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Welcome to the book!

This book serves as an introduction to project management for those interested in the subject. It covers the foundational knowledge required for the »IPMA Level D« course or the »GPM Basislevel®« course. However, you can also read it to gain an initial understanding of how project management works in practice.

This book is based on the current version of the IPMA® international project management standard (ICB4.0, or Individual Competence Baseline), as well as the further national developments by GPM in 2023 and 2025. The ICB4.0 international standard is divided into three competence areas. Accordingly, this book is also divided into these three competence areas and color-coded accordingly:


	
Competence Area »Perspective« (Context)



	
Competence Area »People« (Personal and Social)



	
Competence Area »Practice« (Methods and Technical)





The three competence areas mentioned above are further subdivided into different competence elements (CE) in the ICB. These elements have a standard numbering system in ICB4.0. In this book, we have adopted the standard numbering of the CE abbreviations in brackets. This ensures that the contents of the book refer to the current version of ICB4.0. Read more about ICB4.0 and other project management standards in Chapter 1.2.7 Project Management Standards.

The IPMA® standard is hybrid. It contains both traditional (plan-based) and agile (value-based) methods and capabilities. In this book, the terms »traditional« and »plan-based« are used as synonyms. Traditional project management is a well-established, long-standing term that will not easily be erased from the minds of project managers. However, plan-based project management is now the more accurate term, especially in contrast to agile project management, where detailed long-term plans tend to be less important.


[image: Ein Icon mit einem Kreis und Pfeil]
Content related to agile or hybrid project management is marked with this symbol.

Text passages in italics without references are either extracted from Motzel’s Project Management Lexicon or are original definitions by the authors. All other quotations are presented in italics and include a source reference. Definitions are additionally marked in gray boxes.

In this book, we have incorporated our many years of training and practical experience with regard to the content, methodologies, and didactics. In doing so, we support you in exploring the extraordinarily complex topic of project management.

The download area of the book offers numerous templates for practical use, providing a foundation for your individual project work.




1 Competence Area »Perspective« (Context)

This chapter defines the external influences that impact a project. These influences can be organizational, social, or political, and they must be considered in the context of the project. Those who are aware of these influences and interactions can use them in a structured way and react to them appropriately within their project work.


[image: Eine blaue Treppe mit einer roten Flagge an der Spitze.]



1.1 CE Strategy (4.3.1)

Projects and company strategy are closely connected. Companies plan and implement their strategies through projects. At the same time, project results influence strategy and support better management decisions. Therefore, the first competence element of ICB4 (GPM 2016) and the first chapter of this book focus on strategy.

A company’s strategy outlines its long-term approach to the market and aligns with its overall objectives. It helps the company stand out from competitors and defines its main focus. The strategy is broken down into specific goals that are implemented through projects.


1.1.1 Mission, Vision and Strategy

The mission ideally describes the current situation of the company. The vision describes the desired future state based on the mission. The strategy then defines the long-term path (3–5 years) by maintaining the mission while taking the vision into account.



MissionMission




»The assignment or purpose of a company or organization to perform a certain action or to achieve a goal. It deals with the question: What are we here for? What is our mission?« (Motzel)





A company’s mission forms its foundation. It explains why the company exists and what its long-term purpose is. The mission provides the basis for achieving the company’s vision. It answers key questions such as: Why does the company exist? What drives it in the long term? What value does it create for customers and its environment? Without a clear mission, a company’s vision and strategy lack direction.



VisionVision




»A vividly described vision/desire for the future, serves as an orientation for all actions and decisions. It should create a positively motivated state and provide a direction with which the people of the organization can identify.« (Motzel)





A company’s or organization’s vision looks to the future and describes where it wants to go. It defines the company’s desired future state. A well-formulated vision answers key questions, such as:


	
Who do we want to be?



	
What do we want to achieve?



	
What solutions do we offer to customers and stakeholders?



	
Where do we see the company in 5–10 years?



	
What contribution do we want to make to sustainable development and good cooperation?





In strategic management, the first step is to define the mission. The mission statement describes the company’s current purpose and remains valid until it is changed. Based on the mission, the company then develops its vision, which describes the desired future state.

The mission and vision provide orientation and direction. When clearly defined and aligned, they motivate employees and help focus the company’s activities toward a common goal.


[image: Diagramm einer Unternehmensstruktur mit Vision, Strategie und Mission als Hauptkomponenten.]

Fig. 1: Connection between a company’s mission, vision and strategy



Strategy [Ger. Strategie]Strategy




»A fundamental, long-term, and documented behavior (a combination of measures) that is planned to achieve the vision based on the mission.« (Motzel)





A company’s projects should align with its strategy. If they do not, it can lead to value-destroying complexity. This means effort and resources are expended on projects that do not support the company’s goals.

Strategic management – or, in strongly project-oriented organizations, strategic project management – is responsible for ensuring that strategic objectives are translated into suitable projects.

Examples:


	
If an automotive company that has only produced passenger cars plans to manufacture motorcycles, this initiative must be reviewed to ensure that it aligns with the company’s strategy.



	
If a consultancy with a pacifist orientation receives a contract from the defense sector, the company must decide whether to accept or reject the project in order to avoid conflicts of interest.





Before submitting a project to the portfolio board for approval, the project owner should verify whether the project objectives are aligned with the corporate strategy. Helpful questions include:


	
Are the project’s success factors supported by the company’s strategy?



	
Is the business case consistent with the company’s strategic goals?



	
Which project context factors are influenced by the company’s strategy, and are there any conflicts or contradictions?





Both the customer and portfolio management are responsible for ensuring that every new project supports the company’s vision. This helps avoid projects that consume resources but do not contribute to the company’s long-term success.



1.1.2 Standard Success Factors of a Project

Studies conducted by GPM (2007) show which factors contribute to project success (see Fig. 2). Although these studies are several years old, their findings remain valid. In practice, however, not all of these success factors are present in every company. For example, qualified project staff are not always available.


[image: Diagramm zeigt wichtige Faktoren für Projektmanagement mit unterschiedlichen Bewertungskriterien in Prozent.]

Fig. 2: Standard success factors

Project owners and project managers should familiarize themselves with these standard success factors and determine if they are present in their organization. If this is not the case, the project context must be developed accordingly. For example, the qualifications of the project staff could be improved. The project plan should also be adapted. For instance, a comprehensive communication system should be established in projects with high potential for conflict.

Additionally, the project manager is responsible for defining critical success factors with the customer and integrating them into the project design.



1.1.3 Business Case

The project owner starts preparing the business case during the initialization phase. It explains why the project should or should not be carried out. For this reason, the business case must always align with the company’s strategy.



Business CaseBusiness Case




»A business transaction with proof of a project’s eligibility, objectives, benefits, and economic efficiency or profitability. This proof is usually developed during the project definition phase, continuously reviewed during the project selection phase, and evaluated at the end of the project. A business case is based on company or business unit strategy, project selection, and includes the success and long-term consequences of a project.« (Motzel)


[image: Formular mit Projektdetails wie Sponsor, Manager, Timeline, Kosten, ROI und Risiken.]





Fig. 3: Business case form

The business case describes the economic rationale for undertaking a project. This may be the implementation of a strategic objective to enable future sales or addressing the need for a specific change within the company. These changes may be required for legal or organizational reasons and are often referred to as mandatory projects.

Examples include:


	
Developing new materials or technologies to open up new business areas or attract new customers.



	
Merging two purchasing departments to achieve cost savings.



	
Adapting processes or systems to comply with new or changed laws, such as GDPR, is an example of external change.







1.1.4 Benefit-Cost Analysis

A benefit-cost analysis allows the project owner to compare and qualitatively evaluate different alternatives for their project:


	
Should we use software A or B?



	
Should we develop a component in-house or buy it?



	
Should production be relocated from Germany to Country A or Country B?





Unlike a simple pros-and-cons list, the analysis not only identifies but also rates and weighs. The criteria may include both economic and non-economic factors. A benefit-cost analysis can also support non-monetary decisions based on multiple, differently weighted criteria.


[image: Tabelle zur Bewertung von zwei CRM-Produkten anhand von Kriterien wie Erweiterbarkeit und Benutzerfreundlichkeit.]

Fig. 4: Example of a benefit-cost analysis for the selection of new CRM software (Customer Relationship Management)

The quality and usefulness of a benefit-cost analysis depend on whether it includes the right criteria and reflects the perspectives of the most important stakeholders. The project owner must assess and weigh the relevant criteria.

Stakeholder analysis is typically used for communication planning and is often carried out later, during the detailed planning phase. However, for a benefit-cost analysis, it can be helpful to conduct an initial stakeholder analysis in the initialization phase. This allows key stakeholders to contribute their views early on and helps the project manager and team better understand expectations and concerns.

In the business case, the benefit-cost analysis is a key tool for defining the project’s scope and objectives. The selection and evaluation of criteria should always align with the company’s strategy.

Examples:


	
If a company plans to increase digitalization over the next three years, user-friendliness may be given more weight than the purchase costs of a CRM system.



	
If a company needs to reduce costs for economic reasons, cost-related criteria will be given more weight in the benefit-cost analysis (see Fig. 4).






[image: Diagramm mit blauen und roten Pfeilen, das einen Prozessfluss und eine hierarchische Struktur darstellt.]




1.2 CE Governance Structures and Processes (4.3.2)

This CE describes the structures, systems, and processes within a company that influence projects. It encompasses both temporary structures, such as projects, as well as permanent structures, such as line organizations. Understanding these structures and processes helps project managers better understand, integrate, and manage their projects within the organizational context.


1.2.1 Temporary Endeavors


1.2.1.1 The Term »Project«

Projects are often mentioned in everyday life, such as tidying up an apartment, learning an instrument, or managing family life. However, not all of these are real projects in a professional sense. This section explains what a project is and how it differs from routine work. Routine tasks within a line organization do not require project management. However, real projects require project management to be successful and deliver the intended results.



Popular Definition (from a company brochure)




A project is an initiative that:


	
is unique,



	
is complex,



	
has a limited duration,



	
requires the use of different resources (people, materials, etc.)





Definition According to DIN 69901 Part 5

A project [Ger. Projekt] is referred to as an »undertaking« that is characterized by its uniqueness. The following characteristics are attributed to it:


	
Defined objectives



	
A time, financial, personnel, or other limit



	
A project-specific organization. (PM4, GPM 2019)





Definition According to IPMA®IPMA®/ICB4ICB4

»A project is defined as a unique, temporary, interdisciplinary, and organized endeavor to achieve fixed work results within the framework of predefined requirements and constraints.« (GPM)





Characteristics of Projects

Based on these definitions, projects usually exhibit the following characteristics:


	
Projects are unique. Existing knowledge can only be reused to a limited extent, which increases uncertainty and risk.



	
They are complex, involving multiple objectives, dependencies, and influencing factors. This complexity may arise from the product itself, the size of the project, or the number of people involved.



	
Projects are time-limited, with a clear start and end. They are typically divided into phases and milestones and consist of temporary, team-based undertakings.



	
They are often interdisciplinary, requiring collaboration across departments, disciplines, locations, or countries.



	
Projects operate with limited resources, such as budget, personnel, and materials.



	
They pursue clearly defined objectives described through deliverables and assessed in terms of scope, time, and cost.





Project work differs fundamentally from routine line work. While line tasks are repetitive and follow stable processes, projects address complex, non-routine challenges.

Not every activity qualifies as a project. Tasks like tidying up a home usually do not, while activities such as learning an instrument or raising children show some project-like characteristics.

The portfolio board decides whether an initiative should be managed as a project or as routine work. Not all characteristics must be fulfilled for the undertaking to be considered a project. If a project management manual is available, its definitions provide the basis for this decision.



1.2.1.2 The Term »Project Management«

Project management is a distinct discipline that focuses on planning and managing projects. It includes all activities throughout the entire life cycle of a project. Since projects are temporary, project management is limited to the duration of the project.



Definition from a Company Project Management Manual [Ger. Definition aus einem Projektmanagementhandbuch einer Firma]




»Project management is a comprehensive management task related to a project that includes all management activities necessary to ensure compliance with quality, functionality, specified time, and budget requirements, thereby contributing to the success of the project.«

Definition According to DIN 69901 Part 5 [Ger. Definition nach DIN 69901 Teil 5]

»Project management is defined as the entirety of managerial tasks, organization, techniques, and means of initiating, defining, planning, controlling, and completing projects.«





According to this definition, management is related to »implementation.« Therefore, project management includes all activities related to the implementation of the project.



Definition According to IPMA®/ICB4




»Project management is concerned with the application of methods, tools, techniques and authorities to a project to achieve its objectives. It is implemented using processes and involves the integration of different phases of the project life cycle. …« (GPM), although IPMA® does not specify any processes.

Definition According to DIN ISO 21500:2016

»Project management is the application of methods, tools, techniques and authorities in a project. It encompasses the […] interaction of the various phases of the project life cycle.«







1.2.1.3 Project Types

The term »project« covers a wide range of undertakings, such as building a nuclear power plant, relocating a department, or organizing an open-air concert. Projects vary in content, size, impact, strategic importance, budget, and duration.

Project management always involves additional effort, which must be justified by a clear cost-benefit assessment. This effort should be proportionate to the project’s size and complexity and lead to more efficient execution.

Therefore, project management should be as lean as possible and as comprehensive as necessary. The methods and tools used should fit the project type and be applied at the appropriate level (»flight level«).

Differentiation based on content:




	
Project Type


	
Characteristics/description







	
Investment projects


	

	
•	Tangible assets are built or procured (e.g., buildings, plants, and large machinery)



	
Often involve high investment costs; usually commissioned by tender; public interest present





Planning focus: Project financing, cost planning and controlling

Examples: Construction of a dam, renewal of a company’s server landscape, infrastructure of a telecommunications network provider 





	
Organizational projects


	

	
•	Structures of the organizational or process organization are created or changed



	
Affects employees in the company (in total or in part)



	
Stakeholder interests play a major role in the project (e.g., participants in a music festival)





Planning focus: Stakeholder management, communication planning

Examples: Company mergers, reorganization of departments, introduction of new processes, establishment of a new department, organization of events of all kinds





	
Research and ­development (R&D)


	

	
•	For new or improved products, materials, or services



	
Unknown ratio of input to output, resulting in low planning reliability



	
High degree of novelty





Planning focus: Dealing with novelty, interactive approach with regular feedback cycles for continuous learning and further planning

Examples: product development based on new technologies, scientific research projects, drug development, user behavior analysis 








Tab. 1: Classification of projects based on content



The term »IT project« is often used, but is too vague because it only indicates a link to information technology. In practice, IT-related projects can vary greatly in form and complexity.

For example, building a server farm or rolling out laptops nationwide could be considered investment projects. In contrast, introducing a large accounting system is better described as an organizational project, since it changes structures, processes, and ways of working. Developing a new software system from scratch (greenfield development) has the characteristics of a research and development (R&D) project.

Therefore, IT-related initiatives should be classified according to established project types and their specific characteristics, rather than being treated as a separate category called »IT ­project«.



1.2.1.4 Project Classes

In addition to project types, companies often define project classes. This allows projects of the same type – for example organizational projects – to be differentiated and compared more effectively.

Project classes make it possible to adapt, reuse, and tailor existing project management standards to the specific requirements of each class.

Classification according to Project Size

This book presents many tools and methods, but not all of them are necessary in every project. Small projects can often be successfully managed with a few simple methods, such as a clear definition of objectives, basic phase planning, and a simple, tabular work breakdown structure (WBS).

By contrast, larger projects require all the competence elements (CEs) described in this book and may need additional, specialized methods. Without these, successful execution becomes unlikely.

For efficiency and results orientation, it is therefore useful to classify projects not only by type but also by size. The goal is to apply methods that fit the project and avoid »using a sledgehammer to crack a nut.«

Project size can be assessed using criteria such as effort, duration, strategic importance, complexity, budget, and the number of stakeholders. Since every organization is different, each company defines its own internal criteria for project sizes and classes.

Simplified company example:




	
Project classes


	
C


	
B


	
A







	
Expenditure in PD*


	
50 to 100


	
101–1000


	
From 1000





	
PM-Methods


	

	
•	Project profile



	
Phase planning






	

	
•	Like C-projects



	
In addition:


	
WBS, resource planning



	
Stakeholder analysis










	

	
•	Like B-projects



	
In addition:


	
Cost planning



	
Risk analysis



	
Monthly reporting to the Management Board













	
Training level of the project manager


	
IPMA® Level D


	
IPMA® Level C


	
IPMA® Level B








Tab. 2: Classification of projects based on size as an example. This is defined differently in each organization.




*All endeavors involving less than 50 person-days (PD) are considered tasks and not projects.



Depending on the project class, using the methods is a mandatory procedure. These specifications may relate to:


	
The use and scope of specific project management methods;



	
The qualifications (level of training) of the appointed project manager;



	
The need for a steering committee;



	
Description of the tasks, authorities and responsibilities (TARs) of the project roles;



	
Specified opportunity/risk analysis with risk management, etc.





Classification by Priority

In addition to classification by size, projects can also be classified by need (i. e., reason for implementation) or contribution to the company’s success.

Examples:


	
Classification by project prioritization: 1 – 2 – 3 (e.g., 1 = legally required, 2 = strategic, 3 = cost optimization)



	
Classification by product life cycle (e.g., the »BCG matrix« of the Boston Consulting Group: Question Marks, Stars, Cash Cows and Poor Dogs)





Classifying projects allows companies to standardize their project management approach and at the same time scale it across different project classes. This avoids having to redefine the level of project management effort for each new project.

Company-specific project classes can also be used to structure the project portfolio. This improves transparency and supports more effective portfolio management.

Customer and internal projects

Projects can be classified as either customer (external) or internal.


	
Customer projects are carried out by an external service provider based on a formal legal contract. This may apply to the entire project or only to specific parts.



	
Internal projects are executed entirely within the company and mainly use the organization’s own resources.








	
Project Type


	
Characteristics/description







	
Extern

(customer projects, contract projects)


	

	
•	The project owner is located outside of the organization.



	
The objective is to provide services based on a work and service contract, which the customer must accept at the end of the project.



	
A legal contract between the project owner and the contractor is standard practice for project commissioning.





Planning focus: Scope definition and control to fulfill the work contract, maintenance of the customer relationship

Examples: A mechanical engineering company (project owner) hires an agency (contractor 1) to create an internet portal or an external construction company (contractor 2) to build a new office building.





	
Internal


	

	
•	The project owner is an employee of the company (executive management, project steering committee, management) and is responsible for assigning tasks to departments within the company. For example, the IT department may be assigned to introduce a new CRM system.



	
Initialization and funding are usually from internal sources (for the implementation of a strategic project, however, these may also benefit from external sources, e.g., a legal decision that must be considered in the IT processes, so-called mandatory projects).



	
In most cases, there is no formal, legally binding mandate (contract).





Planning focus: Integration of the project into the internal corporate structure and communication, alignment with the corporate strategy (business case)

Examples: Development of a new product, organization of a company party, changeover to GDPR (General Data Protection Regulation), adaptation of products to new emission standards.








Tab. 3: Classification of projects based on the customer



Double project organization

For customer projects, there is usually a complete project organization on both sides. This includes a project owner, project manager, and project team on the customer side as well as on the service provider or contractor side.

Planning responsibility

Detailed project planning is mainly carried out by the service provider. The customer’s planning is usually limited to a high-level plan used to evaluate the offer and manage possible change requests.

Different project start points

The project typically starts earlier on the customer side, beginning in the initialization phase. The service provider becomes involved only after initial decisions on scope, schedule, budget, and project execution have already been made.

A project manager working on the service provider side must be aware of these specific characteristics of customer projects. They should consider them in risk and stakeholder analysis, as well as in all other aspects of their own service provider project planning.




1.2.2 Permanent Systems and Structures


1.2.2.1 Functional Organization



Permanent or Parent Organization [Ger. Stammorganisation]Permanent or Parent Organization




»Synonyms: basic organization, business organization

A permanent, project-independent organization, e.g., that of a company, administrative authority, or organization, in contrast to the temporary organizational structure of a project. The term refers to both the structural aspects (personnel, roles, responsibilities) as well as the process-related organization. However, in practice, the term is often used to refer only to the organization as an institution.« (Motzel)


[image: Strukturdiagramm mit einem Abteilungsleiter, Teammanagern und Projektteams für verschiedene Produkte und deren Mitarbeiter.]





Fig. 5: Example functional organization with its project

Unlike project organizations, functional organizations exist over a longer period and are firmly established within the company. Project team members may be drawn from the functional organization or from external sources, and they usually return to the functional organization once the project concludes.

Typical project members provided by the functional organization include project managers, core team members, and required technical experts as needed. Consequently, projects inevitably adopt the culture of the functional organization or are strongly influenced by it.

For this reason, project members should be familiar with the basic rules of the functional organization. This shared understanding supports smoother communication and easier integration of the project into the company, as all parties operate within a similar organizational culture.



1.2.2.2 Steering Committee



Steering Committee [Ger. Lenkungsausschuss]Steering Committee




»Synonyms: steering committee, steering group.

A superior decision-making board related to a specific project, program, or group of projects and/or programs (project portfolio). For a single project, the steering committee can be an internal board within the sponsoring organization, consisting of authorized representatives of the customer or project owner. External project members can also be included where appropriate. The steering committee should be kept small. It serves as a go-to board for the project manager to report, make decisions with, and escalate issues to.« (Motzel)


[image: Diagramm einer Projektorganisation mit einem Steuerungskomitee, dessen Mitglieder über Projekte berichten und weitere Projekte planen.]





Fig. 6: Functional organization and project organization

The project owner chairs the steering committee of a project. The committee usually includes members of the functional organization’s management. Stakeholders who have a high degree of influence and high conflict potential may be appointed to the steering committee as ­participating stakeholders (see Chapter 3.3.8 Stakeholders). Through their involvement, these stakeholders have greater opportunities to shape and influence the project and are therefore less likely to oppose it.

In larger organizations, a steering committee may oversee several projects, or even an entire project portfolio, at a higher level. This depends on how project work is organized within the company.



1.2.2.3 Project Management Office (PMO)



Project Management Office (PMOPMO) [Ger. Projektmanagementbüro]




»Note: The terms ›project office (PO)‹ and ›project management office (PMO)‹ are often used as synonyms in practice, although they have different meanings. These differences are related to both the institutional setup and the tasks involved. The following spectrum of interpretations of a PMO is common:

(1) Central administration for a specific project, often also physically representing an office (project administrator, project assistant).

(2) A project-controlling function for one or several projects within an organization.

(3) A service function for the project managers of an organization or within an organizational unit with the aim of providing project management education, unification and standardization of PM processes, or skilled project personnel, such as project managers, project controllers, or assistants.« (Motzel)





A Project Management Office (PMO) is an organizational unit within a company’s structure. It is responsible for project structures and processes related to all projects. The PMO supports assigned projects and creates transparency across the project portfolio. For this reason, the PMO is often described as a support function.

Typical functions of a PMO include:


	
Administrative function: providing services and central support activities



	
Control function: monitoring the project portfolio using standardized indicators and uniform status reports



	
Coordination function: acting as an interface between the line organization, projects, and portfolio management



	
Optimization function: continuous improvement of methods, software tools, and the qualifications of project staff.






[image: Diagramm mit vier Funktionen eines PMO: administrative, Kontroll-, Optimierungs- und Koordinationsfunktionen.]

Fig. 7: Functions of the Project Management Office

In some organizations, the terms Project Office (PO) and Project Management Office (PMO) are used interchangeably. However, this is incorrect. A PO supports a single project, whereas a PMO is responsible for all projects within an organization.

As a result, their tasks, authorities and responsibilities (TARs) also differ fundamentally (see Chapter 3.3.6).




1.2.3 Projects, Programs, and Portfolios

Project-oriented companies structure their project landscape not only around individual projects but also around programs and project portfolios.




	
 


	
Project


	
Program


	
Portfolio







	
Number per company (example)


	
50–100


	
1–5


	
1





	
Management


	
Project management


	
Program management


	
Portfolio management





	
Duration


	
Life cycle of project


	
Life cycle of program


	
Life cycle of the organizational unit of company (no start/end)





	
Objective


	
Implementation of a strategic objective or mandatory project


	
Program management coordinates several related projects managed together to achieve one or more strategic objectives. It leverages synergies between these projects through common governance, shared resource planning, and coordinated stakeholder and risk management.


	
Management of all projects and programs of an organizational unit or the entire company to fulfill the corporate strategy, based on the annual portfolio budget and resource availability








Tab. 4: Comparison of project, program and portfolio



In a project-oriented company, several projects are usually carried out at the same time. These projects are used to achieve the company’s strategic objectives.

Programs

Companies with experience in individual projects can group related projects into programs. A program combines projects that together support one or more strategic objectives. Common governance structures create efficiency and improve coordination between the projects. Resources can also be shared across projects.

Example: Digitalization program

A medium-sized company aims to strengthen its digitalization efforts. To achieve this goal, the company set up a program that includes several related projects, such as:


	
Migration of telephony to mobile devices;



	
Implementation of a standardized CRM (Customer Relationship Management) system;



	
Secure Wi-Fi in all company buildings and rooms;



	
Home office access via VPN (Virtual Private Network);



	
Migration of internal servers to external cloud solutions;



	
…





The program is managed by a program manager with IPMA® Level B certification (project or program certification). Individual projects are led by project managers with IPMA® Level C certification.

The program management team is supported by a program office. This office coordinates and controls individual projects, ensures compliance with the company’s quality standards, manages a large part of stakeholder communication centrally, and reduces the workload of the individual project teams.

Benefits and limitations of programs

By forming a program, synergies between projects become visible and can be actively used. Program quality can be monitored and managed more efficiently than that of several separate projects. Programs also have a stronger organizational impact, making important changes that might otherwise face resistance easier to implement.

However, programs should not be used excessively. Program structures require significant resources. If too many projects are declared programs, their value and effectiveness decrease.

Project Portfolio

All projects and programs within a business unit or the entire company are managed through a project portfolio. Each project or program must formally apply for inclusion in the portfolio. This is usually accomplished by submitting an approved project profile or an internal project order.

Portfolio management decides whether to include a project or program based on various criteria, such as:


	
Contribution to corporate strategy

(Is the project worthwhile, cost-effective, or strategically important?)



	
Availability of resources

(Are sufficient project staff currently available, or must other projects be completed first?)



	
Portfolio budget

(How is the available budget distributed among projects and programs? Which initiatives receive new funding, continued funding, or are discontinued?)



	
Potential for forming programs

(Can several projects be grouped into a program to improve efficiency and effectiveness through synergies?)



	
…





The portfolio manager uses the project portfolio to control and monitor the implementation of the company’s strategic objectives. Project portfolio management is often considered a sub-function of the PMO (Project Management Office). In these cases, the head of the PMO also assumes the role of portfolio manager.

The terms »program manager« and »portfolio manager« are sometimes confused. However, their roles differ significantly in terms of tasks and responsibilities:




	
 


	
Program Manager


	
Portfolio Manager







	
Position


	
Captain of the program


	
»Navigator« of the project landscape





	
Focus


	
Program


	
Transparency across all projects





	
Tasks


	

	
•	Leadership tasks



	
Must intervene directly in his projects if the situation requires it



	
Programming control






	

	
•	Coordination task



	
Analyzes and transparently presents the status of initiatives (programs and projects). Decision-making requirements of PM, PO, and project board are presented









	
Budget responsibility


	
Budget responsibility for program


	
Not responsible for the budget, monitoring, or management of the portfolio budget





	
Personnel responsibility


	
Within the program


	
No personnel responsibility, but analysis of the project landscape





	
Duration of task


	
Responsibility ends upon completion of the program


	
Ongoing responsibility (permanent task) as long as the project landscape within the company needs to be coordinated





	
Challenges


	
Is subject to criticism from the customer in external projects


	
Must deal with company policy, power, and his own powerlessness in the individual projects








Tab. 5: Tasks and responsibilities of program and portfolio managers





1.2.4 Human Resource Management in Project-Oriented Companies

Effective human resources management is a key success factor of project-oriented companies. Since projects are temporary and place changing demands on teams and specialists, managing project staff differs significantly from traditional line management.

Project employees seek challenging tasks and require targeted training, stress prevention measures, and clear development opportunities. Project managers can only gain the experience necessary to lead large and complex projects successfully if they receive support and reinforcement in their role over several years. This long-term development is essential for sustainable human resources management in projects.

To meet these specific requirements, human resources management in a project environment takes on tasks that differ from those in the line organization. These include targeted team development, recruiting, onboarding and offboarding project staff, and ensuring compliance with labor laws in the project context. Together, these activities help build and maintain the organization’s project capability.



Human Resource ManagementHuman Resource Management




Project management responsibilities, which include selection, composition, scheduling, deployment, leadership, motivation, education, and training/coaching of project personnel.

Human resource management in the project also includes the return or further deployment of project personnel after the end of the project, as well as the personnel development of project managers and project staff in a project landscape (project, program, and portfolio management) regarding career and salary development.

(2) Sub-area of project management that encompasses the processes for organizing, managing, and leading the project team. The basic document for personnel management in the project is the project personnel plan.





The following areas of human resources management are particularly important for project-oriented companies:

Personnel development in the project environment

Developing project staff is essential to keep their technical and methodological skills up to date. Targeted training in project management methods, leadership development for project managers, and stress prevention programs help ensure long-term performance.

Only continuous, long-term development makes it possible to build experienced project managers who are capable of successfully managing large and complex projects.

Recruiting for projects

Recruiting in project-oriented companies is especially demanding, as staffing needs can change at short notice. Therefore, candidates are selected not only for their technical skills, but also for their ability to work effectively in dynamic project environments. Digital recruitment channels, professional networks, and clear project career paths play a key role.

Onboarding and offboarding in the project context

Structured onboarding helps new employees integrate quickly into projects. It provides clarity on project-specific roles, responsibilities, and processes throughout the project life cycle.

Equally important is professional offboarding, which ensures systematic knowledge transfer between projects and supports continuous organizational learning.

Compliance with labor laws in projects

Project-oriented companies must pay particular attention to labor law requirements. Working time regulations, employee participation, and occupational safety can be complex, especially when project teams work across locations or internationally. Close cooperation between human resources, project management, and the legal department is essential to ensure compliance and minimize risks.


[image: Diagramm zu Bereichen im Personalmanagement mit Beziehungen zwischen Human Resources, Unternehmensmanagement und Projekten.]

Fig. 8: Core functions of human resources management in project-oriented companies

Human resources management entails far more than just administrative support. When approached strategically, it becomes a true partner to project management. By building strong project teams, ensuring legal compliance in their deployment, and focusing on long-term retention, HR lays the foundation for sustainable project success – especially in complex, large-scale initiatives.



1.2.5 Project Organizational Structure and Process Organization



Project Organizational StructureProject Organizational Structure [Ger. Aufbauorganisation]




The entirety of defined responsible persons and the binding regulations regarding responsibilities, authorities, directive authority, and reporting obligations in an organization, usually presented in an organizational chart.

The organizational structure is the result of organizational design in the project and refers to the static aspects of the project organization – in contrast to the project process organization, which refers to the dynamic aspects. Nevertheless, the organizational structure can change as required during project execution (e.g., during individual project phases). The general design principles of organizational plans are »centralization« and »decentralization«.





A project organizational structure illustrates the organizational units and project roles in a hierarchical manner. It defines how the project is organized and who is responsible for what. Typical elements include:


	
types of project organization,



	
management levels within the project organization,



	
the Project Management Office (PMO),



	
the steering committee, and



	
individual project roles, described using TARs or a RACI matrix.





Organizational structures are usually illustrated using organizational charts. These charts show hierarchical relationships with top-down and bottom-up lines. They reflect reporting and escalation paths, management levels, and existing communication channels within the project structure.



Process OrganizationProcess Organization [Ger. Ablauforganisation]




Synonym: project process organization

The definition, arrangement, design and description of the procedures (processes) and rules for the implementation of an undertaking, e.g., a project, and at the same time the result of these activities including the corresponding agreements (work and process instructions). The process organization is the result of organizational design in terms of the dynamic aspects of project organization.





Organizational procedures (processes) are depicted in flowcharts. Examples of defined processes in project management are:


	
DIN project management phases



	
Project approval



	
Objective setting process



	
Budget approval



	
Change management



	
Resource procurement



	
Controlling



	
Product acceptance process



	
Stakeholder management



	
Opportunity/risk management



	
Lessons learned (increasing PM maturity)





Both the organizational structure and the process organization are strongly influenced by the respective project design and vary depending on the project type and class as well as the chosen project organization. The definition options for a company’s individual projects are described in its project management manual.



1.2.6 Project Management Manual

Companies that regularly carry out projects develop their own project management standards applicable to all projects. These standards are based on international project management frameworks, such as IPMA®, PMI, PRINCE2, PM², as well as industry-specific requirements.

These standards are documented in a project management manual that serves as a central reference for project work within the company.


[image: Projektmanagement-Handbuch mit Kapiteln zu Definitionen, Projektarten, Planungsvorlagen und Checklisten.]

Fig. 9: Structure of a project management manual (example)

A project management manual may also be referred to by other names, such as project management guide, project management handbook, company PM guideline, or PM design paper.

The PMO creates and regularly updates the project management manual as part of a continuous improvement process. This ensures that new requirements and enhancements are incorporated over time and that the manual remains up to date. The PMO also uses the project management manual as the basis for training project staff.

The key difference between a project management manual and a project manual is their scope. The project manual applies only to a single, specific project. In contrast, the project management manual defines company-wide standards, rules, and procedures for all projects.

Therefore, each project manual is derived from the project management manual, using it as a blueprint to ensure that planning and execution follow the company’s internal project management standards.



1.2.7 Project Management Standards

Several international project management standards consider the wide variety of project types and their characteristics. In simplified terms, these standards can be grouped into the following approaches:


	
competence-based,



	
process-based,



	
agile.





Another important distinction is between personal certifications and certifications of processes or organizations, such as the Organizational Competence Baseline (OCB) of IPMA.


[image: Tabelle mit verschiedenen Projektmanagement-Zertifizierungen und Organisationen, deren Ansätze und Standards.]

Fig. 10: Overview of project management standards and certifications

IPMA®IPMA®

The International Project Management Association (IPMA®) is an umbrella organization that promotes professional project management through over 70 national associations worldwide.

In Germany, IPMA® is represented by the German Association for Project Management (GPM). Together with its members, GPM regularly develops a project management standard called the Individual Competence Baseline (ICB). The ICB serves as the foundation for internationally coordinated certification systems. The current version is ICB4.

IPMA® standards are competence-based. They focus on the competencies of individuals and organizations. Personal certifications are evidence-based, meaning candidates must demonstrate their competence at the required level.


[image: Diagramm zur Darstellung von Kompetenz, unterteilt in formale und Handlungskompetenz mit weiteren Unterkategorien.]

Fig. 11: ICB as a competence-based standard

The ICB does not define specific processes or methods. Rather, it describes the competencies project managers need to successfully manage projects. The ICB is deliberately industry-independent.

During the qualification process, project managers learn how to select and apply appropriate methods and procedures depending on the industry and the specific project context. Therefore, qualification and certification focus on demonstrating competence rather than testing pure knowledge. This includes applying project management knowledge to one’s own projects (e.g., reports), working on case studies, and participating in assessments, such as role-based interviews. Thus, the certification is evidence-based and does not consist of a simple written knowledge test.

The current IPMA® standard is ICB4. It is structured into three competence areas and a total of 28 competence elements:


[image: Tabelle mit den Kompetenzbereichen des Individual Competence Baseline (ICB) 4.0, gegliedert in Perspektive, soziale Kompetenzen und Methoden.]

Fig. 12: The 28 competence elements of ICB4.0 with GPM Basislevel® relevance labeling. The »Eye of Competence« is the property of IPMA® and is protected by copyright. Reprinted with the kind permission of the copyright holder.

The 28 competence elements apply to all certifications, from IPMA® Level D to Level A. However, depending on the certification level, qualifications and certification are based on different competence levels. In the ICB, the respective competence elements (CEs) are further divided into Key Competence Indicators (KCIs), which describe the CEs in more detail.


[image: Diagramm mit drei Kompetenzstufen: Verstehen, Handeln und Gestalten, mit zugehörigen Fähigkeiten und Aufgaben.]

Fig. 13: Competence levels

For the GPM Basislevel®, only selected competence elements are included in the certification, mainly from the Practice competence area.

The three competence areas are marked with three different colors. These color codes are also used throughout this book to help you easily identify the different areas and improve your orientation.

The IPMA standard is hybrid. This means that the competence elements are formulated broadly enough to cover both classic (plan-based) and agile (value-based) approaches.

PMIPMI

The Project Management Institute (PMI) is the largest project management organization worldwide in terms of membership. Unlike the ICB, its standard is described in the PMBOK® Guide and follows a process-based approach. PMI is headquartered in the USA and is represented internationally through national chapters.

PRINCE2PRINCE2

PRINCE2 (Projects in Controlled Environments) was developed in the United Kingdom. Originally mandatory for government IT projects, it is now used across many industries. Like the PMI, PRINCE2 is a process-oriented standard.

PM²PM²

Since 2014, the European Union has defined its own project management standard, PM², developed by the European Commission.

PM² combines elements from IPMA®, PMI, and PRINCE2 and is intended to improve the quality of projects funded or carried out by the EU.
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Scrum

There are several agile frameworks and approaches, including Kanban, Design Thinking, LeSS, SAFe, and Nexus. In this book, Scrum is used as a representative example.

The Scrum Guide serves as an official guideline for Scrum. Scrum follows an iterative and incremental approach. After initial planning, a usable result (increment) is delivered at the end of each sprint through short work and feedback cycles.

The Scrum Guide defines Scrum and provides a clear framework for its application. It describes all Scrum elements and supports the practical use of the necessary processes, techniques, and methods.



1.2.8 Project Management Regulations

Project management is currently subject to a growing need for standardization. In increasingly complex and global projects, regulations are becoming more important because they not only provide guidance but also promote the quality and comparability of projects. Two key sets of rules play a central role in this: the international ISO 21500 standard and the German DIN 69901 series of standards. They provide project managers with a structured basis for methodical and process-oriented work, regardless of project size or organizational form.



1.2.9 ISO 21500 – The International Guide for Projects

The International Organization for Standardization ISO 21500 is a universal reference framework for project management processes. Developed as a globally applicable standard, it is suitable for organizations of all types. The standard provides a concise, practical model that is easy to understand and apply.

For project managers, ISO 21500 offers clear fundamental concepts, a structured process view, and a logical overall process model. A key advantage is that it can be used regardless of project type or complexity. This makes it suitable for both small projects in medium-sized companies and large international projects in global corporations.

A central element of ISO 21500 is its description of the ideal project life cycle. The life cycle is divided into five phases: initiation, definition, planning, execution and control, and project closure. The model reflects internationally proven practices and provides guidance in dynamic or agile project environments.

The main benefits lie in the methodological structure and comparability. Teams working according to ISO 21500 use an internationally recognized approach, which is advantageous when cooperating with international partners or transferring projects between locations.



1.2.10 DIN 69901 – The German Regulatory Framework

Unlike ISO 21500, which is designed for international use, DIN 69901 was developed as a national standard for project management systems. It defines structures and processes in greater detail. The current version of the standard describes various aspects of project management in several parts, including fundamentals, processes, methods, and standardized terminology.

While ISO 21500 serves as a more compact guide, DIN 69901 focuses more objectively on systematic implementation within an organization. It is particularly suitable for projects that are executed according to fixed standards on a permanent basis, such as in public institutions or regulated industries.

Even though both standards pursue similar objectives, they differ in their applications: ISO 21500 is often used as a basis for international understanding and orientation, while DIN 69901 serves as a framework for implementing project management systems in German organizations.

For the practical application of both standards, it is crucial that project managers understand a few key points. In the case of ISO 21500, this primarily concerns its universal claim and logical structure across five project phases. It is equally important to recognize that ISO 21500 is not intended for the certification of individuals, but rather to serve as a basis for organizational standards.

In contrast, DIN 69901’s value lies in its depth of application and definition of specific processes. Project managers working in Germany should be familiar with both standards – not least to be able to confidently meet customer organizations, tenders, or certification process requirements.





﻿1.3 CE Compliance, Standards, and Regulations (4.3.3)


[image: Zwei Stapel von Dokumenten, einer in Rot und einer in Blau, mit verschiedenen Textformatierungen und Markierungen.]
Compliance means that companies adhere to legal requirements, as well as internal rules, policies, and regulations. In recent years, compliance has become increasingly important.

Adhering to compliance standards in project management reduces risks and improves the efficiency and effectiveness of projects. It also supports compliance with the rule of law and protects the company from potential penalties and fines.



ComplianceCompliance




»The compliance, standards, and regulations competence element describes how the individual interprets and balances the external and internal constraints in a given area such as country, company, or industry.« (ICB4)

Compliance

»Proper compliance with specified laws and regulations. Since ICB4.0, ›Compliance, standards and regulations‹ has been a competence element (Perspectives 3), translated in NCB 4.0 as ›Compliance, standards and regulations‹. This competence element defines the interpretation and application of internal and external frameworks, in particular restrictions. Compliance is seen as the process by which requirements are implemented appropriately. These requirements may be formal or informal, mandatory or voluntary.« (Motzel)

»Standards and regulations influence and define the way projects, programs and portfolios should be organized and managed to be feasible and successful.

Standards and regulations address compliance with requirements that include legal and regulatory requirements, contracts and agreements, intellectual property and patents, safety, health and environmental protection (SHE), and professional standards.« (ICB4)
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Fig. 14: The project and its legal (sanctionable) regulatory framework (PM4, GPM 2019)


1.3.1 Data Protection and Data Security

During a project, project management is responsible for ensuring compliance with all data protection and data security requirements. This includes the personal data of project staff, users, and colleagues, as well as the confidential handling of data from customers, suppliers, and partners.

In Germany, data protection is regulated by the Federal Data Protection Act (FDPA/BDSG, Bundesdatenschutzgesetz) and specified by the General Data Protection Regulation (GDPR/DSGVO, Datenschutz-Grundverordnung).

The purpose of the GDPR is to protect personal data. This includes:


	
protection against unauthorized data collection;



	
protection against unauthorized data storage;



	
protection against improper or unauthorized data processing;



	
protection against unauthorized disclosure;



	
protection of the right to informational self-determination;



	
protection of privacy; and



	
protection of personal rights in data processing.





Data security is a key prerequisite for effective data protection. Its goal is to protect digital information, technical data, and IT systems against unauthorized access, loss, damage, manipulation, theft, and other threats.



1.3.2 Regulations for Safety, Health, and Environmental Protection

The German Occupational Safety and Health Act (German: Arbeitsschutzgesetz – ArbSchG) implements the EU directives on workplace safety and health. The full official title of the Act is:

»Act on the Implementation of Occupational Health and Safety Measures to Improve the Safety and Health Protection of Employees at Work«

The objective of the Occupational Safety and Health Act (Arbeitsschutzgesetz – ArbSchG) is to protect and improve the health and safety of all employees.

Among other things, the Act requires the following:


	
the performance of risk assessments (Gefährdungsbeurteilungen),



	
the monitoring of the effectiveness of preventive measures (Wirksamkeitskontrolle), and



	
the provision of instructions and training for employees (Unterweisungen).





Key Occupational Health and Safety Legislation in Germany


	
Occupational Safety and Health Act

(Arbeitsschutzgesetz – ArbSchG)



	
Workplace Ordinance

(Arbeitsstättenverordnung – ArbStättV)



	
Construction Site Ordinance

(Baustellenverordnung – BaustellV)



	
Ordinance on Industrial Safety and Health

(Betriebssicherheitsverordnung – BetrSichV)



	
Ordinance on Hazardous Substances

(Gefahrstoffverordnung – GefStoffV)





Additional Legal and Regulatory Requirements

German Labor Law (Deutsches Arbeitsrecht)


	
Working Hours Act

(Arbeitszeitgesetz – ArbZG) – compliance with maximum daily working hours



	
Maternity Protection Act

(Mutterschutzgesetz – MuSchG) – employment restrictions during pregnancy



	
Youth Employment Protection Act

(Jugendarbeitsschutzgesetz – JArbSchG) – protection of young people and trainees



	
Federal Vacation Act

(Bundesurlaubsgesetz – BUrlG)



	
Temporary Employment Act

(Arbeitnehmerüberlassungsgesetz – AÜG)



	
Posted Workers Act

(Arbeitnehmer-Entsendegesetz – AEntG)





Health Protection Regulations (Gesundheitsschutzrechtliche Vorschriften)


	
Infection Protection Act

(Infektionsschutzgesetz – IfSG)



	
Food Hygiene Regulation

(Lebensmittelhygieneverordnung)



	
Accident Prevention Regulations

(Unfallverhütungsvorschriften, Section 15 Sozialgesetzbuch VII – SGB VII)



	
Ordinance on Occupational Medical Care

(Arbeitsmedizinische Vorsorgeverordnung – ArbMedVV)





Environmental Protection (Umweltschutz)

Compliance with the German environmental protection legislation, particularly the Environmental Protection Act (Umweltschutzgesetz – USG), including compliance with statutory emission limits and regulatory obligations.

Social Security Law (Sozialversicherungsrecht)


	
Avoidance of disguised self-employment (Vermeidung von Scheinselbstständigkeit)



	
Obligation to register employees for social insurance (Section 28a Sozialgesetzbuch IV – SGB IV)



	
Compliance with regulations of the Mini-Job Centre (Minijob-Zentrale) for marginal employment (geringfügige Beschäftigung)







1.3.3 Hazard Analysis

The terms »hazard analysis« (Gefährdungsanalyse) and »risk assessment« (Gefährdungsbeurteilung) are often used synonymously in the literature.

According to the BfGA – Beratungsgesellschaft für Arbeits- und Gesundheitsschutz mbH, the risk assessment comprises the following:

»… as a central element of occupational health and safety, the systematic assessment of hazards and stresses associated with employees’ work. It therefore forms an essential basis for deriving targeted occupational health and safety measures.

The legal basis for the risk assessment is the Occupational Safety and Health Act (Arbeitsschutzgesetz – ArbSchG), particularly Sections 5 and 6.«




	



	








	



	







1.3.4 Compliance Requirements of Individual Economic Sectors



	



	








	



	









	



	



	



	



	



	









	




	




	




	




	




	




	







1.3.5 Corporate Social Responsibility (CSR)/Sustainable Corporate Management




	



	







	




	




	




	



	









	




	




	









	



	











1.3.6 Agenda 2030
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