documents. 
Interviews with colleagues of the candidate can also contribute to the assessment.

Project Management Assessment Center

In an assessment center, candidates are placed in simulated working situations in 
order to assess how competent they are to fulfi ll a project management role. An assess-
ment center usually takes between two and fi ve days.20

In project-oriented organizations, assessment centers can be used for selecting and 
further developing project and program managers. Methods used in general manage-
ment assessment centers have to be adapted to the specifi c work situations in projects. 
Examples are shown in Table 16.8.

Basic and Advanced Project Management Training

Th e target groups for training in a project-oriented organization are not only project 
managers, but also project team members, project contributors, and project owners. 
Th e content and duration of basic and advanced trainings have to be designed specif-
ically for these diff erent target groups.

Training measures can be organized “on the job” or “off  the job”, internally or exter-
nally. “On-the-job” training of project managers can be performed by means of 
internships, job rotation, and individual coaching.

20  Kompa, A., 1999, p.31ff .
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Self-Assessment: Project management competence
Please indicate below how high you would estimate your project management 
know-how and your project management experiences.
Please use the scale of 1 to 5 whereby 1 stands for the lowest and 5 for the highest 
know-how and experience.
Methods for project planning 
1=non, 2=little, 3=average, 4=much, 5=very much Know-how Experience
Planning project objectives
Planning project strategies
Planning objects of consideration 
Developing the project work breakdown structure
Specifying a work package
Planning project milestones
Developing a project bar chart
Developing a CPM project network
Planning project resources 
Planning the project budget 
Performing a cost-benefit analysis od business case 
analysis
Developing a project assignment
Developing a project organization chart and listing project 
roles
Developing a project responsibility chart
Planning the project communication formats
Defining project rules
Defining a project name 
Developing a project logo
Methods for project risk managing
1=non, 2=little, 3=average, 4=much, 5=very much Know-how Experience
Analyzing project risks
Analyzing project scenarios
Planning project alternatives
Methods for designing the project context relations 
1=non, 2=little, 3=average, 4=much, 5=very much Know-how Experience
Analyzing project stakeholders
Describing the pre-project phase and the post-project 
phase
Analyzing relations of a project to other projects
Analyzing relations of a project to the strategic objectives 
of the organization
Performing project marketing

Table 16.7: QuesƟ onnaire for Self-Assessment of Project Management Competencies (Excerpt)
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Th e advantage of holding lectures and seminars internally is that the designs can be 
specifi cally adapted to the needs and structures of an organization. Th e advantage of 
external “open” trainings is familiarization with the practices of other organizations 
and the possibility of networking with other project managers.

Coaching and Mentoring a Project Manager

A coach contributes to the self-help of a project manager by giving advice on how to 
deal with concrete work situations. In contrast to consulting, the client of coaching is 
a person in a specifi c role and not an organization. It is performed when a role player 
needs a solution to a problem. Coaching a project manager can, for example, take 
place after project management training, to support the project manager in imple-
menting learned content in a current project.

Mentoring provides long-term guidance and advice to young project managers by 
means of regular discussions with a mentor. Experienced managers who are not the 
direct superiors of the mentored project manager can act as mentors. Support can be 
provided by sharing basic information for a better understanding of the structures 
and cultures of the organization. Young project managers can have experienced proj-
ect managers as mentors.

Designing Incentive Models in a Project-Oriented Organization

Th e objectives of applying incentive models are to support the recruitment of com-
petent employees, to create a framework for self-motivation, and to secure the loyalty 
of employees to the organization. From a systemic point of view, social systems can 
only control themselves. Th erefore, in order to be eff ective, “incentives” must be per-
ceived as such by the person or the team. One cannot motivate anyone—motivation 
is always self-motivation.

Assessment center 
methods

Project-related application

Presentation
Presentation of project objectives in a project starting 
workshop

Group discussion
Discussion: Relations between the role project manager 
and the role project owner

Role play Role play project owner meeting: Defining a project crisis

Analysis
Analysis of a project progress reports or a project score 
card

Table 16.8: Methods for a Project Management Assessment Center
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In a project-oriented organization, a distinction can be made between incentive mod-
els for the employees and teams of the permanent organization and of projects and 
programs. It is important to ensure that these diff erent incentive models complement 
each other.

Possible project-related incentives are the project work itself, project bonuses, and 
gifts, but also special forms of appreciation as rewards for special achievements. Proj-
ect work itself is one of the intrinsic incentives that appeal to people’s motivation to 
achieve, to acquire competence, and to establish professional relationships. 

It is the responsibility of managers of project-oriented organizations to provide chal-
lenging and exciting projects. Th ese are incentives for employees to work in the 
organization.

Often project-specifi c incentive models are reduced to project bonuses. Project bonuses 
can be agreed upon either with individual members of the project organization—for 
example, the project manager and an expert—or with the project team. Th e per-
formance to be achieved for the payment of project bonuses, their amount, and the 
distribution of project bonuses in the project  team are to be agreed upon in the project 
starting process. Th e payment of project bonuses should occur at the time of project 
closing, dependent on the project success.

Non-monetary incentives are often of a symbolic nature. Expressing personal appreci-
ation—for example, by expressing praise in a project team meeting—can have a great 
impact on the motivation of employees.

16.6.4 OrganizaƟ on for Managing Project Personnel

In a project-oriented organization, the tasks of recruiting and assigning, evaluating 
and developing, as well as releasing project personnel are performed by the managers 
of profi t centers, expert pools, a PM Offi  ce, a Project Portfolio Group, and the per-
sonnel department. As several organizational units are usually involved in managing 
project personnel, networking and communication between them is important.

Th e general tasks for managing project personnel, such as the establishment of the 
profession “project manager”, the development of a project management career path, 
the organization of training, and possibly supporting project management certifi ca-
tions, are to be performed jointly by the PM Offi  ce and the manager of the expert 
pool “Project managers”. If these organizational units do not exist in small organi-
zations, these tasks must be performed by the general management or a profi t center 
manager in collaboration with the personnel department.
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17  Message and Vision

Applying a traditional, mechanistic approach for project and program managing 
often leads to the failure of projects and programs. Key messages characterizing sys-
temic project, program, and change managing are presented. By using a systemic 
management approach “business value” can be created.

A society that frequently performs projects and programs for realizing changes in the 
profi t and non-profi t sectors and whose institutions off er services for project, program 
and change managing can be perceived as a project-oriented society. Maturity as a 
project-oriented society can be analyzed and further developed in order to create 
competitive advantages for the society.

17.1 Message from PROJECT.PROGRAM.CHANGE

17.2 Vision of the Project-Oriented Society
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17.1 Message from PROJECT.PROGRAM.CHANGE
Traditional, mechanistic project and program managing is still frequently represented 
in the management community. In projects, thinking is in terms of the “magic trian-
gle” of project scope, project costs, and project schedule. However, this leads to too 
many projects not being successful.

RGC has been advocating a systemic project management approach since 1990. Th is 
approach is sometimes assessed in the community as theoretical, as not easily applicable 
in practice. However, so that failures, fl ops, diffi  culties, shipwrecks, crises, discontinu-
ities, etc. in projects, programs, and changes can be reduced, PROJECT.PROGRAM.
CHANGE presents a new start for the “business value” of holistic, context- oriented, 
and constructivistic managing.

We are convinced of this and know that applying a systemic management approach will 
make a signifi cant contribution to ensuring project, program, and change success. We do 
not, however, only want to advocate a systemic management approach, but we also . . .

> integrate into the management approaches new concepts such as agility, benefi ts reali-
zation management, requirements management, and sustainable development,

> consider the relations between project, program, and change managing,
> defi ne the values underlying these management approaches, and
> describe the epistemological positioning of the management approaches.

Th e message of PROJECT.PROGRAM.CHANGE is summarized by the following 
statements:

Changes by Projects!

Projects and programs are not performed for their own sake. Th ey realize changes. 
Th e objectives, processes, methods, roles, and communication formats of project, pro-
gram, and change managing must therefore be coordinated. Projects, programs, and 
changes need to contribute to the business value of the project-oriented organization.

Professional Project Initiating Is Strategically Important!

Professionally initiating projects creates the basis for the successful performance of 
these projects. Strategic decisions that create framework conditions for projects are 
made in project initiating. In projects one is limited in decision making by the frame-
work established in the pre-project phase.

Programs Are Already Here!

Many organizations that implement de facto programs try to reduce the management 
complexity by not perceiving them as programs. Th erefore, programs are not managed 
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as programs, but as “large projects”. However, the project structures used are not suit-
able for managing the actual complexity. Th is leads to major problems. Programs need 
to be perceived as such and managed accordingly.

Values for Business Value!

Value-oriented managing enables sustainable “business values” to be secured for organi-
zations. Values are the basis for managing—that is, for the objectives, processes, meth-
ods, and roles for managing. Values as the basis of a systemic management approach are, 
for example, holistic boundaries, context orientation, an iterative approach, empower-
ment, and resilience.

Th e Project Manager as Intrapreneur!

Project managers, program managers, and change managers should no longer be per-
ceived as performers or administrators of projects, programs, or changes. Th ey need 
to develop a self-understanding as intrapreneurs in the project-oriented organization 
and communicate that appropriately.

Epistemological Positioning of Project, Program, and Change Managing!

RGC’s management approaches are based on social system theory and radical con-
structivism. Permanent and temporary organizations are perceived as social systems in 
their contexts. Boundaries, stakeholders, crises, etc. are understood as social constructs 
created by communicating and consensus fi nding. Th us the models and methods of 
social systems theory, constructivism, and organizational theory can contribute to the 
approaches of project, program, and change managing.

Appropriate Dealing with Complexity and Dynamism with a Systemic 
Management Approach!

Complexity, dynamism, and self-reference are characteristics of social systems. Proj-
ects, programs, and changes are by defi nition complex, dynamic, and self-referential 
and must be managed accordingly. Social systems theory provides models and methods 
for dealing appropriately with complexity and dynamism.

 17.2 Vision of the Project-Oriented Society

Construct: Project-Oriented Society

In many national societies, projects and programs are performed not only in com-
panies, but also in other organizations such as municipal councils, associations, 
schools, and even families, to realize changes. “Management by projects” becomes 



500

PROJECT.PROGRAM.CHANGE17

an organizational strategy for societies to deal with increasing complexity and dyna-
mism. Th e globalization of the economy, new technologies with ever-shorter product 
life cycles, and the application of a new management paradigm encourage the use 
of projects, programs, and changes. Projects and programs are seen as suitable orga-
nizational forms for realizing changes—not only in industry, but also in nonprofi t 
organizations.

Th e structure of a society, its history, and its expectations of the future infl uence the 
development of the competencies of a society. Th e perception of a society as a project- 
oriented society is a construct. It requires seeing society through a “specifi c lens”—
namely, the lens of project orientation. Th e focus is on those structures of a society 
which are related to projects, programs, and changes.

A society which frequently uses projects and programs to implement changes and 
whose institutions off er services for project, program, and change managing can be 
perceived as a project-oriented society.

Maturity as a Project-Oriented Society

For the successful implementation of projects, programs, and changes, a society requires 
competencies and suffi  cient “maturity”.

In the RGC model “maturity of a project-oriented society”, the practices of project- 
oriented organizations in project managing, program managing, project port folio 
managing, project personnel managing, managing organization structures, and change 
managing are considered. Also considered are institutional services which support the 
application of project, program, and change managing in industry. Related services 
are provided by training, consulting, research, and marketing institutions.

Th e maturity of a project-oriented society can be visualized using a spider network 
(see Fig. 17.1). Th e axes of the spider network represent the dimensions of the practices 
of project-oriented organizations and the services of institutions for project, program, 
and change managing. Th e “maturity” can be assessed on the basis of the scores of 
the individual dimensions.1

Th e dimensions of practice in the maturity model correspond to the dimensions of 
the maturity model of a project-oriented organization presented in Chapter 15, some 
of the processes being aggregated. Further, service-related dimensions are considered 
in the maturity model.

Formal training in project, program, and change managing can be off ered by pri-
vate and public training institutions. Th ey can lead to an academic degree. At the 
Romanian University SNSPA (Şcoala Naţională de Studii Politice şi Administrative), 

1  The area in Figure 17.1 is an example of the results of an analysis of the maturity of a project-oriented society.
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for example, in addition to a “Master’s Program in Project Management”, a “Master's 
Program in Program Management” was established in 2016. Th is shows growing 
awareness about the relevance of program and change management.

Consulting in project, program, and change managing is off ered by national and 
international consulting companies. Projects, programs, and changes are supported, 
and structures for successfully managing projects, programs, and changes are created.

Relevant services off ered by research institutes are research projects and research pro-
grams, publications, and research events for project, program, and change managing. 
Also, institutions may provide specifi c fi nancing for research in project, program, and 
change managing.

Marketing tasks in a project-oriented society are performed by universities, colleges, 
training and consulting companies, and professional project management and change 
management associations. Services provided by associations are, for example, member-
ship services, certifi cations of individuals and of organizations, hosting of events, etc.

A maturity analysis for the individual dimensions of the model can be performed 
with the help of a questionnaire. Th e maturity of six project-oriented societies was 
analyzed and compared in a research program at the WU—the Vienna University 
of Business Administration.2 In Table 17.1, two questions from the questionnaire for 
analyzing a project-oriented society are presented as an example.
2  See Gareis, R., Huemann, M., 1999.

Fig. 17.1: Maturity model of a project-oriented society.
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Table 17.1: QuesƟ ons for Analyzing the Maturity of a Project-Oriented Society (Examples)

How many of the following institutions are offering formal project 
management education programmes?
Secondary schools (such as high schools, trade schools, …)
Colleges
Universities
Continuing education institutions
Consulting companies
Other educational institutions (please state)   ……………………

How many of the following institutions perform project management-
related research?
Colleges
Universities
Continuing education institutions
Consulting companies
Other educational institutions (please state)   ……………………

1 … none of them, 2 … few of them, 3 …  some of them, 4 … many of them, 5 … all of them

An analysis of the maturity of a project-oriented society provides a basis for the further 
development of its  competencies. A high maturity in project, program, and change 
managing creates competitive advantages for a society. Th e use of project, program, 
and change managing in the nonprofi t sector, in urban development, and in regional 
development off ers great opportunities for effi  ciency and eff ectiveness. Th e perception 
of social developments as changes has to be encouraged, and change management 
also has to be practiced at the societal level.
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