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• xix

Preface

Over thirty-five years ago I graduated from Purdue University in computer science. I was the first college 
graduate in my family. Walking down the aisle at graduation, I couldn’t believe it was real. My family was 
very poor. I could tell stories that would bring most to tears. We lived a meager existence, struggling to get 
by. I remember how I decided to go to college. I was a senior in high school, and our school was hosting a 
college day. Colleges came from all over Indiana and the region, set up their tables, and passed out litera-
ture. I remember thinking that I didn’t want to be poor anymore. I was tired of not having what my friends 
had, of worrying about whether we could afford oil for our furnace to heat our home, and not being able 
to buy the essentials at the grocery store. I remember hearing how education would provide opportunity, 
which in turn would provide a chance to live a normal life like most of my friends had. I walked that day to 
the table where an Indiana University recruiter sat. I told him my strengths were computers and math, and 
asked if they had something that would take me out of poverty. What that gentleman from IU did for me on 
that day changed my life forever. He pointed to the Purdue table and said, “See that guy at the Purdue table? 
Purdue has a degree in computer science that you might be suited for.”

As I walked down the aisle of Hovde Hall that graduation day, I had never felt the commitment to an 
organization or the love for a place as I had, and do, for Purdue University. Purdue was, and is, more than 
a place. It’s where I grew up mentally and emotionally. It’s where I learned true independence and real 
responsibility. Although I didn’t have any idea where it would take me in life, I knew my Purdue education 
would pave the way for a very bright future.

As I walked down the aisle in Hovde Hall to accept my diploma, I remember choking back tears. They 
were tears of disbelief, of happiness, of love for a place, for the people, and for a life I had come to deeply 
appreciate. I knew right then that one day, I would return to Purdue in some capacity, to dedicate my life 
to serving the greater good, as others had done for me. I wanted to be a part of the Purdue family; I wanted 
to one day live and work in the heart of the campus and immerse myself in the rich tradition of one of the 
greatest universities in the world; I wanted to change people’s lives forever. At that time, I made a commit-
ment to return to serve in a different capacity. 

Over the next nearly thirty years, with support and guidance from numerous members of my Purdue 
family, I methodically did as I was instructed to do. I pursued and earned my MBA and then my doctorate. 
I published professionally refereed articles and presentations. I even wrote a number of books. My career 
took me away from Indiana to Texas and by no accident, back to Indianapolis. During that time my two 
sons had graduated from Purdue and had subsequently gone on to law school. Then the most ideal job op-
portunity presented itself and I was able to return home—to my Purdue family. There is not a single day 
that goes by that I don’t stop and simply look around at the campus, giving thanks for this life I have been 
given. I am living proof that dreams do come true. I love my life, my job, my Purdue family, and being able 
to live the dream. Being at Purdue is a great honor; I do not take it for granted. I am honored to be a member 
of the Purdue family, and extremely thankful for the opportunity.



“. . . for wisdom will come into your heart, and knowledge will be pleasant to  
your soul; discretion will watch over you, understanding will guard you”  

Proverbs 2:10-11



• 1

Introduction

The first edition of this text evolved from nearly 17 years of research, teaching, and writing. It came to be 
through an iterative process of understanding the research and development phases of the program/proj-
ect management life-cycle of major system product development. The text began with a basic underlying 
understanding and desire to write about program planning, that being the pre-contract award period of the 
overarching process for managing programs.

Program Planning was written in 1995. It dealt primarily with the program/project management plan-
ning process; again, that being prior to a contract being awarded. It identified a process made up of a series 
of activities, each with its own attendant products. Back in 1995, the whole discipline of program and proj-
ect management was just starting to evolve into a recognized and accepted discipline. Now, it can be readily 
argued that program/project management has been around since the beginning of time, and in fact the most 
widely recognized credentialing authority, the Project Management Institute, has been around since 1959. 
The Defense Systems Management College has equally been around since that time. But, program and 
project management as a recognized and essential discipline didn’t really begin to proliferate in literature 
until around 1995. 

Program Planning defined a planning process with multiple time-phased, semi-sequential activities 
and their attendant products. In retrospect, although somewhat narrow in perspective, the book covered the 
basics of the quantitative aspects of program/project management. Through teaching program/project man-
agement in multiple universities, primarily to working professionals and graduate students, came the real-
ization that a text for planning programs that was entirely quantitatively focused was insufficient. It became 
clear that the actual practice of program/project management, if taught correctly, needed to include more 
than the quantitative component; it also needed to include the peripheral disciplines and concepts. This 
more thorough understanding, evolving from actual teaching experience, led to Program Management: A 
Comprehensive Overview of the Discipline. This book gained recognition internationally and was published 
in seven countries around the world. Interestingly enough, the title itself brought many questions. How can 
something be a comprehensive overview? Can’t something be less than a comprehensive overview? It was 
the breadth of the discipline that was gaining the breadth of discussion.

Again, as before, it was the numerous and varied disciplines as represented by the students that led to 
the natural conclusion that my defense industry background had caused the use of a very defense industry-
specific set of terminology and an unnecessarily complex process. The terminology, process, and practice as 
defined and implemented in the defense industry is the most complex in any industry and certainly doesn’t 
lend itself readily to assimilation from those not in the more acronym-oriented defense industry. What was 
needed was a much simpler overview and discussion of the process and products themselves. To this end, 
A Concise Guide to Program Management evolved.

The value of A Concise Guide to Program Management was that the process and products were dis-
cussed in terms of a much simpler industry, one oriented toward something with which a large number of 
students had at least some familiarity: home building. This book, then, focused on describing program/proj-
ect management from a commercial perspective, versus the previous attempts at describing the discipline 
from a defense-oriented perspective.

To summarize, at the time of A Concise Guide to Program Management, experience with students had 
led to an enlarged writing perspective from simply planning programs to describing the comprehensive 
nature of program/project management to describing program/project management from a commercially 
oriented perspective. Through additional teaching, it was discovered that students preferred to actually have 
a little of the defense perspective, with a more detailed discussion involving the commercial perspective. In 
this sense, both books served to more completely define the program/project management process, such that 
a more comprehensive understanding could be attained. This was good and would prove to be the winning 
combination for maximum assimilation and subsequent application.
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What is left then to write about on this topic? The answer: another perspective that entails the work pre-
viously discussed and now formalizes the knowledge into a structure that allows the exhibition of behaviors 
believed to be required for success as program managers of the future. In other words, we need a model of 
competencies premised on behaviors that entail the concepts presented in previous work around planning 
and other interrelated disciplines: a competency-based approach.

Aren’t there already books on competency-based approaches to program/project management? The 
answer is yes, but they do not include the breadth of discussion required to fully understand the discipline. 
Other books on competency-based approaches to program/project management simply discuss what the 
authors feel are required competencies, and not all authors agree. 

What differentiated the first edition of this book from other competency-based perspectives, then, was 
that the book rounded-out the discussion on competencies required for future program/project management 
success by incorporating the more complex discussion already evolved and expanded on in previous works 
on planning and the interrelatedness of peripheral disciplines. The first edition of this book used a broader 
stroke to paint a more complete perspective of not only the process and products identified to be the pro-
gram/project management process, but equally, placed these elements into a competency-based framework, 
which could then be tied directly to a competency model and subsequent training.

The second edition of Project and Program Management: A Competency-Based Approach really took 
the first edition to a new level. To begin with, through years of teaching and writing, there were a number of 
new chapters, significant expansion of existing ones, and a major shuffling of the order of the material. This 
revision had expanded and new chapters recognizing the qualitative significance of the discipline—this idea 
coming directly from the students. Additionally, the many students over the years have helped to evolve a 
much greater understanding of the competencies required to be a successful program/project manager. This 
effort was reflected through 315 references to 107 unique companies. Where within those 107 unique com-
panies, there are a total of 54 unique behaviors identified; across those 54 unique behaviors, there are 229 
unique skills, where each behavior had two or more skills, and on average around four skills per behavior. 
The work provided significant insight into the business and industrial perspective of what constitutes a well-
rounded program/project manager.

The quantitative chapters, those dealing directly with the program/project management process, ac-
tivities, and outcomes (products), had been refined to bring together the non-jargon-oriented commercial 
perspective, then followed by what may be termed a deeper dive. This more detailed perspective provided 
insight into the complexities of each activity and attendant outputs. The deeper dive is for those who wish 
a more thorough understanding and the challenges that might arise from a large-scale implementation of 
the process.

The new qualitative chapters included material dealing with disruptive technologies, leadership and 
gender, succession planning, change management, and, perhaps most excitedly, providing an insight into 
what it means to capitalize on the world’s collective knowledge. As before, all of these chapters were re-
searched, taught on more than one occasion, and suggested by the many students to be part of this revised 
edition.

Included in the second edition was a chapter summarizing the entire program/project management 
process outputs by identifying in a concise manner the ordered outputs from the many process activities. 
This chapter, as others, was highly regarded and recommended by the students. It brought together the 
quantitative discussion from applicable chapters into one brief chapter, with reference to other chapters for 
further understanding.

Lastly, the material had been significantly restructured and reorganized. To better integrate the qualita-
tive and quantitative material, the students felt the new organization presented in the revised second edition 
supported a greater perceptual flow, which in the end enhanced student understanding and assimilation.

The third edition of Project and Program Management: A Competency-Based Approach expanded on 
the second edition in every chapter, bringing fresh and updated insight gained from the continuation of 
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teaching and research. Additionally, the third edition delved deeper into the qualitative nature of program/
project management. It opened the aperture further than previous editions by following paths of logic rela-
tive to the new student learner and in particular professional working adult learners in the multifaceted 
discipline of program/project management.

This fourth edition has been again significantly revised, with every chapter being impacted. When we 
discuss the qualitative nature of program/project management—that is, the art form of the discipline—
the literature proliferates at an unparalleled pace. Our understanding of generational cohorts continues to 
evolve in real-time with extensive research from numerous credible institutions and organizations. Further, 
our understanding of the connectedness of our one world sheds nearly daily light on our international 
interactions—socially, politically, technologically, and in every other way. Each of these many changes, 
coupled with advances in PM technologies and real-world applications, provides a rich basis for furthering 
our understanding of the complexities when managing our many programs and projects. This fourth edition 
considers the magnitude of these many changes and their impact on each of the chapters of this book. Not 
forgotten are the many inputs from the numerous students who continue to bring to the forefront their cur-
rent real-world practices; this across their many represented businesses, industries, and disciplines. These 
are perhaps the most important of considerations when comparing previous material to current-day realities.
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Chapter 1 

Program/Project Management Competencies

Every discipline, to be a discipline, must have competencies. Competencies define the behaviors indica-
tive of what is required to be successful in the respective discipline. Competencies, then, allow us to judge 
ourselves in terms of how much we know about a given competency, which, in turn, allows us to pursue a 
better understanding of a given competency through training and education. In other words, since compe-
tencies are nothing more than manifested behaviors, which we can form through training, competencies are 
things we can develop in ourselves and others. The question to be asked, however, is what are the agreed-to 
competencies of a given discipline?

The answer to the question “what are the required program/project management competencies for suc-
cess in practice?” is not uniformly agreed upon. In fact, looking through the proliferation of literature, it 
appears there is not a single set of program/project management competencies agreed to by all. What we can 
do, however, is to pull from the many already defined competencies a set that we can then apply our own 
experience to create an acceptable set. Certainly, without question, we can define the basic competencies. 
So, to this end, this book defines the basic competencies and a few others oriented around successful lead-
ers and leadership that is proposed to form a complete set of program/project management competencies.

J. Davidson Frame, in his 1999 book entitled Building Project Management Competence, defines 
eleven competencies program/project managers must possess to ensure at least some facsimile of, or op-
portunity for, success. These eleven competencies are:

 � Be results oriented
 � Have a head for details
 � Possess a strong commitment to the project
 � Be aware of the organization’s goals
 � Be politically savvy
 � Be cost-conscious
 � Understand business basics
 � Be capable of addressing needs of staff, customers, and management
 � Be capable of dealing with ambiguity, setbacks, and disappointments
 � Possess good negotiation skills
 � Possess the appropriate technical skills to do the job

Frame goes on to separate competencies into three categories: knowledge-based, socially rooted, and 
business-judgment.

According to Frame, knowledge-based competencies are objective knowledge that individuals are ex-
pected to possess in order to carry out their jobs effectively. An Ada programmer should know something 
about Ada as a programming language; a restaurant owner should know something about running a restau-
rant; and a builder should know something about building a house.
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Socially rooted competencies are more subjective as defined by Frame. He writes, “They focus on 
abilities such as good judgment and human relations skills. Task leaders who are able to mediate conflicts 
on their teams possess some measure of socially rooted competence, as do project managers who can moti-
vate borrowed resources to put in needed extra hours of work and technical workers who display sensitivity 
to their customers need” (p. 6).

The last category of program/project management competencies are business-judgment competencies. 
These are “tied to the ability of individuals to make decisions to consistently serve the best business inter-
est of the organization. People who are strong in this area are able to assess the risks and rewards associ-
ated with decisions they are about to make. They look beyond the immediate impact of their decisions and 
understand their opportunity costs. Although they recognize the importance of establishing and following 
good methods and procedures for the effective functioning of the organization, they do not behave like 
mindless bureaucrats. When they see an opportunity to improve the business performance, they seize it, 
even when it lies outside the realm of business procedures” (p. 6).

Harold Kerzner, in his 2009, tenth edition book entitled Project Management: A Systems Approach to 
Planning, Scheduling and Controlling, defines ten skills he believes project managers must possess to be 
effective in their pursuits. These ten skills are:

 � Team building
 � Leadership
 � Conflict resolution
 � Technical expertise
 � Planning
 � Organization
 � Entrepreneurship
 � Administration
 � Management support
 � Resource allocation

Kerzner goes on to say that “it is important the personal management style underlying these skills 
facilitate the integration of multidisciplinary program resources for synergistic operation. The days of the 
manager who gets by with technical expertise alone or pure administrative skills are gone” (p. 905).

Others, and there are many, have separated a program/project manager’s competencies into two cat-
egories of leadership and those specific to program/project management, although there seems to be much 
confusion on a common set of defined competencies. Others have added the following competencies, some 
derived from the Project Management Institute’s (PMI’s) definitions:

 � Strategic thinking
 � Customer focus
 � Business alignment
 � Domain knowledge
 � Decision making
 � Ethical behavior
 � Self-management
 � Global awareness
 � Risk and opportunity management
 � Program planning and execution

Over the last thirty-plus years of teaching program/project management, professional working adult 
learners have been asked to build competency models in much the same manner as is being described here. 
They were asked to visit online organizations, download their respective competency model for program/ 
project managers, and then compare and contrast their findings. Ultimately, they have been asked to create 
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their own version of a “good” competency model from their research findings and their own personal expe-
riences. Below are the guidelines provided to students for these many papers.

Student PM Competency Model Paper Guidelines

1. Research and document three program/project management-oriented competency models. 
These can generally be found on the internet.

2. From the above three researched models, create your own (fourth) perspective of what behav-
iors, and skills per behavior, are most important, or, alternatively, you can use your current 
company competency model as this fourth model; your choice.

3. You should have three to five behaviors and three to five skills per behavior in your fourth 
model.

4. You should define three (3) levels of program/project manager; example, Level 1, Level 2, 
Level 3. For each level of PM define:
a. Experience required
b. Education required or desired
c. Size of programs responsible for; value ($$), complexity, etc.
d. Type of program responsible for; component, subsystem, system, platform, etc.

5. You will deliver one (1) item; a Word document—if you wish to send me an Excel file from 
which you cut and pasted into your master Word document you may do that as well, but I will 
only be looking at and grading the Word file. Summarizing, submit:
a. A complete Microsoft Word document that documents your three researched models 

found (placing one researched model per appendix for three total appendices), and your 
chosen (fourth model) specific model behaviors and skills, where your fourth model 
behaviors and skills are mapped to your three levels of PM. Again, in an effort to keep 
the body of the Word document to a minimum, please place the three researched models 
in separate appendices (Appendix A, Appendix B, Appendix C) at the end of your Word 
document. To be specific:
i. Word document with three total appendices; one each for the three models 

researched.
ii. Your fourth model should be in the body of the Word document, not an appendix.

b. Potentially, an additional Microsoft Excel document, if you used one to cut and paste into 
your Word document from. The information in this file needs to be cut and pasted into 
your Word document, therefore forming a complete, all-encompassing Word paper. I do 
not necessarily need the Excel file, but I must have a complete Word file.

6. Name both files (Word required, Excel if you wish) as: Lname, Fname, Paper (e.g., Doe, Jane, 
Paper). The .docx and .xlsx postfixes will differentiate the files, therefore allowing the same 
name on each file.

7. Your name should be on the paper (.docx) title page.
8. Make sure to include page numbers in your Word document.
9. You must have a Table of Contents in your Word document.
10. Single-space the paper.
11. There is no page limit.

The result of this student research has been over 3,000 references to hundreds of unique companies. 
Within those hundreds of unique companies, there are a significant number of behaviors identified. Across 
those many behaviors, there are hundreds of attendant skills, where each behavior has three or more skills, 
and on average around four skills per behavior. Figure 1.1 depicts the top 20 of those predominantly identi-
fied behaviors of the many companies researched.
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Figure 1.1. Most Identifi ed Behaviors across Companies

Something most interesting in fi gure 1.1 is that qualitative behaviors outnumber quantitative behaviors 
signifi cantly. In fact, depending on how one wishes to argue it, there appears to be 17 qualitative behaviors 
to just three quantitative ones; in other words, 85 percent of the behaviors of the top researched companies 
believe qualitative behaviors are at least as important as quantitative, and from the data, more so.

When most of us become program/project managers, we are given key training on the tools and tech-
niques that enable us to monitor our cost, schedule, and technical performance baseline. In other words, we 
are taught about: (1) scheduling techniques; the differences between Gantt charts and network diagrams, 
(2) earned value; how to compare a program’s actual cost to credit earned for work performed and baseline 
cost, and perhaps (3) we may be indoctrinated into the organization’s departmental budgeting process. Most 
all of these, as one would notice, are quantitative measures, which while essential, are arguably not the en-
tirety of what is required for successful program/project management.

To provide an example premised on the fi ndings from the above research, I’d like to share a story. 
Earlier in my career, I was working on a program as the software engineering manager. We were a sub-
contractor to a larger prime contractor located in the southern United States. At this particular point in our 
relationship with this prime contractor, the program manager, contracts manager, marketing manager, and I 
(the software engineering manager) were fl ying down to see our prime for what is termed fact fi nding. Fact 
fi nding is the process a prime contractor goes through with a subcontractor to determine appropriateness of 
the subcontractor’s cost basis for the subcontractor’s bid to do their portion of the job.

After some number of hours and numerous discussions on the many line items that formed the basis of 
our bid, we stumbled onto a particular document that we felt would take fi ve months of a single person’s 
time to complete. The prime, our customer, felt it should only take two months to complete. After what ap-
peared to be a standstill, their contract manager stood up and said, “We don’t think you are negotiating in 
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good faith. We would like you to leave.” As my colleagues began to pack, I sat dumbfounded. On seeing 
this, my contracts manager said, “Let’s go. Pack your briefcase. We’re leaving.” Now the hallway out of this 
facility was quite long. In fact, it was probably about two city blocks from the building we were in to the 
exit. The silence was deafening. Nobody spoke a single word. Once outside I asked our contracts manager 
what we were going to do, as I had never been asked to leave a negotiation session before. He simply replied 
that we would go back to our hotel and see what developed that evening.

After a nice meal (you always eat well when traveling with marketing people), we went back to the hotel 
only to receive a phone call from our prime, who asked that we return the next day to continue our discussions.

As requested, the next day we returned. Again we were escorted down the long hallway toward our 
meeting room. It was amazing how everyone appeared so jolly. People were laughing and joking like noth-
ing had happened. There was great food and drinks for us, and all seemed well. We again began to discuss 
line items that made up our cost proposal. Again, as in the previous day, we came to that one line item that 
we disagreed upon. 

What happened next is funny now, but back then I was floored. Our contracts manager, not theirs, stood 
up and said, “We don’t think you are negotiating in good faith. We are leaving.” I was dumbfounded, a 
second time! I couldn’t believe it. I sat motionless and watched. Again, my contracts manager looked over 
at me and said, “Let’s go. Pack your briefcase.”

As we were escorted down the long hallway, my contract manager looked over at me and apparently 
recognized my puzzlement. He said, “Don’t worry, I‘ve been thrown out of better places than this before.” 
My feeling was that I had never been asked to leave a negotiation, and I had never walked out of a negotia-
tion, and above all else, I had never had both of them occur in the same trip!

After returning home, our business area manager was brought up to speed on the turn of events. He 
made one telephone call to his peer at our prime’s organization. I heard them talk. Our manager said, “What 
do you think, Bob? I heard our boys had some minor difficulty working together. What do you say we split 
the difference?” The other manager must have said OK, because the next thing I knew our manager was 
hanging the telephone up and saying, “It’s all OK guys, you can get back to work now.” I incredulously 
wondered what had just happened. I thought, “You mean we flew four people to the southern United States, 
spent time in hotels, ate meals, and then met with up to six of their people for two days, only to have our 
V.P. spend three minutes on the telephone with their V.P., and all is well?”

As I reflected on this, I wondered, where in my quantitative training did I miss the part about contracts, 
contract negotiations, politics, and dealing with people? The answer: I didn’t! It wasn’t covered in my 
scheduling class, or my cost class, or even my training on reading end of the month budget summaries. It 
wasn’t covered, period.

And this is what this text provides. This text is a look at the breadth of behaviors that make up program/
project management as a whole, not simply the quantitative aspects of planning.

So given this, it comes as no surprise that qualitative behaviors and skills are paramount to program/ 
project management success, and are reflected in the data as the top behaviors from the top companies 
researched.

So, where are we? We’re left with the task of extracting and formulating a set of program/project man-
agement behaviors that most generally encapsulate the predominance of those we deem to be applicable to 
managing successful programs and projects. 

Our list then, of program/project management behaviors, will separate the qualitative from the quanti-
tative behaviors, and it looks like the following:

 � Qualitative behaviors
 – Understanding the global environment—seeing the bigger picture
 – Understanding leadership
 – Understanding team dynamics and individual personalities—team building and team 

development




