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Information About PMP Certification 
 

Before we dive into the details of knowledge areas, it is better to know details of PMP and 

CAPM certification. 
 

Why should I get PMP Certification? 
 
PMP certification is the most recognized professional certificate for project management 
profession around the world. Many of the employers seek PMP certification in project 
management positions when they are hiring. Also, they seek PMP certification as a 
prerequisite for their current employees when they are promoting their employees to project 
management positions.  
 
Based on several surveys, PMP certification holders command ~20% higher income than 
their uncertified counterparts.  Therefore, importance of the PMP certification has grown 
rapidly in recent years.  
 
PMP certification itself does not prove any competence or experience. But, PMP certification 
warrants at least a certain level of knowledge on project management area. However, PMI’s 
PMP application process and audits seek for relevant experience and education requirements 
to be a PMP very strictly. Therefore, companies or organizations give very high credit to PMP 
certification compared to other certificates in the industry.  
 
Strict process of PMI to check PMP certification requirements is the foundation of this high 
credit given by employers. Because, an employer will know that a PMP certification holder 
met the strict PMP certification requirements which proves a certain level of project 
management knowledge and practice. 
 
PMP certification is not an easy sit and pass exam. There are PMP eligibility requirements that 
every PMP certification aspirant must meet. Let’s see these PMP certification requirements 
now. 
 

PMP Certification Requirements 
 
You might wonder why there are requirements for PMP certification. There are two 
fundamental reasons for this. The first main reason is project management is a serious 
profession that requires communication with several stakeholders throughout the project. 
While delivering a scope of work, project managers must be careful about communication, 
attitude and how to manage expectations of different people. Otherwise, the project delivery 
might fail. Therefore, having a solid project management experience is one of the 
requirements for PMP certification. 
 
The second main reason for having requirements for PMP is project management requires 
solid theoretical knowledge on project management techniques. There are knowledge areas 
that a project manager has to be proficient in order to pass the PMP certification exam. These 
knowledge areas are tested in different project management process groups. In order to pass 
the PMP certification exam, a PMP candidate must score above a certain level from these 
project management process groups. 
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Because of these two reasons, requirements for PMP exam include PMP experience 
requirement and PMP education requirement. PMP experience requirement will show that 
the PMP candidate has enough soft skills to sit for the PMP exam. PMP education requirement 
will show that the PMP candidate has enough theoretical background to manage a project. 
 
Following table summarizes the PMP certification requirements that a PMP aspirant must 
meet to apply for the PMP exam. 
 

Education Level Project Management 
Experience 

Project Management 
Education 

Bachelor’s Degree 
(4 years of College/University 

Education) 

4,500+ hours 
(equivalent to 3+ years of 

experience) 
35 contact hours 

Secondary Degree 
(High School or 2-year pre-

undergrad education) 

7,500+ hours 
(equivalent to 5+ years of 

experience) 
35 contact hours 

 
In order to apply for PMP certification, you need to have at least a secondary degree, for 
instance a high school or equivalent education level. If your highest attended education level 
is secondary degree, in order to apply for PMP certification, you need to satisfy following three 
PMP certification requirements. 
 
1-) 5 years of project management experience (7,500 hours) 
2-) 35 contact hours of project management education. 
 
Note that, project management experience point in PMP certification requirements does not 
seek for active management of a project. Participating in a project environment also counts 
for this 5 years of experience requirement. However, 7500 hours of these 5 years, which 
makes around 3.5 years, need to be spent of leading and directing projects. Again, this doesn’t 
mean that you should have enrolled in a project as a project manager. A leading or directing 
role can be supervisor of a junior team member or team members, team leader of a group, 
assisting project manager in some of the project management activities etc. 
 
If your education level is a four-year degree or above, you should be looking for following PMP 
requirements. If your highest attended education level is a four-year degree or above, for 
instance bachelor’s degree or equivalent, master’s degree, doctorate etc. in order to apply for 
PMP certification, you need to satisfy following three PMP certification requirements 
 
1-) 3 years of project management experience (4,500 hours) 
2-) 35 hours of project management education. 
 
Note that, project management experience point in PMP certification requirements does not 
seek for active management of a project. Participating in a project environment also counts 
for this 3 years of experience requirement. However, 4500 hours of these 3 years, which 
makes around 2 years, need to be spent of leading and directing projects. Again, this doesn’t 
mean that you should have enrolled in a project as a project manager. A leading or directing 
role can be supervisor of a junior team member or team members, team leader of a group, 
assisting project manager in some of the project management activities etc. 
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35 Contact Hours Project Management Education Requirement for PMP 

 
Regardless of your education level, you must attend in a 35 contact hours project 
management education to be eligible to sit for PMP exam. There are several education 
providers for PMP certification exam. However, you must be careful when selecting your PMP 
training. 
 
PMI expects you to attend in a 35 contact hours instructional PMP course. So, following only 
a book or studying by yourself through PMP resources will not satisfy PMP certification 
requirements. You must attend in an online (self-paced or instructor-led) or in-person PMP 
classroom training. 
 
Once you satisfy the PMP certification requirements, you can proceed to create your profile 
in PMI website and apply for the PMP exam. 
 

PMP Exam Structure  
 
There are 200 multiple-choice  questions in PMP exam. Total duration of the exam is four 
hours. 25 out of the 200 questions in the exam are not scored and used by PMI for quality 
control purposes. However, you will never know which of these 25 questions. They come 
randomly during you take the PMP exam. 
 
Following table summarizes the PMP exam structure. 
 

Number of Questions Duration Style 

200 4 hours Multiple Choice 

 
There are  different types of questions in the PMP exam. Situational, interpretation, formula, 
definition, knowledge and ethics questions will appear during the PMP exam.  
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Section 1 - Environments in Which Projects Operate 
 
Before you step into the details of project management, you must understand the foundations 
of project management and critical terms about project management. If you are familiar with 
project management, you might have heard about what you will learn during this section. 

However, keep in mind that, what you must know for PMP exam might differ from what you 
know from “practical” project management. 
 
What will you learn in this section?  
 

• Project 
• Operational Work 
• Project Management 
• Program 
• Portfolio 
• Project Management Office (PMO) 
• Objectives 
• Constraints 
• Stakeholders 
• Organizational Structure 
• Life Cycle 
• Project and Development Lifecycles 
• Project Phases & Phase Gates 
• Business Case 
• Benefits Management Plan 
• Lessons Learned 

 
There is always a misconception between project and operational work. Although some 
operational work might look like projects, there are differences between them. There is a 
hierarchy between project, program, and portfolio and a role of the project management 
office and project manager.  
 
Every activity, operation, action will have an objective in a company. Similarly, projects have 
their own objectives and constraints that affect the progress of the project critically.  
 
Stakeholders are the people or organizations who may be affected by a project and the 
organizational structures are important in terms of the approach of a company to the project 
management. There are three different types of organizational structures in organizations and 
all have advantages and disadvantages. 
 
There is a life cycle of a project and this helps project managers to focus on different aspects 
of projects at different times easily. As well, there is development lifecycles. There are several 
differences of predictive, iterative, incremental and adaptive lifecycles. Depending on the 
project nature, one of the project lifecycles is adapted when managing the project. Projects 
are divided into phases. These phases include related activities of a project and in order to 
complete a phase, predetermined phase gate rules must have been completed.  
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The Business case is the reason why projects are initiated. Benefits management plan covers 
the benefits that will be gained once the project is completed. Lessons learned documents 
constitute very precious knowledge and experience database for a company.  
 
Generally, in this section, all the above mentions and the critical project management terms, 
definitions and their purposes will be described in detail. 
 
 

Definition of Project 
 
Project is a temporary endeavor with a beginning and an end. This is important. The project 
should have a beginning and it should have an ending. A project cannot go over time 
periodically.  

 
Projects should create a unique product, service or result. If it is not unique, for instance, if 
you are producing the same product in an assembly line, then you are not working on a 
project. 
 
 

Why a Project is Initiated?  
 
The most common project initiation reasons are listed here: 
 

 Market Demand: A project might be initiated due to market demand. For example, 
women drivers prefer to use smaller cars in traffic. Due to this market demand in the last 
years, car manufacturers are producing small cars, especially for women. Producing a 
small car for women might be the reason for a project for a car manufacturer.  
 

 Strategic Opportunity/Business Need: There might be a harsh competition in the sector. 
For example, in the smartphone industry, there is a harsh competition between Samsung 
and Apple. Two rivals try to beat each other. They release new versions of their 
smartphones with extended features and functionalities frequently. This might be a 
reason for a project in Samsung or Apple. 
 

 Social need: Food is a basic need of humanity. There are several African countries fighting 
with hunger. In order to provide food for the children in Africa, UNICEF might start a 
project and this would be an example of social need.  

 

 Environmental Consideration: Water and air pollution are becoming major problems in 
big cities around the world. Several cautions are taken and several projects are initiated 
to reduce air and water pollution in cities around the world. For instance, green buildings, 
buildings that generate their own electricity or reuse the water are examples for this 
category. 
 

 Projects are temporary endeavors which create unique product, service or result. 
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 Customer Request: There are several service companies and vendors in the market. For 
instance, for a telecom operator, Ericsson, Nokia, and Huawei are examples of major 
telecommunication vendors. When a mobile operator asks for a new system in their 
network, this would be an example of customer request from a vendor point of you. 
 

 Technological Advance: A new project can be initiated in order to do an existing activity 
or process better. For instance, if a new machine will increase the production speed in a 
factory, in order to take advantage of this technological advance, a new project might be 
initiated to integrate this new machine. 
 

 Legal requirement: Consider that, there are problems in regulations of miner stations in a 
country. In order to improve the conditions of the mineworkers, the government has 
released some regulations and each mine station employer has to obey these rules by the 
government. In order to improve these conditions of the miner stations, the mine stations 
may want to start a new project. 

 
Although these are the major reasons for project initiation, there might be other cases that 
can start projects in organizations. 
 
 

The Example of a Project 
 
Consider “the construction of the Golden Gate Bridge of  
San Francisco” as an example of a project. 
 
The project is started in 1933 and ended in 1937. It has a 
beginning and an ending. It was temporary. It did not take 
until today to build this bridge. Besides, the Golden Gate 
bridge has been built only once and it is unique in the 
world. There is not any identical Golden Gate bridge in 
somewhere else around the world.  
 
 

Definition of Operational Work 
 
Operational work is the most of the work performed in 
organizations. User registration in a company, fixing the 
technical problem of a customer, giving support on the phone to 
a customer, providing a new laptop to a new employee are all 
examples of operational work done in a company. 
 
Operational work differs from the project in terms of being 
ongoing and repetitive. The results of the operational work are 
not unique or they do not have a definite end. For instance, a 
company must support its customers and this will be an ongoing 
activity as long as the company continues to provide its services 
and products to its customers.  
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As an example of the operational work: The yearly maintenance of the Golden Gate Bridge is 
an example of operational work.  
 
Maintenance happens every year and most probably certain steps and processes are repeated 
on a predefined interval on the bridge to check whether the bridge is safe.  
 
Therefore, maintenance of the Golden Gate Bridge is not a project.  
 
 

Definition of Project Management 
 
Project management is the application of knowledge, skills, tools, and techniques to project 
activities to meet the project requirements. There is a scope of a work that needs to be done, 
a timeline that the customer expects it to finish and of course, there will be quality 
requirements.  
 

 
Project Management profession is growing rapidly in recent years. The main reason for this is 
the competition in the market. Because the faster you deliver, the better you take the 
position. The cheaper you produce, the more competitive your product will be. The project 
management mainly aims to deliver a scope on time, on budget and with agreed quality. This 
is why project management is a growing profession in recent years. 
 
Project Management follows a systematic process. For each topic and area, project 
management has processes that have inputs, tools and techniques and outputs. These 
ensure to deliver successful results respectively. 
 
 

Process Groups 
 
Each process of project management will be discussed in the further sections.  
 

 
 
 

Knowledge Areas 
 
Process of project management belongs to the knowledge areas. There are 10 knowledge 
areas in project management. These are: 
 

 Operational works are “ongoing” and “repetitive”. 

 Project management ensures that the scope of the required work is delivered on 
time as per the quality requirements. 
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• Integration Management 
• Scope Management 
• Schedule Management 
• Cost Management 
• Quality Management 
• Resource Management 
• Communications Management 
• Risk Management 
• Procurement Management 
• Stakeholder Management 

 
Integration Management: Integration management mainly aims to control all processes and 
cohesive execution of the project in accordance with all project management processes. 
 
Scope Management: Scope Management mainly aims to define the boundaries of the work 
that will be delivered in the project and helps to protect this scope until the end of the project. 
 
Schedule Management: Schedule Management mainly aims to complete the project on time. 
 
Cost Management: Cost Management targets to deliver the agreed scope based on the 
planned budget. 
 
Quality Management: Quality management helps to ensure that the project meets its quality 
requirements. 
 
Resource Management: Resource Management mainly aims to manage people and other 
resources of a project. Conflict resolution, staff planning, coaching, etc. are all done as part of 
human resource management. However, there will be other tools, equipment and vehicles 
you will use to complete the project. These are all managed under the resources management 
knowledge area. 
 
Communications Management: There will be several stakeholders in a project. Each 
stakeholder will have a varying interest to the project and each stakeholder will require a 
different set of information. Communications management knowledge area ensures effective 
and efficient communication in a project. 
 
Risk Management: Risk Management ensures to keep the up to date status of risks and their 
response strategies if those risks occur. Its main objective is being prepared for unexpected 
situations during the project. 
 
Procurement Management: Projects require purchasing or leasing of tools, equipment, 
resources or people. This is under control of procurement management. 
 
Stakeholder Management: People, groups or institutions that might be affected positively or 
negatively from the outcome of the project are stakeholders. Stakeholder management aims 
to treat each stakeholder accordingly to meet the balance of stakeholder requirements in a 
project. 
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Definition of Program & Portfolio 
 

What is a Program?   
 
A program is a group of projects. Several projects can come together to constitute a program, 
however, these projects should be interrelated. Programs are constituted in order to manage 
interrelated projects better. If projects somehow do not relate to each other or do not affect 
each other, then there is no need to group these projects under a program.   

 
 

Example of a Program 
 
As an example, consider there is a program of “Manufacturing of a new version of an Airbus 
plane”, and under this program, there can be several projects such as avionic systems, 
communication systems, entertainment systems, security system, etc. All these projects are 
interrelated with each other because the airplane will be completed only if all these systems 
are merged and works properly.   
 
 

What is a Portfolio?  
 

 

A portfolio is a group of programs to achieve a 
business goal. In order to achieve a strategic 
objective of the company, several programs 
can come together to constitute a portfolio.  
 
Although a program might not be directly 
related to another program, if it is serving for 
the same business goal, these programs can be 
grouped under the same portfolio. For the 
programs under a portfolio, it is important to 
serve for same business goal.   

 

 
 

Example of a Portfolio 
 
Consider that Airbus will develop three new airplane versions in six years.  
 

 A program is a group of interrelated projects. 

 A portfolio is a group of programs to achieve a strategic objective of the company 
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The development of each version of these 
airplanes can go independently from each 
other and these programs can be grouped 
under portfolio.  
 
What is the strategic goal of this 
portfolio?     
 
To be the world's most passenger-carrying 
airplane company. This strategy might be 
for beating Boeing in the market for 
instance. 

 
 

Interrelationships of Project, Program & Portfolio 
 
The interrelationship of project, program and portfolio will be shown over an example.   
 
Consider the “six-year airplane manufacturing portfolio of Airbus” as a portfolio example from 
our previous examples. This portfolio includes three programs, which cover manufacturing of 
three different versions of Airbus airplanes. 
 

 
 
Airbus 921 program, Airbus 922 program and Airbus 923 program. Note that, these three 
programs serve for the same strategic business goal but they do not interfere or they do not 
depend on each other. 
 

 

 The interrelationship of project, program and portfolio is:  
Portfolio > Program > Project 
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Under each program, there are interrelated projects. The examples are given in avionics 
systems project, communication systems project and entertainment system project for each 
program. Same projects might be the input for different several programs as well.   
 
 

Comparative overview of Project, Program, and Portfolio 
 
Look at how project, program, and portfolio differ from each other in terms of scope, change, 
planning, management, success and monitoring.  
 

Organizational Project Management 

 Projects Programs Portfolios 

Scope -defined objectives 
-scope is elaborated 
throughout the project 
life cycle 

-relatively larger scopes 
-produces more important 
benefits 

-serves for an organizational 
scope 
-organization’s strategic 
targets determines scope 

Change -changes are inevitable 
and managed through 
processes 

-changes can come from 
inside or outside of the 
program 

-changes can come from 
internal sources or from 
external environment  

Planning -high-level information is 
used and detailed plans 
are created 

-overall program plan is 
created and high-level plans 
are created at the 
component level 

-Processes are created and 
communication is critical 

Management -Project managers 
manage the project team 

-Program managers manage 
the program staff and 
project managers 

-Portfolio managers manage 
the portfolio staff, program 
managers and project 
managers 

Success -measured by produced 
product/service 
-time, budget, customer 
satisfaction are key 
metrics 

-Realization of the program 
objectives  

-return on investment, 
benefits realization 

Monitoring -Project managers 
monitor & control 
products/services 

-Program managers monitor 
the program components – 
overall goals, schedule, 
budget and benefits 

-Portfolio managers monitor 
strategic changes, resource 
allocation, performance 
results and risks 

 
In terms of scope, projects have more definitive and narrower tasks.  
 
The scope is progressive throughout the project lifecycle. This means, new change requests 
might come from the customer or business and this might affect the scope of the project. 
 
However, programs have a larger scope, and provide benefits that are more significant. 
Because several projects come together for a program. Therefore, the program’s scope will 
be bigger respectively. 
 
In the portfolios, the scope is more different. Instead of what needs to be done, strategic goals 
or business vision of a company defines the scope of a portfolio. Projects deal with the changes 
that might affect their project. These changes often happen internally.  
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Program managers deal with both internal and external changes. For instance, a change or 
risk that is happening in one of the projects under the program might affect each other since 
they are interrelated. Therefore, the program manager must look broader.  
 
Portfolio managers continuously monitor changes in the broader internal and external 
environment. Because the portfolio serves for a strategic goal of a company and a market or 
economic change might affect the portfolio as well. 
 
In terms of planning, project managers progressively elaborate high–level information into 
detailed plans throughout the project lifecycle. The planning of a project includes detailed 
work package planning, detailed task planning which includes tasks that can be completed in 
a few days or even in hours.  
 
In the programs, program managers develop the overall program plan and create high-level 
plans to guide the detailed planning at the component levels. The programs do not dive into 
details of planning. They keep track of whether components within a project have been 
completed or not. 
 
In portfolios, portfolio managers create and maintain necessary processes and 
communication relative to an aggregate portfolio. Instead of a task and component 
monitoring, portfolio planning deals with whether the strategic goal or business plan will be 
achieved.  
  
 

How does project, program and portfolio differ in terms of management?  
 
Project Managers manage the project team and ensure that the project objectives are met.  
 
A program manager manages the program staff, for instance, program assistant, and project 
managers under the program.  
 
Portfolio managers manage the portfolio staff and program managers.  
 
 

How is success measured in project, program, and portfolio? 
 
Success is measured by product and product quality, timelines, and budget in projects. If the 
agreed scope is met in agreed quality, on agreed time and budget, projects are considered 
successful, however, in programs; all projects under the program must meet their objectives, 
timeline and budget respectively. 
 
For portfolio, success a bit different. If projects and programs help to achieve the business 
goal of the portfolio, then portfolios are considered as successful as well. 
 
The last point is Monitoring. Project managers are the ultimate observer of projects health. In 
programs, program managers are responsible for the progress of programs and they need to 
take proper preventive and corrective actions if there are risks that might affect the program.  
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For portfolios, the portfolio manager must monitor whether the portfolio keeps going towards 
the strategic goal that has been determined. If there are any internal or external risks that 
might affect the portfolio, the portfolio manager must act respectively.  
 
 

Project Management Office (PMO) 
 
Project management office is abbreviated as PMO. The main role of this department is 
centralizing the overall project management of the company. 
 
A company executes several projects at a time. Project Management Office ensures the 
successful management and coordination of these several projects with its processes and 
tools.  
 
Information, documents, coordination and management are done mainly with the help of 
Project Management Office department. Depending on the size of the company, the number 
of projects and size of the projects, size and hierarchy of the department might change as well. 
 
 

Structures of PMOs 
 
There are fundamentally three structures for Project Management Offices; 
 

1. Supportive: Supplies templates, best practices, training, lessons learned…etc. Acts as 
a repository. (Low degree of control) 

2. Controlling: Supports and requires compliance with tools, methods. (Moderate degree 
of control) 

3. Directive: Directly manages the projects. (High degree of control) 
 
Supportive: Supportive PMO supplies templates, best practices, training, lessons learned 
documentation, etc. to the other departments and projects. This type of PMO actually acts as 
a repository of the company. This PMO structure is like an archive of the company and gives 
information and documentation when necessary but it does not have a solid control on 
projects. 
   
Controlling: Controlling PMO supports and requires compliance with tools and methods. They 
follow whether required documents are submitted in a project, or relevant steps are executed 
based on the processes, etc. This type of PMO has a moderate degree of control in projects. 
 
Directive: Directive PMO manages the projects and it is the sole accountable from the success 
of projects. They do have a strong position in the company and a relevant authority 
respectively. Directive PMO has the highest degree of control among other types of PMO.   
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What does Project Management Office do in an organization? 
 

 PMO may manage interdependencies between projects. 
There might be several projects ongoing in a project and 
one project might affect each other. For instance, Project A 
might be started only if Project B finished. These kinds of or 
even more complex interdependencies of projects are 
managed by PMO. 

 

 PMO may help providing resources to the projects. When there is a new project, PMO 
assigns the project manager of the project. Alternatively, if the PMO is directive, all project 
resources of the company might be reporting to the PMO. For instance, software 
developers, analysts, test engineers, etc. In this case, PMO will be responsible for 
constituting the overall project team structure. 

 

 PMO may terminate projects. If PMO sees that the objectives of the project will not be 
met anymore, it can discuss with the business or customer to terminate the project. 

 

 PMO may monitor compliance with organizational processes. In order to initiate a project 
or close a project, several processes within an organization might be executed. For 
instance, if you will need a tool or equipment for a project, this will require procurement. 
To purchase this tool or equipment, processes of finance department might be executed. 
PMO will initiate and follow it in this case.  

 

 PMO may collect the lessons learned documentation from projects. Projects experience 
several situations that show the weaknesses and strengths of the company. These should 
be documented and collected by PMO. These must be used in future projects to improve 
weak points or take preventive and corrective actions for the problems encountered in a 
past project.  

 

 PMO may provide templates. A project requires several documents such as planning 
template, budget template, risk register template … etc. In order to have a standard type 
of documentation, PMO may provide templates for the projects. 

 

 PMO may provide guidance. If a project faces a problem or if there is a conflict that needs 
to be escalated, PMO will guide in this case. 

 

 PMO provides centralized communication about the projects. Coordination and 
management of projects in a company are centralized in PMO therefore; PMO may 
provide centralized communication about the projects as well. 

 

 PMO may be part of the change control board. Change control board approves whether 
a change will be implemented in a project. As the department managing and coordinating 
projects, PMO may be part of the Change Control Board respectively. 

 

 PMO may be a stakeholder. A stakeholder is a person or organization who might be 
affected positively or negatively from the outcomes of a project. By its nature, since PMO 
is managing and controlling projects, it will be a stakeholder as well. 
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Other lots of tasks and activities are done by PMO in a company. 

 

Role of the Project Manager 
  
The project manager is the person assigned by the organization to 
lead the team that is responsible for achieving project objectives.  
 
Roles and duties of a project manager might change depending on 
the organization but project managers play a vital role in the 
success of a project. They act as a single point of contact most of 
the times whenever information is required from a project. 

 
 

 
Depending on the type of organization, the project manager can report to three types of other 
managers. 
 

 Functional Manager 
 Program Manager 
 Portfolio Manager 

 
Functional manager: Functional managers are responsible for resources for a specific domain. 
For instance, if software developers of a company are under the software development line, 
then the software development line manager is a functional manager in this case. Depending 
on the PMO and project management structure of the company, project managers might 
report to functional managers. 
 
Program Manager: Project managers might report to a    program manager if their project is 
part of a program. 
 
Portfolio Manager: They might report to a   portfolio manager if their project belongs to a 
portfolio.   
 
The main role of the project manager is, he acts as the link between strategy and team. A 
company has objective, strategies, and vision. In order to reach its goal, several projects are 
executed in a company. A project is a part of the overall success to reach a business goal.  
 
In this respect, the project manager will guide its team to reach its project objectives and 
respectively the project will help to achieve the overall success of the company in its business 
goals and objectives. 
 

Competencies of a Project Manager 
 
A project manager should have the following competencies: 
 

 A project manager is the ultimate accountable of a project’s success 
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 Knowledge (about project management) 
 Performance (how he applies knowledge) 
 Personal (behavior, skills) 

 
Knowledge about project management: Project management includes several knowledge 
areas like integration management, scope management, time management, people 
management, etc. In order to manage a project successfully, the project manager must have 
this competence. 
Performance: Knowledge or theory without practical implication is not that much valuable. 
You might know the project management theories and knowledge areas very well, however, 
if you cannot perform them well on the field when executing a project, your project will suffer 
most probably.  
 
Personal: A project manager spends 90% of his time with communication. This can be either 
written, face-to-face or informal. Therefore, a project manager must know how to reach 
people and how to encourage them to perform better.   
 
 

Interpersonal Skills of a Project Manager 
 
A Project Manager must have several interpersonal skills but the most important ones are 
listed here.  
 

• Leadership 
• Team building 
• Motivation 
• Communication 
• Influencing 
• Decision Making 
• Political & Cultural Awareness 
• Negotiation 
• Trust building 
• Conflict Management 
• Coaching 

 
 
 
 
 
Communication: If you are not good at communicating with other people, this will 
automatically affect your project success. You can be a perfect software developer, perfect 
civil engineer or a perfect test engineer. Unless you do not have good communication skills, 
even if you have very good knowledge of project management, it will affect the success of 
your projects.  
 
Leadership, team building, motivation, influencing, decision making, political and cultural 
awareness, negotiation, trust building, conflict management and coaching are other 
interpersonal skills that a project manager should have to manage projects better. 
 

 The topmost skill that a project manager must have is Communication.  
 A project manager spends 90% of his time with communication 
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Objectives and Management By Objectives (MBO) 
 
 Objectives are what needs to be achieved as a result 

of the project. Each project will have unique 
objectives.  
 
For instance, a new feature development can be a 
project objective, increasing revenue or decreasing 
costs can be a new project objective, or producing a 
new product can be objective of a project. 
 
Golden Gate Bridge construction project was our 
project example. Objectives of this project can be: 

 

 The bridge must have 6 lanes in total, 3 for each side. 

 The bridge must carry at least 2,5 million kilograms 

 It must resist an at least 8.5 Richter scale earthquake.  
 
Constructing a bridge, which will be connecting two sides of a city, will have several other 
objectives. Note that if objectives of a project cannot be met, that projects will be considered 
as failed.   
 

 
 

Objectives 
 

 Projects are considered as done, once objectives are met. Therefore, the project manager 
must monitor project objectives and if there are any risks that can cause not meeting any 
of the objectives, then preventive and corrective actions should be taken accordingly. 

 

 A reason for terminating a project before completion is that the project objectives cannot 
be met. If the Golden Gate Bridge could not have carried 2.5 million kg, that would be the 
reason for the project to be failed.  

 

 Project Manager is the ultimate accountable of meeting project objectives. Therefore, 
Project Manager must keep track of objectives and ensure that project activities, tasks and 
deliverables will help to meet project objectives. 

 

 Quality activities are for checking whether the project meets its objectives. For example, 
consider the Golden Gate Bridge project. After the construction finishes, you cannot open 
it directly to the traffic right? You need to test whether it will carry the traffic. Therefore, 
quality activities are for ensuring to meet project objectives.  

 

 If you have lots of requirements, then most probably you will have lots of 
objectives. 
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 There is a trade-off between requirements and objectives. If you have many requirements, 
then most probably you will have many objectives.   

 
 

Management by Objectives 
 
Management by objectives is a management philosophy that ensures to complete a work, 
task or activity by managing the objectives that will bring you to the completion. Management 
by Objectives philosophy has three steps: 

 
1. Establishing clear and realistic objectives. This is important because subjective objectives 

will not be sufficient. “We will produce a very good car”. Is this an objective? No. Because 
good, bad, fast, slow are all subjective. A very fast car can be very slow for another driver. 
Therefore, the objectives must be quantitative. “We will produce a car that will reach 100 
km/h in 8 seconds”. This is an objective because quantitative values are determined. 

 
2. Periodically evaluating if project objectives are met. Projects might take for months or 

even years to complete. Sometimes, several resources can work on a package for a long 
time. Therefore, you need to check the outputs of the work being produced whether it 
meets the project objectives. Otherwise, your product or deliverable might deviate from 
what you desired to get in the beginning. 

 
3. Implementing corrective actions if there are problems. You set the objectives, work 

started to complete the project but there are problems in the middle of the work and you 
see that the objectives will not be met. You need to take corrective actions. This can be 
inadequate personnel in your project team, quality of the materials or a tool missing, etc. 
Whatever the reason is, you need to find the problem, fix the root cause. 

 
 

Constraints 
 
Constraint means a limitation or restriction by dictionary definition. It is similar in project 
management as well. Projects have constraints and the project manager must manage these 
constraints.  
 
There are seven common constraints of projects. These are Cost, Scope, Quality, Customer 
satisfaction, Risk, Resources and Time.  
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Generally, there is a trade-off between these constraints. If you improve positive aspects of a 
constraint, this will bring a negative aspect on one of the other constraints.  
 
 For example, in order to reduce the delivery duration of the 

project, or in order to deliver project earlier than the scheduled 
time, you need to put extra resources to deliver the same 
amount of work in a shorter time. This means an increased cost 
or if you will not put extra resources, you need to reduce your 
scope to deliver less work in a shorter timescale.  
 
If you try to deliver more with the same amount of resources 
but in a shorter timescale, this will cause to deliver your 
deliverables with faults, which means less quality. This will also 
lead to a decrease in customer satisfaction in the end. 

 
 
 
 
 
Therefore, once you are trying to change one of the constraints in a project, you have to keep 
an eye on what will be the impact of this change on other constraints.  
 

Organizational Process Assets 
 
 Organizational process assets are: 
 
 Plans, processes, policies, procedures and knowledge bases specific to and used by the 

performing organization.  
 
 For instance, project plan template, security policies, procurement procedures and 

company knowledge base are all categorized as organizational process asset. 

 One impact on one constraint might affect all other constraints in the chain. 
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 Organizational process assets include the lessons 

learned documentation from previous projects and 
historical information about the company. Therefore, 
it acts as the archive or repository of the company. 
 

 Many documents, policies or procedures are under 
organizational process assets.  They are used as input 
to most planning processes. For instance, if the 
company is trying to initiate a new project which is very 
similar to a project they finished in past, looking to 
lessons learned documentation of the past project will 
bring many insights during the planning of a new 
project. 

 

 
 The corporate knowledge base is used for storing and retrieving information from this 

knowledge base when needed. This corporate knowledge base includes lots of useful 
information not only about the projects but also about many other topics such as how to 
get a work visa for a new country, how to fix a defect in software, tips on making more 
efficient meetings, etc. 

 
 

Enterprise Environmental Factors  

 
Enterprise environmental factors are inputs to many 
processes in Project Management.  
 
Conditions that are not under the control of the project 
team that influence, constrain or direct the project are 
categorized as Enterprise Environmental Factors. 

 
Enterprise environmental factors are input to most 
planning processes.   It is better to give some examples 
for Enterprise Environmental Factors to illustrate these 
factors better in your mind. 

 

 Organizational culture, structure, and governance 

 Government or Industry Standards 

 Political Climate 

 Marketplace Conditions 
 

 Organizational culture, structure and governance is an example for Enterprise 
Environmental factor. Because as a project manager, you cannot affect the management 
of your company or management hierarchy of your company. However, the approach of 
your management and hierarchy in the company directly affects project management in a 
company. 
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 Government or Industry standards: For example, if you want to produce health product, 
e.g. a blood pressure monitor, this must be in compliant with the standards of World 
Health Organization (WHO) and if you will market this product in the USA, it needs to be 
compliant and approved by FDA. Since these standards will affect your project scope, 
these are considered as Enterprise Environmental Factors as well. 

 

 Political climate: Political climate is very important for projects. For example, if your 
project will be executed in a country that has an embargo, most probably you will have 
procurement issues. Alternatively, during the execution of a government project, the 
country of your company and your customer’s company started to have a diplomatic crisis. 
This might affect your business as well. Therefore, a political climate is an important 
Enterprise Environmental Factor. 

 

 Marketplace conditions:  If you are working in a company, which is having an economic 
crisis, this affects the revenue of your company directly. Respectively, your projects might 
be affected as well.  

 
 

Stakeholders 
 

 

Stakeholders are people whose interests may 
be positively or negatively impacted by the 
project. Anybody who can benefit or who may 
be distracted by the outcomes of a project are 
classified as stakeholders. 
 
Stakeholders include all members of the 
project team. Because as a direct contributor 
to the project, they directly affect the project.  

Identifying stakeholders, understanding their relative degree of influence on a project, and 
balancing their demands, needs and expectations are critical to the success of the project.  
 
A factory construction project that is expected to produce water and air pollution in a city. 
This will cause a big resistance from the residents of the city. There might be even protests 
and actions from the city management to stop the project. Therefore, stakeholder 
management is a very important aspect of project management.   
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This figure illustrates the project team, sponsor and other organizations or people that can be 
stakeholders of a project. The project team is an inner circle. The stakeholders in the project 
team are the internal stakeholders and the other stakeholders in the grey areas are external 
stakeholders.  
 
For example, portfolio managers, program managers, project management office, operations 
management, functional managers, sellers, business partners, customers, users are all 
external stakeholders of a project. Sponsor is on the intersection of internal and external 
stakeholder area. Because the sponsor is the spokesperson of the project supports, the project 
financially and protects the project from external risks.   
 
 

Example: Stakeholders of Golden Gate Bridge 
 

 All workers, the project team are 
stakeholders of the project as the internal 
stakeholders when the bridge was being 
built. 

  

 Government is a stakeholder as the 
sponsor of the project. Because the 
government or management of the city 
finances the construction of the project. 
Any risk or problem that could have 
happened during the construction of the 
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project would affect the government as 
well. 

 

 Sea transporters between the two sides of the bridge. Because they were making money 
with these transfers but with the construction of the bridge, most people or carrier 
companies might have switched to pass the bridge instead of using a Ferry for instance. 

 

 People residing closer to the bridge are stakeholders as well. Their properties became 
more valuable or maybe they had been distracted because of the construction. 

 
There might be several other stakeholders of a project but this list is just to illustrate 
stakeholders better in your mind. 
 
 

Project Governance 
 
 Project Governance provides the project manager and 

team with structure, processes, decision-making 
models, and tools for managing the project. It gives all 
the necessary things to the project manager to manage 
a project. For instance, how to control the budget, how 
to control schedule etc. are all defined in the processes 
included in the project governance.  
 
Project Governance involves stakeholders, procedures, 
standards, responsibilities and authorities. It does not 
include only tools, processes or models. The 
Stakeholders, procedures, standards, responsibilities, 
etc. are also part of the project governance. 

 

 
 

Project team 
 
Project Manager and the group of individuals who perform the project work is called the 
project team.  
 

 Project governance as a whole package assists in reaching project success 



 

PMI, PMP, CAPM and PMBOK are registered trademarks of Project Management Institute, Inc.  
PMP Exam Prep BookTM is a trademark of Master of Project Academy, Inc. 

35 

 

A contributor cannot be considered as a 
project team member. For instance, the 
sponsor supports the project financially but he 
is not a member of the project team actually.  
 
Team members must be assigned with a 
project activity and perform their work 
respectively. 

 
A project manager is the leader of the team and the project manager must have the highest 
authority in the project.  

 

 
Because the project manager is the ultimate accountable of a project’s success. Therefore, he 
should be able to direct project team members and to do this he should have the highest 
authority within the team. 
 
 

Organizational Structure 

 
The organizational structure of a company affects which department is powerful, which 
department has more decision taker, which departments are weaker etc.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Organization structure is one of the main factors affecting projects in an organization. 
Depending on the market conditions, competition, industry and history of the company, 
companies can adopt different organization structures at different times. 
 
 There are three types of organizations in terms of project management in a company.  

• Functional 
• Projectized 

 Project manager is a member and the leader project team 
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• Matrix 
 
 

Functional Organizations  
 
Functional organization structure is the most common type of organization in the industry. 
Many multinational and big companies in several industries adopt it.  
 
In a functional organization structure, people are grouped by areas of specialization. For 
instance, marketing professionals are grouped under the marketing department; human 
resources professionals are grouped under the human resources department, technical 
people are grouped under IT department, etc. Depending on the size of these groups, 
managers, directors, vice presidents lead these groups. 
 
If a department will need information or will initiate a request from another department, this 
is transmitted through the head of these departments. For instance, if marketing department 
needs a new software that will segment their customers and ease their marketing activities, 
head of marketing department will communicate with the head of IT department, and ask for 
this software request. 
 
In functional organizations, team members do both project work and departmental work. For 
instance, if a software engineer in the IT department is assigned to a project, he has to 
complete his assignments in the project. On the other hand, if there are defects or problems 
that need to be resolved which is under the responsibility of the software department, he has 
to deal with these as well.   
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This is an example of the blueprint or organization chart of a functional organization structure. 
Gray backgrounded staffs are engaged in project activities and white backgrounded staffs are 
dedicated to departmental activities.  

 

 
Staffs from different departments work in a project in functional organizations. They turn back 
to their departmental work when their assignment in projects finish.  

 

Projectized Organizations 
 

 In projectized organizational structures, 
the entire company is organized by 
projects. The resources of the project are 
fully dedicated to the project activities. 

 

 
 

 Project Managers have control of projects. Resources only report to the project manager 
and the project manager has the ultimate control of resources. 

 

 There are not any departments so resources do not belong to a department. They report 
to their project managers only. 

 

 When the project is over, the project resources either are assigned to a new project or 
need to find a new job.   

 

 
This is an example of the blueprint or organization structure of a projectized organization. 
Staffs backgrounded in gray are engaged to project activities. They all belong to project 
activities; there is not any other alternative. Project coordination is done over each project.   
 

In Functional organizations, the project coordination is done over the functional 
managers of each department. 

 In Projectized organizations, the project manager has the ultimate control of 
resources. 
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Matrix Organizations  
 
 Matrix organizational structure attempts 

to get strengths of projectized and 
functional organization.  
 
Projectized organizations ensure the 
dedication of project resources to the 
project therefore; projects have a higher 
probability of success. 

 
Functional organizations ensure the sustainability of the organization since the resources turn 
back to their departments once the project is over. Therefore, Matrix organizations aim to get 
the benefits of these two organizational structures. 
 
In Matrix organizations, team members report to their project manager and their functional 
managers. Because their actual managers are their functional manager but if they are assigned 
to a project, they will be reporting to their project manager as well. Consider a software 
engineer. If he is not working on a project, he will be reporting to his functional manager, for 
instance, a software development line manager. Once the software development line 
manager assigns this software engineer to a project, this engineer will start to report the 
project manager as well.   
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Matrix organization is divided into 3 sub-categories.  
 

 Strong 
 Balanced 
 Weak Matrix 

 
The below figure shows how the power of the functional manager and project manager 
switches in each type of matrix organizations.  
 
Strong matrix organizations are closer to projectized organizations. Therefore, power resides 
more on the project manager. Weak matrix organizations are closer to functional 
organizations. Therefore, power resides more on functional managers. Balanced matrix 
organizations are in the middle and power of functional and project managers are equal.   
 

 
 
 
 
 
 
 
 
 
 
 
 

In weak matrix organizations, project managers generally have two roles.  
 

 Project Expediter: Project expediter acts as a staff assistant and communications 
coordinator. They cannot take any decision. They do paperwork of the project, deal with 
the administrative issues such as bureaucratic communication between departments, etc. 
They do not have any influence on the project resources. 

 Project coordinator: Project Coordinator acts like project expediter, but has some power 
and can take some decisions. They have slightly higher power and influence over the 
project compared to project expediters.   

In Matrix organizations, the power of the functional manager and project manager 
varies in different matrix organizations 
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It is a blueprint example of a weak matrix organization.  
 
Gray backgrounded staffs are assigned to projects and reporting mainly to the functional 
managers. Project coordination is done over the assigned staff maybe with the help of a 
project expediter or coordinator.   
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It is the blueprint example of a balanced matrix organization.  
 
Gray backgrounded staffs are assigned to projects. Project resources, including the project 
manager, report to their functional manager, however, the project coordination is done with 
the control of the project manager. Functional managers also have power and influence on 
their resources.   
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It is the blueprint example of a strong matrix organization.  
 
Gray backgrounded resources belong to a project. The project manager coordinates and 
manages these resources and project activities. The difference from the balanced matrix is, 
project managers report to the managers or project managers, for instance, the head of 
project management office. In a balanced matrix organization, the project manager reports to 
a functional manager. 
 

Comparative Overview of Organizational Structures 
 

 
Functional 

Matrix 
Projectized 

 Weak Balanced Strong 

 Project Manager’s    
 Authority 

Little/None Low Low-Medium Medium-High High-Full 

 Availability of   
 Resources 

Little/None Low Low-Medium Medium-High High-Full 

 Who manages the  
 project budget? 

Functional 
Manager 

Functional 
Manager 

Mixed 
Project 

Manager 
Project 

Manager 

 What is the Project  
 Manager role? 

Part-time Part-time Full-time Full-time Full-time 

 Administrative Staff Part-time Part-time Part-time Full-time Full-time 

 
The table above, Project managers authority, resource availability, who manages the project 
budget, project managers role and how project management administrative staff works are 
compared and listed on different organizational structures.  
 
Project manager’s role, resource availability, control of the project manager on the project are 
highest in projectized organizations, while the functional manager’s is the lowest. In functional 
organizations, Project manager’s role, resource availability, control of the project manager on 
the project are lowest in functional organizations.  
 
Matrix organizations keep the power and influence of functional and project managers in 
balance.  
 

 

Other Types of Organizational Structures 
 
1. Organic or simple: In this organization type, people work side-by-side in the same office. 

Generally, the operation manager or owner of the work manages the team. The project 
manager has little or no authority on the team. 
 

2. Multi-divisional: The organization is structured based on products, processes or 
geographic regions, etc. The functional manager manages the team in this type of 
organizations and project manager has little or no authority. 
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