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Foreword

Our society is rapidly moving away from routine tasks and permanent organisations towards more
fluid structures where the project form is the most natural way of organising most activities. At the
same time, society is having to cope with unprecedented complexity due to factors such as climate
change, rapidly changing markets, poverty and financial crisis. Alongside these, there are additional
factors such as the trend among stakeholders to promote their interests actively and the way that
objectives increasingly tend to change during the lifecycle of projects. For all these reasons, it is
important to understand the building blocks of project excellence.

This standard, the IPMA Project Excellence Baseline® (IPMA PEB), is designed to promote
excellence in managing projects and programmes, and complements our previous standards for
individual competences IPMA Individual Competence Baseline (IPMA ICB®) and organisational
competences in managing projects IPMA Organisational Competence Baseline (IPMA 0CB®).
The main target audiences for the IPMA PEB are senior managers, project, programme and port-
folio managers (including Project Management Office (PMO) and project staff) as well as project
excellence assessors, consultants, trainers and coaches.

The IPMA PEB is based on many years of practical experience in assessing project excel-
lence for the annual IPMA International Project Excellence Award. Such assessments have been
carried out using the IPMA Project Excellence Model (IPMA PEM), which has enabled the assess-
ment of projects from all kinds of industries and geographical locations.

As part of the project to publish a new IPMA standard on project excellence, we have
reviewed and enhanced the IPMA PEM to ensure it takes account of recent developments in
project management. In this regard, | am particularly pleased to announce that we now expect
every excellent project to consider sustainability and the environment with a long-term perspec-
tive, not as an option but rather as the default. In other words, we have moved away from the past
practice of allowing each project to decide what is in scope and what is not, to one that makes
it clear that consideration of sustainability and impact on the environment are prerequisites for
project excellence.

We would like to thank the project team (Ewa Bednarczyk, Michael Boxheimer,

Dr. Sonja Ellmann, Mary Koutintcheva, Erik Mansson, Alexey Polkovnikov, Pau Lian Staal-0Ong and
Grzegorz Szalajko), our energy project experts (Nassereddin Eftekhar, Professor Paul Gardiner,
Ivano lanelli and Gholamreza Safakish) as well as our sounding board (Philippe Brun, Marco
Buijnsters, Peter Coesmans, Brian Cracknell, Professor Ronggui Ding, Cedrik Lanz, Mary McKinlay,
Frank Menter, Dr. Steve Milner and Peter Milsom) for all their efforts and contributions.

We would also like to thank all the national and international IPMA International Project
Excellence Award assessors and jury members for their valuable input in improving the awards
process and the IPMA Project Excellence Model.

IPMA PEB is another milestone that will help us move the project management profession forward!

Reinhard Wagner
IPMA President

%w,&ard (doawu
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Executive summary

IPMA offers a wide range of beneficial services for individuals, projects and organisations, starting
with the Four-Level Certification (4-L-C) in project management for individuals and the Two-Level
Certification for PM consultants. In addition, IPMA offers the IPMA Delta® as a service for organ-
isations interested in improving their performance in project management. IPMA Delta is a service

to assess and certify organisations in a broad and thorough way. It is offered by independent
Certification Bodies (CB) of IPMA Member Associations (MA). Three standards are used during the
IPMA Delta assessment — the IPMA Individual Competence Baseline (IPMA ICB®) to assess selected
individuals; the IPMA Project Excellence Baseline® (IPMA PEB) and the IPMA Project Excellence
Model (IPMA PEM), to assess selected projects and/or programmes’; and the IPMA Organisational
Competence Baseline (IPMA OCB®) to assess the organisation as a whole. Thus, with the publica-
tion of the IPMA PEB 1.0, IPMA has now put in place the third and final baseline.

The main purpose of the IPMA PEB is to describe the concept of excellence in managing
projects and programmes. It also serves as a guide to organisations in assessing the ability of
their projects and programmes to achieve project excellence. As the baseline is derived from
Total Quality Management (TQM) and related models (e.g. EFQM), organisations that have already
dealt with these concepts will have no problem in applying and using the IPMA PEB. The baseline
is designed to be of use in any context and regardless of the specific industry, sector or project
management approach.

The IPMA PEB focuses on a project or programme, complementing two other IPMA standards:

e IPMAICB — designed to assess individual competences

of project/programme/portfolio leaders;
e |IPMA OCB — designed to assess competences of organisations that run projects.

The six most typical user groups of the IPMA PEB are:

e Senior management;

e Project, programme and portfolio managers, heads/managers of PMOs and PfMOs;
e Knowledge, quality and process managers;

e Researchers and educators (teachers, trainers);

e Project Excellence Award trainers and assessors;

e Consultants.

The IPMA Project Excellence Model (IPMA PEM) is a core element of the IPMA PEB and is
designed to provide guidelines for assessing a project or programme. It is an adaptable and open
assessment method designed for various purposes:

e Driving continuous improvement in projects;

e Regular monitoring of a project’s ability to deliver sustainable results on different

levels (objectives, customer, employee, stakeholder, environment);

e Assessment and continuous improvement of project management methods;

e Recognition of projects that prove to be excellent based on the IPMA PEM assessment;

e Recognition of projects that are striving for excellence;

e Recognition of excellent leadership and management performance;

e Complementing project audit tools;

e Complementing project management maturity assessment tools.

© 2016 International Project Management Association



Executive summary

The three key areas of the model are:

Processes

¢

Purpose Resources

» People £ Purpose — This area is considered to be the foundation of project
excellence. The right people, led and supported by excellent leaders, all sharing
a common vision for success, are crucial to drive improvements in a project
and help the project achieve more than the established standards.

» Processes £ Resources — This area represents practices necessary to reinforce
excellence through sound processes and adequate resources, used in an efficient
and sustainable way. It also serves as a basis for securing the outcome of innovation,
turning it into a solid starting point for further waves of improvements.

¢ Project Results — The project management approach can only be excellent if it leads
to outstanding, sustainable results for all key stakeholders. This area complements the
first two with necessary proof of excellent results as defined by the project stakeholders

People
¢

Purpose

Processes

3

Resources

Effectiveness
and efficiency
Scalability

Sustainability
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These areas are inspired by and closely related to the EFQM criteria often used for the
assessment of organisational excellence. This deliberate link helps organisations that use EFQM to
extend their excellence efforts into projects while keeping consistency with their organisation-wide
initiatives.

The following project values can be secured by ensuring close interaction between the main
areas of the model:

e Performance;

o Effectiveness and efficiency;

e Reliability;

¢ Flexibility;

¢ Continuous improvement;

¢ Scalability;

¢ Sustainability.

© 2016 International Project Management Association
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Terms and definitions

Assessment

Certification

Mechanism to evaluate competences by one or more means, such as
self-assessments or third party assessments.

A set of activities following the certification scheme within the framework of
the certification processes and system.

Competence Demonstrated ability to apply knowledge and skills. [ISO 9000]
Continuous ) . . . . .

. Recurring activity to increase the ability to fulfil requirements. [ISO 9000]
improvement

Culture Set of shared views, values, or beliefs guiding people consciously or

Effectiveness

unconsciously through their actions.

Extent to which planned activities are realised and planned results achieved.
[1ISO 9000]

Relationship between the result achieved and the resources used.

Efficiency [150 9000]

Demonstrated performance which is exceptionally good and which
Excellence .

exceeds ordinary contemporary standards.
e The system by which organisations are directed and controlled.

[1SO 385001
Management Coordinated activities to direct and control an organisation. [ISO 9000]
Management System to establish policy and objectives in order to achieve those
system objectives. [ISO 9000]

Organisation

Process

Project leader

Group of people and facilities with an arrangement of responsibilities,
authorities and relationships. [ISO 9000]

Set of interrelated or interacting activities, which transforms inputs
into outputs. [ISO 9000]

A person who has a role or position in a permanent or project organisation
that makes him/her accountable for defining and/or enabling success of the
business case, the project or its part (e.g. project sponsor, project

manager, team leader).

Any individual, group or organisation who may affect, be affected by, or

Stakeholder perceive themselves to be affected by, a decision or activity. [ISO 38500]

Strate An organisation’s overall plan of development, describing the effective use of
9y resources in support of the organisation in its future activities. [ISO 385001

Sustainable Development that meets the needs of the present without compromising

development

the ability of future generations to meet their own needs. [ISO 26000]

System Set of interrelated or interacting elements. [ISO 90001
Top Person or group of people directing and controlling an organisation at
management the highest level. [ISO 9000]

Table 2: Terms and definitions
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1. Introduction

IPMA has been using the IPMA Project Excellence Model (IPMA PEM) for the assessment of
projects in the annual IPMA International Project Excellence Award competition since 2002,
evaluating projects from different sectors and from different geographical regions, accord-

ing to a standardised methodology and process. The IPMA PEM was originally published by the
German Project Management Association (GPM) in the 1990s, and was based on the Total Quality
Management (TQM) approach and the EFQM model, in which evidence of good management has
an equal weight to evidence of results, and in which only results that are achieved through a
conscious management effort can be scored.

The IPMA PEM is a proven model for assessing and benchmarking project management,
project results and their interdependencies, even though it does not claim to be founded on a sci-
entifically proven basis for project excellence. The experience gathered from the IPMA International
Project Excellence Awards process (108 finalists from 18 countries worldwide between 2002-2014)
demonstrates a clear link between successful projects and having well-established project
management methods in place.

After more than 20 years, it was time to update the IPMA PEM to reflect new trends in proj-
ect management, where factors such as sustainability and the environment are now much more
relevant. For these reasons, IPMA decided not only to update the IPMA PEM, but also to create the
IPMA Project Excellence Baseline® (IPMA PEB) of which the IPMA PEM is an essential part.

The purpose of the IPMA PEB is to define and explain the model, its use, its context and the
underlying management philosophy (see Figure 1-1).
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Figure 1-1: IPMA PEB as a driver for project management approach,
control framework and/or control model
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1. Introduction

The IPMA PEB adds a contextual framework around the IPMA PEM, while the excellence
model itself continues to deliver a structure and framework of areas to consider when assessing or
controlling the perceived level of project excellence. Through elaboration of detailed sub-criteria,
as well as a methodology, processes and tools to assess a project, the IPMA PEM can be used as a
benchmarking model to measure the level of project excellence on a scale from 0-100%.

The body of the IPMA PEB (Chapters 2—6) describes the broader context of project excel-
lence and provides a guideline for the overall assessment process. It is complemented by Annex
A, which describes the IPMA PEM itself. Annex B provides the scoring tables used to assess project
excellence and in Annex C, a general description of the assessment process implemented in the
IPMA International Project Excellence Award competition is given.

Chapter 2 describes the purpose of the IPMA PEB and its intended users, as well as the
many ways it can be used. It is for each user to decide how to use the IPMA PEB. For example, the
application of the IPMA PEB at the start of a project may inspire the adoption of principles that
could contribute to project excellence during realisation. It can also be used as a standard for
self-assessment during or after a project to determine the extent to which the project manage-
ment approach translates to excellent project results. In addition, the IPMA PEB is the framework
for external assessments and benchmarks (e.g. through the IPMA International Project Excellence
Awards), to receive additional independent perspectives and benchmarking information, enabling a
comparison at a global level of excellence across different industries, or within the organisation itself.

Chapter 3 defines a project in its larger context, ranging from a narrow perspective (for
instance as part of a programme or portfolio inside an organisational frame) to a wider perspective,
for instance in relation to its external environment. In these perspectives, the topic of sustainabil-
ity is introduced as a relevant part of project excellence. Sustainability is specifically addressed in
Chapter 4.4.

Chapter 4 defines and explains the IPMA philosophy behind project excellence. Moving away
from the organisational excellence definition of EFQM, the IPMA PEM is directly based on the IPMA
concept and values.

Chapter 5 introduces the IPMA PEM by explaining the three basic building blocks of which it
consists:

1. People £ Purpose;

2. Processes ¢ Resources;

3. Project Results.

For areader who is familiar with the IPMA PEM | used from 1996 to 2015, the main differ-
ence is that the enabler criteria (previously the five Project Management criteria) are now divided
into two blocks separating People £ Purpose from Processes £ Resources (consisting of 3 and 2
sub-criteria respectively). This creates a clearer distinction between the human and non-human
factors within project management. An equally fundamental change is to present and approach
the criteria as interactive entities that are interdependent and can be combined in a more interac-
tive and fluid way.

Finally, Chapter 6 introduces the principles of the assessment of project excellence before
introducing the IPMA PEM in Annex A as well as the scoring tables (Annex B) and the IPMA
International Project Excellence Award assessment process (Annex C).

22
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1.1. IPMA PEB links to IPMA OCB and IPMA ICB

The three IPMA standards — IPMA Individual Competence Baseline (IPMA ICB®), IPMA Project
Excellence Baseline® (IPMA PEB) and IPMA Organisational Competence Baseline (IPMA OCB®) are
complementary and provide the baseline for excellence from an individual, project and/or organ-
isational perspective respectively. In addition to the IPMA PEB, the IPMA ICB provides a definition
and overview of the competences expected from project management personnel; the IPMA OCB
addresses the ability of organisations to integrate and align people, resources, processes, struc-
tures and cultures in projects, programmes and portfolios within a supporting governance and
management system.

Projects rely on people with their individual competences, but the presence of competent
peoplein the project team alone is not a guarantee for success. Projects depend on organisa-
tional support, but project failure could happen even in organisations with highly competent
project managers.

Only project leaders and teams that are able to clearly define the project objectives, align
stakeholder needs, develop effective teams with necessary competences, adjust and integrate
processes in their project and achieve results that lead to the satisfaction of all project participants
and key stakeholders are considered to be excellent. The IPMA PEB draws upon the concepts of
individual and organisational competences in project management (IPMA ICB and IPMA OCB) but
focuses only on how all factors come together in a specific and concrete project, allowing the level
of project excellence to be measured.

The IPMA Delta® assessment, which measures organisational competence to support proj-
ects, draws simultaneously on the IPMA PEB, IPMA ICB and IPMA OCB. An organisation preparing for
an IPMA Delta assessment will undertake a self-assessment using both the IPMA PEB for projects
and the IPMA ICB for individuals involved in projects, followed by an external assessment against
the IPMA OCB.

© 2016 International Project Management Association 23
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2. Purposes and intended users

2.1. Purpose of the IPMA Project Excellence
Baseline

The IPMA Project Excellence Baseline® (IPMA PEB) was developed by an international community
of project, programme and portfolio management experts and researchers, with a broad range of
experience from different organisations, sectors and countries. The main purpose of this document
is to describe the concept of excellence in managing projects and how this can help to deliver an
excellent project with respect to the mission, vision and strategy.

The approach in this baseline is generic and applies to all types of projects, regardless of the
context of the specific industry, sector or project management approach. It can be applied directly
to programmes at the programme and/or individual project level. It is for the user to decide how
this baseline can be applied and how it can be tailored to meet the needs of a specific project or
programme. The IPMA PEB is a guideline providing a general understanding for people involved in
project, programme and portfolio management striving for project excellence. It can be used as a
measuring tool, as well as an improvement tool to analyse, monitor, develop, improve, assess and
benchmark project management. It can also be used to educate, train and coach project team
leaders interested in developing project excellence skills.

© 2016 International Project Management Association 27



2. Purposes and intended users

2.2. Typical user groups of the IPMA PEB

Given the nature of this baseline, it should be noted that there might be a multitude of different
user groups interested in the application of the IPMA PEB regardless of whether they are mentioned
here. The six most typical user groups identified are:

¢ Senior management;

¢ Project, programme and portfolio managers, heads/managers of project

management offices(PMOs) and portfolio management offices (PfMO0s);

¢ Knowledge, quality and process managers;

¢ Researchers and educators (teachers, trainers);

¢ [|PMA International Project Excellence Award trainers and assessors;

¢ Consultants.

The senior management of an organisation could use this baseline to understand the concept
of project excellence for managing the project objectives and strategy. It can help them under-
stand their own role and responsibilities in terms of managing an excellent project, to analyse the
status of their own and the project management competences in managing excellent projects
and to identify areas for improvement. In addition, it can help them gain a better understanding
of the context and project environment (with stakeholders, resources and activities) necessary
for the development of an excellent project. Senior managers could also use IPMA PEB as a basis
for internal project assessments and benchmarking activities or to engage external partners for
assessment and benchmarking purposes.

Project, programme and portfolio managers and heads/managers of PMOs and PfMOs
responsible for project management activities could use the baseline in a similar way to senior
management. As they are directly involved or responsible for a project, they are likely to better
understand and be responsible for the implementation of IPMA PEB principles and addressing
requirements for change (e.g. resulting from self-assessments or external assessment/bench-
marking activities). They need to ensure that the project management continually supports
project objectives and strategy; that necessary project processes and resources to achieve
excellence are in place and that intended project results are achieved in order to reach project
excellence. The baseline could help project managers to interact more efficiently with internal
stakeholders (such as senior management) as well as with external stakeholders in order to realise
their project results.

The baseline also provides the context in which project managers operate and which they
need to take into account while managing their project, programme or portfolio, by developing
their understanding of project excellence and of what their role and responsibilities are in achiev-
ing this excellence. The baseline will also help project managers understand how to implement
recommendations for improvements, offering a reference to improve their project, programme or
portfolio.

Knowledge, quality and process managers could use this baseline to provide a 360° view
of projects within the organisation, taking into account: process tailoring and associated efficiency,
satisfaction of stakeholders and the achieved results. Information gathered through IPMA PEB
assessments can be used for process improvement, capitalisation on innovations and new knowl-
edge gathered from projects managed by the organisation.

Researchers and educators (teachers, trainers) can use the IPMA PEB as a basis for sup-
porting research proposals, developing project excellence competences and defining the elements
of an excellent project. For this purpose, training programmes should focus on the (application of
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the) concept of project excellence, the project excellence principles and how these can be applied
in projects. Training courses should also focus on the contributions necessary from the project
team members to achieve project excellence.

IPMA International Project Excellence Award trainers and assessors can use the IPMA Project
Excellence Model (IMPA PEM) to assess the project management of a project or projects that aspire
to compete in the annual IPMA International Project Excellence Awards at a global, regional or
national level. These award competitions focus on identifying excellent projects in various catego-
ries (see www.ipma.ch/awards). The awards trainers train assessors in the application of the IPMA
PEM and the execution of the project excellence awards process, as well as identifying strengths
and areas for improvement in the nine criteria defined in the IPMA PEM.

Consultants, both internal and external, can use the baseline to provide consultancy to an
organisation’s senior managers, project managers and staff to develop the project management
competences necessary for managing excellent projects. Consultants may offer benefits such as
specific expertise in a certain relevant project management or results area, an independent view
and additional capacity. They could also provide services such as carrying out or contributing to
assessments, training, mentoring and coaching. In addition, the baseline can be used as a reference
for conducting an assessment, finding areas for improvement and contributing to the sustainable
development of a project, programme or portfolio.

© 2016 International Project Management Association 29
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3. The project in its context

This chapter describes the project as a temporary organisation. It discusses specific tasks and
challenges faced by project leaders and teams in managing their projects in their internal and
external context.

3.1. What is a project?

3.1.1. The project in an organisation

In both private and public sector organisations, activities are increasingly set up and managed
as projects. Organisations deal with projects in areas including information and communication
technology, organisational development, product development, marketing changes, research,
events, political projects, educational projects and social projects. The list is endless.

Numerous project management methodologies and tools have been developed and imple-
mented in organisations to manage these different types of project. However, the number of
failed projects is still high. Projects are over budget, run over schedule and/or do not deliver the
required quality. Analyses of the causes of failure show a range of issues, including very basic ones
such as a lack of understanding of the project goals or lack of strategic alignment. Other common
issues are insufficient stakeholder engagement, lack of leadership, poor team organisation or
poor processes.

For this reason, it is important to carry out regular analysis of project management perfor-
mance to define critical success factors and promote good practices. The IPMA PEB provides a
concept and the tools to achieve this and to enable a process of continuous improvement in the
project.

A project is defined as a ‘unique, temporary, multidisciplinary and organised endeavour to
realise agreed deliverables within pre-defined requirements and constraints’ (IPMA ICB). Project
success is defined by IPMA as ‘the appreciation of the project outcomes by the various interested
parties’. This definition is more challenging than simply ‘to produce the project deliverables within
time and budget’.

The IPMA Organisational Competence Baseline (IPMA OCB®) defines projects as a means
for implementing organisational strategies and proposes the Balanced Scorecard as a tool for
‘translating’ the strategic goals from strategy to the project perspective. It is important at the end
of a project to analyse whether the project outputs met the stated objectives as perceived by the
stakeholders. Other checks may verify whether the project delivered outputs in the most efficient
way using scarce resources effectively.

© 2016 International Project Management Association 33



3. The project in its context

3.1.2. The project as a temporary organisation

IS0 21500 differentiates projects from operations by stating that projects are performed by tem-
porary teams, are non-repetitive and provide unique deliverables. Project management differs from
other management disciplines because of the temporary and unique nature of projects. Temporary
means that the project has a defined beginning and end in time, and therefore defined scope and
resources.

The following are the most significant differences between projects and ‘business-as-usual’:
¢ Projects are unique and specific. In principle, all elements that are
pre-determined in a business process need to be defined specifically for a
project, including tasks, conditions, rules and logic of the process flow;
¢ Adedicated project organisation needs to be established, either as a part of or in
addition to the existing permanent organisation, or even as a new, separate legal entity;
¢ Employees from the line organisation may be assigned to work on a full-time
or part-time basis in a project, for example following the matrix organisation
approach, where staff members work and report to the project (technical, project-
related) and to the department (technical and hierarchical) in parallel;
¢ Project team members often do not know each other at the beginning of
the project, especially in unique projects or large organisations;
¢ The project team needs to develop its own culture and management
approach — working relationships and project-specific internal procedures
and guidelines that differ from those of the permanent organisation.

The temporary project organisation has its own rules, procedures, roles, communication and
reporting structures, which can be set up quickly, then dismantled quickly after project results have
been achieved.

In a fast-changing society, it will be increasingly difficult to define an organisation, because
of the constant need for organisations to change, and to be flexible enough to adapt to changing
resources and problems. In this logic, and with an internet-based society, a project becomes a tem-
porary ‘social network’ of stakeholders that aims to deliver particular benefits.

In this social network, each stakeholder (a node of the network) actively joins the project.
This is different from the way organisations might traditionally view stakeholders, where they were
basically seen as a resource with a passive role.

For this reason, as part of the IPMA PEM update, it was decided to focus on the suppliers and
contractors from the people perspective. Previously, they had been seen as a resource, but this was
found to be outdated, as all the IPMA International Project Excellence Award winners from recent
years have consistently applied a ‘one team’ approach, where project success comes through the
integration of the project team beyond organisational borders.

The IPMA OCB applies the concept of competences to groups of people (e.g. project teams
and organisations). It states that the competence of the team is much more than the collective
competences of its individuals. The coherence of that group, with all the dynamic interactions
between members and relevant stakeholders, constitutes a social system. It is an important task for
a project leader to build the team with the necessary levels of competence. In this respect, a project
is a social system with its own team competence.
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3.1.3. Processes in a project

ISO 21500 defines a project as a unique set of processes consisting of coordinated and controlled
activities with a start and end date, performed to achieve project objectives. The following three
major types of project processes are defined in the international standard:

¢ Project management processes, which are specific to project management
and determine how the activities selected for the project are managed;

e Delivery (product) processes, which result in the specification and provision of a
particular product, service or result and which vary depending on the particular industry
and type of project deliverable (e.g. design, construction, commissioning etc);

e Support processes, which provide relevant and valuable support to product and
project management processes (e.g. logistics, accounting, safety, HR etc).

The project leader and project team should identify processes needed for performing the
project, check the resource availability, acquire and align them.

© 2016 International Project Management Association 35



3. The project in its context

3.2. A project in its external context

The project environment may impact the project performance and its success. IS0 21500 defines
factors of the project environment that the project team should consider (see Figure 3-1) for the
external vs internal project context):
¢ Factors outside the organisational boundary, such as socio-economic,
geographical, political, regulatory, technological and ecological;
¢ Factors inside the organisational boundary, such as strategy, technology, project
management maturity, resource availability, organisational culture and structure.

nature
society

omy/legisiqy,
ec'?e“nce/ technozt' On
sC Ogy

Organisation’s
internal context

strategic management/
organisational governance

project governance

— 4

I project(s) organisation I
objectives, people, processes

Line organisation /
Functional departments

Figure 3-1: External versus internal project context

According to ISO 21500 “...factors outside the organisational boundary may have an impact
on the project by imposing constraints or introducing risks affecting the project. Although these
factors are often beyond the control of the project manager, they should still be considered’.

Projects often use resources and produce outputs that may influence the environment.
Project leaders and project teams should take responsibility for sustainability, i.e. improving the
quality of human life while living within the carrying capacity of the supporting eco-systems. In the
IPMA PEM, the integration of sustainable development concepts into all aspects of project man-
agement is considered essential, which should ensure that a balance is achieved between economic
goals, social sustainability and environmental sustainability.
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Following the principles of sustainability, the IPMA PEM takes into account the fact that, in
some cases, this is likely to increase the number of stakeholders considered by the project. For
example, the interests of local communities, environmental protection and the views of other
non-governmental organisations should be taken into consideration.

Projects are impacted by a number of political, social and technological factors. These may
provide additional constraints and should be considered by the project leader and the project team.
For example, project management activities should be adjusted according to laws and regulations,
which may apply in a specific country or industry.

The more internal and external factors influencing a project, the higher the complexity of the
project and the greater the requirement for a complex project management system.
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3.3. A project in its organisational context

3.3.1. Organisational context

A project is usually executed as an activity of a permanent (parent) organisation. There are
relationships between the project and its organisational context. Project activities could be linked
with pre-project and post-project activities such as business case development or transition to
operations or maintenance.

Projects (and programmes) are temporary organisations. Standardised project manage-
ment processes and value-added processes that are necessary for the realisation of the project
exist in many organisations. Even though these processes often significantly accelerate the
planning of the project, they have to be adapted to the specific characteristics of a project before
itis executed.

The project organisation is team-based and unites people from different areas of an
organisation (e.g. sales, development, production, marketing, IT) for the provision of new, inter-
disciplinary and often complex tasks. It uses reporting and decision-making processes that have
been specially established for the project. Project staff are usually allocated for the duration of
the project to an agreed proportion of working time and according to established organisational
rules. A clear definition of roles and responsibilities, both in the project and the line organisation,
is an important prerequisite for efficient operations, enabling the project staff to complete their
tasks effectively. Organisations introducing projects should execute the necessary organisational
adjustments to align the project and the line organisation. If this is not done properly, it could
cause conflicts between the project and the line organisation while they are performing their
different roles.

The organisational structure, culture, systems and processes affect project processes,
project team organisation and culture. The project management approach that works in one
organisation may not work efficiently in every organisation and for every project.

3.3.2. Project governance

The IPMA OCB specifies governance as another key function to be considered in project, pro-
gramme and portfolio management. Organisational governance consists of the framework and
principles by which an organisation is directed and regulated. Project governance, as defined

in IS0 21500, ‘includes, but is not limited to, those areas of organisational governance that are
specifically related to project activities’. Project governance could define organisational policies,
processes and methodologies to be used in projects, the management structure, limits of author-
ity for decision-making, etc. One of the IPMA PEM principles is that project leaders and the project
team align their activities with principles and policies defined by the project governance.
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3.3.3. The project in the context of a programme
and portfolio

Projects are often initiated, planned and executed within an organisation’s programme or portfolio.

In the IPMA ICB and IPMA OCB, a programme is defined as a ‘temporary organisation of inter-
related programme components (constituent initiatives) managed in a coordinated way to enable
the implementation of change and the realisation of benefits’. Therefore, a programme could con-
sist of a number of projects that are designed to provide benefits and outcomes on a strategic level,
so it is more than the sum of all projects and their deliverables. Programmes are also managed as a
temporary organisation and use project and programme management methodologies.

A portfolio is defined as a ‘set of projects and/or programmes, which are not necessar-
ily related, brought together to provide for optimum use of the organisation’s resources and to
achieve the organisation’s strategic goals while minimising the level of portfolio risk’. Portfolio
management is a permanent operation and is about the centralised management of processes,
methods, and technologies used in an organisation to analyse and manage current or proposed
projects based on key characteristics. The objectives are to select the most appropriate pro-
grammes and projects from all proposed initiatives; determine the optimal resource mix for deliv-
ery and to schedule activities to achieve the organisational strategic, operational and financial
goals, while observing constraints imposed by stakeholders and other internal or external factors.

Project objectives should be aligned with the organisational strategy, programme goals and
KPIs. Project management processes should be aligned with the programme and project portfolio
structures and processes.

The IPMA PEB can be applied to projects and programmes as temporary organisations but is
not meant to be applied to portfolio management. This is because there are significant differences
between the nature and purpose of portfolio management and project management processes.
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4. Introducing project excellence

4.1. The concept of excellence

Ancient Greek writers had a concept of excellence (arete) as an outstanding fitness. Excellence is
commonly understood as a talent or quality that is unusually good. It is also used as a standard of

performance, as measured, for example, through economic indicators. Studies have shown that the

most important way to achieve excellent performance is to practise.

Basic principles of excellence are:

e Excellence is a quality that surpasses ordinary standards;

e Excellence is a continuously moving target; it can never be fully reached,
and there will always be room for improvement and development;

e The most important way to achieve excellent performance is to practise
and continuously learn and improve in all relevant areas;

e Achieving excellence is not a short-term concept. It requires dedication
and long-term efforts. It results in capabilities of an organisation that
cannot be copied easily and provides a competitive advantage.

© 2016 International Project Management Association
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4.2. The concept of project excellence

IPMA’s mission is to promote the recognition of project management and engage stakeholders
around the world in advancing the project management discipline. This is reflected by the IPMA
Project Excellence Model (IPMA PEM) as an assessment tool and the IPMA International Project
Excellence Awards as a platform to promote role models for project excellence by rewarding excel-
lent performance in project management. It facilitates the identification and spread of new and
brilliant approaches to project management that have a proven link to project success.

Project excellence is a set of characteristics that have been demonstrated in actual projects.
Due to the nature of the developments and innovations in the project management field, it is not
and will never be a clearly defined, prescriptive collection of approaches, methods or practices.

Excellent projects must demonstrate excellent performance in all project management
aspects, including the management of people, purpose, processes, resources and results. Results
are only credited insofar as they are a consequence of leadership and management processes.
Excellent projects apply the approaches and methods of project management in professional and
innovative ways, reflecting on their own approach, methodologies and results in order to learn from
them and taking actions for improvement when necessary.

Excellent projects often experience the need to develop new standards, which may go
beyond, or even contradict, existing standards, methods, tools or techniques, in order to respond
to the needs of the project. However, such decisions are always based on a careful analysis of the
situation and after considering alternative solutions.

Project excellence promotes the use of research, experiments and other means in order to
bring innovation to the way a project is managed. However, the main focus is on the successful
management of the actual project and the results.

The professional community can learn from excellent projects, enrich their knowledge and
ideally benefit from project management as a discipline.

Excellent projects lead to added value beyond the actual project goals, thereby enriching
businesses, societies, the environment, etc.
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4.3. Continuous improvement as a foundation

for excellence

When working towards project excellence, the emphasis should be on continuous improvement and
constant learning. The continuous improvement principle is in line with the Deming (PDCA) cycle
(see Figure 4-1).

Figure 4-1: The use of the PDCA cycle of continuous improvement

Project managers looking to introduce excellence into their projects will develop and system-
atically adapt their project management approach from the principle of continuous improvement
and learning.

In principle this continuous improvement and learning cycle follows an iterative, four-step
management method:

Plan: In the start-up phase of the project, the project team selects procedures,
methods, approaches and tools that are appropriate to plan, execute, monitor and
control the project and reflect the complexity of the project. Sources considered
by the team may include industry or company management standards, specific
definitions of processes or process elements created for the project, etc. In cases
where the standards do not suit the requirements of the project, the team adapts
them or develops project-specific procedures, methods, approaches and tools.
Do: The project team implements the selected procedures, methods,

approaches and tools in the actual project and makes use of them.

Check: The project team regularly evaluates the procedures, methods,
approaches and tools used in the project to determine whether they are

(still) appropriate and optimal for managing the project and whether

they lead to expected results and/or need to be improved.

Act: Based on these evaluations, the project team analyses and

prioritises the findings and agrees on the activities to be planned and

executed to improve the project management approach.
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Based on this input, the PDCA cycle starts again:

Plan: Based on the input from the previous cycle, the project team improves
those procedures, methods, approaches and tools where potential for
improvement has been identified, or develops appropriate new approaches
(e.g. a new procurement process for capital goods with long lead times);

Do: The project team implements the modified or new procedures, methods,
approaches and tools in the actual project and makes use of them;

Check: The project team regularly evaluates the established/modified/new
procedures, methods, approaches and tools used in the project to determine
whether they are appropriate and optimal for managing the project and
whether they lead to expected results and/or need to be improved;

Act: Based on these evaluations, the project team analyses and

prioritises the findings and agrees on the activities to be planned and
executed to improve the project management approach.

Based on this input, the PDCA cycle continues.

The PDCA approach leads to a process of continuous improvement in the management of

projects and enables the project team to achieve benefits (as described in Chapter 5.5) and strive
for excellence.
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4.4. The role of sustainability

The integration of sustainability principles and objectives into projects commences well before

a project starts, so that the long-term benefits are identified, addressed and integrated into the
project management. An important part of integrating sustainable principles and objectives into
projects is the alignment of the project and its team(s) to organisational objectives and reporting.

The UN Global Compact’s Ten Principles of Sustainability [S] are in the areas of human rights,
labour, the environment and anti-corruption. These principles are derived from:
The Universal Declaration of Human Rights;
e The International Labour Organisation’s Declaration on
Fundamental Principles and Rights at Work;
¢ The Rio Declaration on Environment and Development;
e The United Nations Convention Against Corruption.

The UN Global Compact asks companies to embrace, support and enact, within their sphere
of influence, a set of core values in the areas of human rights, labour standards, the environment
and anti-corruption. In the IPMA Project Excellence Baseline® (IPMA PEB), projects are asked to
make similar contributions within the project context and areas of influence.

Sustainability is now recognised as a global driver and the beginning of a collaborative,
system approach to sustainability, positively creating value for organisations [6]. As an expression
of an organisation’s strategy, projects of any type are perfectly positioned to deliver value and
long-term benefits at many levels.

The three pillars of sustainability, identified at the 2005 World Summit on Social
Development, are economic development, social development and environmental protection.
These three pillars are not mutually exclusive and they can reinforce each other, as they have
served as a common ground for numerous sustainability standards and certification systems
including ISO 26000 (Corporate Social Responsibility), the Rainforest Alliance and Fairtrade.
Supporting standards include IS0 14063:2006 (Environment, and its related standards IS0 14001,
14004, 14006, 14064) and IS0 50001 (Energy Management Systems).

While the concept of sustainability was initially attributed to industries with the biggest
impact on the natural environment, project excellence builds on the idea that sustainability can be
applied to any project.

Leaders of excellent projects have a responsibility to ensure that the impact of the proj-
ect from a sustainability perspective is recognised and actively managed to deliver sustainable
outcomes.

In practice, leaders of excellent projects:

e Behave in a socially responsible way, taking care of stakeholders

with limited power who are impacted by the project;

e Understand the key elements of the project environment, including, but not

limited to, the natural environment, social systems and the economy;

e Whenever applicable, recognise environmental bodies and organisations

as project stakeholders and cooperate with them.

Therefore, when setting objectives, the project is expected to ensure that it clearly addresses
sustainability as described by the ten principles and three pillars described above. Furthermore,
where applicable, the project is expected to identify and implement additional project management
processes, tools, methodologies, structures and resources for managing areas such as:
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Security and safety;

Social responsibility;

Environmental protection;

Appropriate sustainability monitoring and controls;
Performance and reporting.

Every excellent organisation needs to understand that optimal decisions cannot be taken in
isolation from the environment. Ethics and social responsibility play an important role in all deci-
sions and the challenge is to understand the widest possible environment and the long-term view
and then refine the scope to what is practical and feasible to achieve, as well as monitor and control
all these criteria during the project implementation.

The Global Reporting Initiative (GRI) drives sustainability reporting and produces a compre-
hensive Sustainability Reporting Framework that is widely used around the world, to enable greater
organisational transparency. This framework, including the Sustainability Reporting Guidelines, sets
up the Principles and Standard Disclosures which organisations can use to report their economic,
environmental, and social performance and impacts; this is particularly applicable from the sustain-
able project perspective.

In addition to the value created, the benefits of sustainability management in projects include:

Continuous improvement and competitive advantage;

Development of a collaborative, system approach to sustainable projects;

Improved project controls;

Benchmarking and assessing sustainability performance with respect to international
laws, norms, codes, performance standards and voluntary initiatives;

Demonstrating how the organisation influences and is influenced

by the expectations about sustainable development;

Comparing performance within an organisation and

between different organisations over time.

Finally, the impact of this focus on sustainability and the environment should affect the visible
project results in the perception of the other stakeholders (Annex A criterion C.3.a) even if it is not
directly required by the customer.
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4.5. The role of leadership

Genuine leaders form the culture of the organisation and steer resources and efforts towards excel-
lent achievements. Therefore, leadership quality is imperative and authentic leadership cannot be
confined to the professional environment alone. It needs to be founded on personal maturity and a
lifelong interest in personal development. However, the best kind of leadership is not about a ‘one
size fits all’ approach. It is much more a matter of adapting to the context, values and expectations
of the specific environment.
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4.6. The link between competence and
excellence

Two of the key IPMA standards, IPMA Individual Competence Baseline (IPMA ICB®) and IPMA
Organisational Competence Baseline (IPMA OCB®), are built on the concept of competences for the
individual and organisations respectively. The idea of project excellence supports these two stan-
dards by providing mechanisms that lead to continuous competence development throughout the
lifetime of a project.

It is expected that projects assessed to be excellent according to this standard lead to sub-
stantial improvement of both individual and organisational competences as described in IPMA ICB
and IPMA OCB.

The IPMA PEM requires that the full potential of individual and organisational competences
is used to achieve project success and to realise excellence. This is accomplished through a good
understanding of the needs of the project and the potential of all key project stakeholders, plus the
alignment of leadership styles, project strategy and processes.

The IPMA PEB standard not only promotes continuous adaptation based on observed results,
but also requires factual evidence that competences are continuously developed and used to
achieve and improve project success.
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S. Introduction to the Project
Excellence Model

5.1. Principles behind the model design

The main purpose of the IPMA Project Excellence Model (IPMA PEM) is to provide guidance to
organisations in assessing the ability of their projects and programmes to achieve project excel-
lence, as defined in the previous chapter. As the model is based on Total Quality Management
(TQM) and related models (e.g. EFQM), organisations that have already dealt with these concepts
will easily apply and use the IPMA PEM.

The IPMA PEM focuses on a project or a programme, complementing two other IPMA
standards:
¢ IPMA Individual Competence Baseline (IPMA ICB®) — designed to assess
the individual competences of project, programme and portfolio leaders;
¢ IPMA Organisational Competence Baseline (IPMA 0CB®) — designed
to assess the competences of organisations that run projects.

Used together, the three standards provide a comprehensive way to assess a project within
its organisational environment.

The IPMA PEM can be used regardless of the project management approach applied to the
project. The main reason for this is that the IPMA PEM does not enforce any particular approach
to project decomposition, organisation or planning. It also does not suggest any particular
project management tools or techniques. The main focus is on the conscious use of the most
effective management approaches and methods that lead to expected results and enable contin-
uous improvement.

This means that the IPMA PEM can be used for assessing the implementation of project man-
agement within particular projects. It makes the IPMA PEM a good companion for well-established
project management methodologies, helping to assess their fitness for use in particular project
situations and to link the use of a given methodology with the achieved results.

It is worth emphasising that, due to the nature of project excellence as defined in the previous
chapter, there is an assumption in the design of the model that it might not be feasible or reason-
able to meet all of its criteria in full. The IPMA PEM is designed to drive continuous improvement
efforts regardless of the starting conditions of the project and the outcome achieved.
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5.2. Structure of the model

The basic structure of the model is simple. The model serves as a standard and offers guidelines for
excellent project management regardless of the size of the project, its maturity and/or context.

The structure of the IPMA PEM enables easy reporting of the outcomes on all management

levels by introducing three levels of the model:

54

e Areas — This level shows the main components of project excellence (People £

Purpose, Processes £ Resources and Results). The first two areas are considered the
enablers for excellent project management and the third is the outcome of successful
leadership and management. The areas enable feedback on an executive level,
showing the overall state of key enablers of excellence and their actual outcome.
Criteria — This level is primarily intended to enable detailed feedback about

the levels of excellence on a particular project to be delivered in a structured

way. It covers the key factors that make up the project excellence areas and

enables measurement for development and benchmarking purposes.

Examples — The third level of the IPMA PEM refers to actual practices typically
found in excellent projects. Findings at this level can be used by project
practitioners to improve their performance in managing projects and creating

a sustainable environment for excellence. It also enables the authors of
organisational methodologies to identify particular practices where methods

could be enhanced and/or modified for a better alignment with project needs.
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5.3. Areas of the model and interpretation of
the overall results

The model is divided into the following three areas (see Figure 5-1):

e People £ Purpose — This area is considered the foundation of project
excellence. The right people, led and supported by excellent leaders, all sharing
a common vision for success, are crucial to drive project improvements
and help the project to go beyond the established standards.

¢ Processes £ Resources — This area represents practices necessary to reinforce
excellence through sound processes and adequate resources used in an efficient
and sustainable way. It also serves as a basis for securing the outcome of innovation,
turning it into a solid starting point for another wave of improvements.

¢ Project Results — The project management approach can only be excellent if it leads to
outstanding, sustainable results for all key stakeholders. This area complements the first
two with necessary proof of excellent results as defined by the project stakeholders.

Processes

¢

Resources

Figure 5-1: Interpretation of the model areas

These areas are inspired by and closely related to the criteria of EFQM often used for the
assessment of organisational excellence (see Figure 5-2).
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People £ Purpose Project Results
Enablers Results }
Leadership People Processes, People Business
Products £ Results Results
Services
Strategy Customers
Results
Partnerships Society
¢ Resources Results

Learning, Creativity and Innovation

Figure 5-2: Mapping between IPMA PEM areas and EFQM criteria

This deliberate link helps organisations that use EFQM to extend their excellence efforts into
projects while keeping consistency with their organisation-wide initiatives.

The results at the level of the model areas can be used to understand the overall manage-
ment philosophy of the project and to make general conclusions on how the project would perform
under various conditions. Examples of conclusions after assessing the level of excellence in a proj-
ect could be:

Leadership driven projects with low process maturity

100
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40

20

People Processes Project
¢ Purpose ¢ Resources Results

Figure 5-3: Leadership-driven project

These projects are characterised by a very strong sense of purpose and great leadership.
Having highly motivated and fully dedicated teams, such projects often demonstrate a high level
of flexibility and deliver great results. However, their downside is a lack of well-established man-
agement processes. Typically, this leads to a high level of unnecessary and often repeated work.
In addition, these projects might have difficulties in transferring their experience and established
routines effectively for the benefit of future endeavours.
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Process driven projects with low leadership and/or sense of purpose

100

80

60

40

20

People Processes Project
¢ Purpose ¢ Resources Results

Figure 5-4: Process-driven project

Process driven projects often deliver great, repetitive results. Usually these are ensured by
processes continuously improved over the years. The downside of such projects is a lack of strong
leadership and/or sense of purpose. As a result, such projects are often not able to deal with disrup-
tive changes in the environment and/or cope with significant risks.

Balanced project
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Figure 5-5: Balanced project
Balanced projects combine great leadership and a strong sense of purpose with a strong pro-
cess culture. This combination ensures high levels of team motivation, flexibility and the ability to

deliver great, repeatable results within and beyond a given project. Such projects prove to be able
to deal with great challenges coming from complexity in political, social and technical aspects.
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5.4. Interactions between the areas
of the model

All three areas of the model strongly interact with each other as shown in the illustration below (see
Figure 5-6). None of the areas should be developed in isolation and each of the areas should be
actively used to develop excellence in the remaining two.

Processes

3

Resources

Figure 5-6: Interaction between the model areas

Whenever the IPMA PEM is used to assess projects or programmes, analysis of the interac-
tions between the areas of the model should be one of the key assessment efforts. Findings from
such analyses can be used to define significant improvements at the systemic level, which will fun-
damentally improve the ability to reach excellence.
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5.5. Business value delivery using IPMA PEM

People
¢

Purpose

Processes

3

Resources

Effectiveness
and efficiency
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Figure 5-7: Value delivered through interaction between model areas

The following business value can be secured by ensuring close interaction between the main
areas of the model (see Figure 5-7):
¢ Performance — People driven by purpose are motivated and strive to achieve results;
o Effectiveness and efficiency — The right processes and resources used by
people driven by purpose increase their effectiveness and efficiency;
¢ Reliability — Well-established processes and adequately managed
resources help to secure short- and long-term results;
¢ Flexibility — Regular observation of the results influences the
perception of people and leads to a better understanding of the
project objectives and continuous refinement of its strategy;
¢ Continuous improvement — Conclusions from the analysis of the
results drive the development of processes and resources;
¢ Scalability — People driven by objectives look for opportunities to increase their
abilities through the development and utilisation of the right processes and resources.

Sustainability, as defined in previous chapters, can be observed both in terms of effects on
the environment and longevity of the results. It is achieved through continuous delivery, monitoring
and use of the project results to govern the objectives, drive engagement of people, secure ade-
guate processes and ensure responsible use of resources.
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5.6. The model criteria

A.1. Leadership
¢ Values

A.2. Objectives
¢ Strategy

A.3. Project
Team, Partners
¢ Suppliers

Figure 5-8: The IPMA PEM criteria

60

B.1. Project
Management
Processes

¢ Resources

B.2. Management of
Other Key Processes
¢ Resources




IPMA Project Excellence Baseline

A. People £ Purpose

The People £ Purpose area follows the logic that project excellence starts with leaders, including
sponsors, who define and follow the right values and consciously apply an effective leadership style.
These leaders engage key stakeholders in the definition of the project objectives and strategy for-
mulation. They build effective teams and engage the right partners and suppliers in order to achieve
project success.

The People £ Purpose area is divided into three criteria:
(A1) Leadership € values;
(A2) Objectives ¢ strategy;
(A3) Project team, partners & suppliers.

(A1) Leadership € values

Excellent projects are led in a way that anticipates the future and realises it with persistence.
The leaders (i.e. all the people involved in a leadership/managerial role within the project or from
the client/line organisation) act as role models for the project team with respect to values, morals,
focus on objectives, working standards, self-management and cooperation and create a high-trust,
high-inspiration environment. Leaders enable and authorise the project team to anticipate and act
in time to achieve project success. They support a flexible project organisation capable of adapting
to changing circumstances.

(A2) Objectives § strategy
The objectives and strategies of excellent projects are defined and developed by the project lead-
ers in alignment with stakeholders’ needs and requirements. They also take into account the project
environment.

Once agreed, objectives and strategies are regularly reviewed and, if necessary, adapted in
response to a changing environment or to stakeholder demands.

Excellent projects use project objectives and overall project strategies to develop and con-
tinuously adapt their plans and procedures.

(A3) Project team, partners § suppliers
In excellent projects, project team members, partners and suppliers are valued through the creation
of a culture that allows the mutually beneficial achievement of organisational, project and personal
goals. Fairness and equality are promoted within the project, with respect to integration and devel-
opment of all involved parties.

Excellent project achievements are communicated, rewarded and recognised in a way that
motivates project team members, partners and suppliers. This builds commitment and enables skills
and knowledge to be used and developed in order to achieve project success.
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B. Processes £ Resources

The Processes &£ Resources area focuses on the management of the key processes contributing

to project success and the resources required to realise them successfully. Given the importance

of the project management processes and related resources, they receive special attention in the
model. The project team should carefully select, adapt and develop them in order for the project

to reach its goals in an effective and efficient way. Their adequacy for the needs of the project and
its complexity should also be actively managed throughout the entire project lifecycle. However,
effective and efficient project management processes alone are not sufficient conditions for project
success. This is the main reason that the IPMA PEM also considers how the project team identifies
other processes and resources required for project success and the way the project fits into its
environment (e.g. corporate, legal, natural).

The Processes & Resources area is divided into two criteria:
(B1) Project management processes § resources;
(B2) Management of other key processes £ resources.

(B1) Project management processes § resources

Teams on excellent projects identify the key project management processes and related resources
necessary for project success in cooperation with stakeholders. Key methods, tools and project
management processes are selected, developed and optimised to achieve the project objectives
in the most effective and efficient way. This is done based on a good understanding of the project
needs and organisational capabilities.

(B2) Management of other key processes § resources

Teams on excellent projects identify other key project delivery and support processes and related
resources necessary for project success (e.g. product design, engineering, maintenance, handover
and acceptance, logistics, safety and security) in cooperation with stakeholders. These methods,
tools and processes are selected, developed and optimised to achieve the project objectives in the
most effective and efficient way. This is achieved based on a good understanding of organisational
capabilities.
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C. Project Results

The Project Results area consists of criteria that provide insight into the perceptions about the
management of the project held by the customer, project team members and other stakeholders,
expressed in terms of their satisfaction levels, as well as indicators that prove this satisfaction level.
In addition, it covers other results that can provide insight into the level of excellence achieved by
the project.

Balancing the expectations and demands of all parties involved, together with great man-
agement processes, should lead to sustainable, outstanding results for all key stakeholders. The
concept of sustainability as an important element of project excellence is explained specifically
in Chapter 4.4 (The role of sustainability). As a fundamental principle, by definition results can
only be excellent if they are also sustainable, so fully evaluating the excellence of a project entails
extrapolating from the results achieved at the end of a project, in order to estimate future levels
of satisfaction and success.

The Project Results area is divided into four criteria:
(C1) Customer satisfaction;
(C2) Project team satisfaction;
(C3) Other stakeholder satisfaction;
(C4) Project results.

(C1) Customer satisfaction
Excellent projects achieve high customer satisfaction. The perceived satisfaction is consistent with
the fulfilment of the project objectives, key performance indicators (quantitative and qualitative),
engagement of customer representatives and their identification with the project.

In well-managed organisations and projects, the customer alone decides on the perception
of quality. The customer satisfaction criterion is a reflection of how well the project team under-
stood and fulfilled the customer needs and requirements.

(C2) Project team satisfaction

Excellent projects achieve high team member satisfaction. The perceived satisfaction is consistent
with the fulfilment of the project objectives, engagement of the team members in the project and
their identification with the team.

(C3) Other stakeholder satisfaction

Excellent projects achieve high stakeholder satisfaction. The perceived satisfaction is consistent
with the fulfilment of the project objectives, key performance indicators (quantitative and quali-
tative), engagement of the stakeholders’ representatives and their identification with the project.
Stakeholders representing environmental aspects of the project are highly satisfied.

(C4) Project results and impact on the environment

Excellent projects achieve outstanding results while keeping high performance levels. Such results
are achieved as an outcome of excellent management and leadership. Their positive impact on the
environment is also clearly visible.
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6. Assessment of project excellence

6.1. Purposes and approaches to the project
excellence assessment

Building excellence in project management drives performance in every organisation. Excellence
enhances an organisation’s ability to implement the organisation strategy and project objectives
through a successful and consistent delivery. Companies that adhere to strong project manage-
ment methods, including a detailed evaluation of scope and budget, ongoing risk management and
measurement of project results, are consistently more successful than those who do not. Following
a systematic project management approach gives projects and organisations a powerful competi-
tive advantage and is a prerequisite for long-term success.

The assessment of project excellence is a thorough process that enables the project team
to understand how to achieve success and to identify and use their strengths and improvement
potential.

e The new IPMA Project Excellence Baseline® (IPMA PEB) is an adaptable

and open concept and is designed for various purposes:

e Driving continuous improvement within projects;

e Regular monitoring of the project’s ability to deliver sustainable results on

different levels (objectives, customer, employees, stakeholders, environment);

e Assessment and continuous improvement of project management methods;

e Recognition of projects that proved to be excellent based on the

IPMA Project Excellence Model (IPMA PEM) assessment;

e Recognition of projects striving for excellence;

e Supporting recognition of leadership and management performance;

e Complementing project audit tools;

e Complementing project management maturity assessment tools.

The IPMA PEM can be used as an assessment method for programmes as defined below and
adapted for the purposes of the respective programme, taking into consideration its complexity.

Driving continuous improvement within projects
Every project requires continuous improvement in order to harness the response to change and
create competitive advantage. Continuous improvement should not be considered as a standalone
initiative or self-contained goal.

The IPMA PEM drives continuous improvement because it is a tool helping project teams
to identify areas for improvement, to align the project objectives accordingly, to create skills and
resources to launch and integrate improvements into a culture of strategic execution, to blend well-
known practices as well as to implement continuously the Plan-Do-Check-Act (PDCA) principle.

Regular monitoring of a project’s ability to deliver sustainable results

Regular monitoring of project development is essential for project success and sustainability.
Monitoring tracks progress against set plans, checks compliance with established stan-

dards, helps to identify trends and patterns, adapts strategies and supports the implementation
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of decisions. It is imperative to put in place a well-planned monitoring mechanism to assess the
project status and ensure sustainable results. Every project regularly monitors a variety of infor-
mation according to its specific needs (e.g. monitoring of results, processes, compliance, context,
stakeholder involvement, financials, organisation, etc).

The IPMA PEM checks whether monitoring is systematically applied, based upon predefined
indicators and assumptions. Monitoring needs to be timely and involves all key stakeholders in
order to build understanding, ownership and accountability.

Assessment and continuous improvement of project management methods
Successful projects have well-established project management methods in place. Their active use,
proper assessment and constant improvement are essential parts of project success.

The IPMA PEM helps to check the project management methods in use and assesses to what
extent they are used within the project. The results of the IPMA PEM assessment can be useful for
quality, knowledge and/or process managers to identify areas for improvement, to capture innova-
tion and to collect lessons learned in a structured way. The IPMA PEM also enables organisations to
structure capitalisation of their project experience.

Recognition of projects that proved to be excellent based on

the IPMA PEM assessment

IPMA rewards excellent projects through the IPMA International Project Excellence Award. The
award supports professional project management in recognising high performance in projects. It
motivates project teams to identify their strengths and optimise their use.

The intention of the IPMA International Project Excellence Award is to increase the recog-
nition of projects from different countries, different industries and different organisations and to
motivate project teams to develop and improve project management and to compare themselves
against international benchmarks or set new ones. It supports professional project management
in achieving high performance and identifies projects that exemplify excellent project manage-
ment. By rewarding teams that prove their success in project management, IPMA recognises and
acknowledges excellent and innovative projects.

The IPMA PEM helps a project team to reflect on its own strengths and potential improve-
ment areas. It also helps the team understand the assessment process for the IPMA International
Project Excellence Award.

Project teams and organisations can assess themselves by using the model. They can find
out in which areas their project work can be improved, and gain insight into what promising project
management looks like. However, project teams can only learn from solid facts and findings. As a
rule, subjective opinions provide little sound knowledge when determining project quality. To help
assess any project, a fundamental and sound structure is required and this is provided by the IPMA
PEM. Therefore, an external assessment by an IPMA International Project Excellence Award asses-
sor team offers a unique form of benchmarking for the project work. The feedback report gives
the applicant’s organisation crucial feedback that could lead to better project results in the future,
provided that it functions as a ‘learning organisation’, able to take the necessary corrective actions
for continuous improvement.

In some cases, the IPMA International Project Excellence Award assessment results show that
a project still has some way to go in order to achieve excellence. The main reason for this is that
the assessed improvement potential in such projects is higher than that in other projects that have
been recognised as excellent. The feedback for such a project, categorised as ‘striving for excel-
lence’, has an even higher relevance for the applicant’s organisation, as they will be able to use
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the IPMA PEM to identify the areas where there is a gap against international benchmarks and so
develop their project approach.

More information about the IPMA International Project Excellence Award and the assessment
process in particular can be found in Annex C.

Support recognition of leadership and management performance

IPMA ICB is a comprehensive and widely used model for assessing the competences of individuals in
three domains: people, practice and perspective. It can be used for the certification of individuals,
competence assessment and planning of professional development. In this context, the results of
the IPMA PEM assessment of projects can be used to provide valuable, factual information about
the actual performance of leaders in all three individual competence areas covered by the IPMA
Individual Cpmpetence Baseline (IPMA ICB®).

Use of the model for project audit purposes
The IPMA PEM provides a framework that ensures the proper planning of project audit activities,
while taking into consideration all the key areas influencing a projects’ ability to succeed. The key
benefits of using the model in this context are:

e Easy reporting on various levels;

¢ Inclusion of leadership as one of the key dimensions of management;

e Inherent link between observable processes and results.

When the IPMA PEM is used to support audit activities, it is recommended to supplement area B
(Processes &£ Resources) with additional, detailed process requirements relevant to the nature of
the project (construction, organisational change, software development etc.). Similarly, area A
(People & Purpose) should be supported by relevant documents describing organisational values,
culture and overall strategy, preferably supported by guidelines relevant to the portfolio that con-
tains the audited project.

Whenever results of an audit based on the IPMA PEM framework are presented, it is rec-
ommended to highlight the connection of findings in areas A and B with project results and per-
formance, observed as a result of area C assessment. This gives an important perspective on the
actual effectiveness of these processes and their impact on stakeholders’ satisfaction.

Use of the model for project management maturity assessment

The IPMA PEM is not designed as a maturity assessment tool, as it follows a different philosophy.
Most maturity models focus on the existence, standardisation, optimisation and organisation-wide
use of particular management techniques and practices that are expected by their authors. The
IPMA PEM focuses on a conscious adaptability and continuous improvement in areas of proj-

ect management that go beyond processes. It also closely links the assessment of methods with
achieved results, which is not typical in most traditional maturity models.
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6.2. Assessment of project excellencein a
project lifecycle

LONG-TERM RESULTS
AND NEW EXPERIENCE

Collecting Definition Continuous Closing Post-project
experience of a project improvement retrospective evaluation

Figure 6-1: The use of IPMA PEM at various stages of the project lifecycle

Every project has certain phases of development. A clear understanding of these phases allows
managers and executives to maintain control of the project more efficiently. The project lifecy-

cle may differ, in both the number of phases it has and the detail within each of these phases.
Collecting previous experiences, defining the project properly in its entirety (starting from business
needs, benefits and objectives, going through costs, resources, process definitions and continuous
improvement) enable the successful delivery of the project.

Assessing a project during its different phases leads to a better understanding of the project
context and the way it sets out to realise its objectives. The assessment can be used to help iden-
tify the most appropriate leadership style, management processes and resources for the achieve-
ment of project success. At later stages, when the first results are visible, these can also be taken
into account to see how the approach selected leads to performance. Assessing a project helps to
identify areas that are going well, as well as areas for improvement that the project leaders need to
address. It turns the IPMA PEB into a powerful tool to help leaders to achieve their objectives.

The project excellence assessment can be conducted focusing on the defined assessment
criteria for project management, allowing strengths and improvement areas to be identified quickly.
However, a full project excellence assessment also requires that results are assessed. This is nor-
mally possible only towards the end or after the delivery of the project.

How to use the IPMA PEM in the early project phases/midway through the project
The project excellence assessment can be conducted during the early project phases or midway
through the project. In this case, the focus will be on the People £ Purpose and Process § Resources
criteria. Results cannot be fully assessed at this stage. Only certain results will be ready for assess-
ment and some trends may be derived. Nevertheless, an assessment before the end of the project
is beneficial and recommended. This will give the project team feedback on the project while cor-
rective actions are still possible, help the project members to align their approach for the upcoming
phases and will make best use of the IPMA PEM ‘striving for improvement’ report and implementa-
tion of lessons learned. Two typical forms of an assessment during early project phases are:
¢ An assessment conducted during the planning phase that focuses mainly on
whether the project has been set up so that the key success factors of the
IPMA PEM have been considered and implemented in the project setup;
¢ An assessment during implementation. This can be conducted at several points
in time to ensure the project is on track and following the project plan.
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How to use the IPMA PEM in late project phases/towards project closure
At this point, the assessment can be conducted in full, with a strong focus on the Results criteria of
the model.

The assessment results help the project team to self-reflect on their own strengths and
potential for improvement. It can also help the permanent organisation ensure that the assessment
feedback is considered in projects that are still at earlier stages in their lifecycle.

Projects that apply for the IPMA International Project Excellence Award are required to be
sufficiently far in the project lifecycle so that a full assessment can be carried out.

In general, the IPMA PEM is an assessment that can be applied throughout the project
lifecycle and serves as a strong backbone for implementing proven project success factors and
identifying areas for further improvement. It also helps the project team to self-reflect and finally
ensures a full project assessment (including assessment of results after completion), capturing
lessons learned for future projects.
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6.3. Scope of the assessment in projects,
programmes and portfolios

One of the key decisions to be made when starting a project excellence assessment is on the scope
to be assessed. This decision is always made after considering the objectives of the particular
assessment effort. In addition, the business context of the assessed project (e.g. organisational
setup, cooperation model, links to other projects or programmes, position in the overall portfolio)
should be carefully analysed and defined.

There are three typical scenarios in which an assessment can be carried out:
¢ Assessment of an individual project;
e Assessment of a programme;
e Assessment of a representative project that is part of a portfolio.

Assessment of an individual project

When assessing an individual project, the scope of the assessment typically covers the entire scope
of the project. Itis also advised to cover the entire project lifecycle up to the day when the assess-
ment is conducted, which is usually some time after the final delivery of the project. This ensures
that findings show the improvement trends and demonstrate the effectiveness of the management
through analysis of all available results (partial and/or final). This is especially important when
assessing projects that were initially managed badly and/or have had to recover from major crises.

When assessing an individual project, the assessors generally need to ask themselves:
¢ To what extent should the influence of the overall management processes and
leadership within the permanent organisation be taken into account?
¢ How do we treat projects using mature, in-house management methodologies
supported by effective tools provided by the permanent organisation, given that the
project leaders are unable to influence these with respect to their project execution?
¢ How do we treat the cultural influence of the permanent organisation and/
or the dominating culture in a given region where the project is conducted?
It is advised to answer these questions keeping the following principles in mind:
e The IPMA PEM is designed to assess an individual project and its leadership,
not the permanent organisation (see the IPMA Organisational Competence
Baseline (IPMA 0CB®) and IPMA Delta® for that purpose).
¢ Whenever the maturity of the permanent organisation and quality of
the leadership have a positive or negative impact on any of the model
criteria, it should be reflected by the assessment results, e.g.:

— If the permanent organisation provides a standardised and mature management
model that is successfully implemented within the project and leads to success,
it should receive a positive score in the relevant criteria (e.g. B1, B2), just like any
other project following an equally mature approach.

— If an inadequate leadership style within the permanent organisation jeopardises
project efforts (e.g. through the lack of proper sponsorship), the project should
receive a lower score in the relevant criteria (e.g. Al, A2).

¢ What matters most in an IPMA PEM assessment is the conscious application
and use of a suitable management approach and leadership style. Therefore,
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assessors should always verify to what extent the approach offered by
the permanent organisation was evaluated by the project leaders and
consciously chosen for its fit with or adapted to the needs of the project.

e Whenever cultural norms in a given project context are in conflict with values (e.g.
anti-corruption) promoted by the IPMA PEM, the context cannot be taken as an
excuse for not following them. However, all efforts to live up to the values promoted
within the IPMA PEM should be scored favourably in the assessed project.

e Breaking strong cultural norms in a local environment can be considered
as innovation, especially when assessing the People £ Purpose area.

Assessment of a programme
The programme is defined as a ‘temporary organisation of interrelated programme components
(constituent initiatives) managed in a coordinated way to enable the implementation of change and
the realisation of benefits’. In practice, it is a group of related projects managed in a coordinated
way to obtain benefits and control, beyond what is possible from managing them individually. Many,
if not most, mega-projects that will use the IPMA PEM are in fact programmes, and a proper under-
standing of the actual scope for the assessment is crucial in order to be clear on where the assess-
ment efforts should be focused, as well as to understand the validity of the assessment results.

There are three general approaches to assessing a programme using the IPMA PEM
(see Figures):

e Assessment of the overall programme management;

e Assessment of the individual project within a programme;

e Assessment of the entire programme, including sub-programmes and individual projects.

Assessment of overall programme management

PROGRAMME

|
% N %

PROJECT A PROJECTB PROJECTC

Figure 6-2: Scope of the overall programme management assessment

The primary goal of a programme assessment as described below is to provide feedback on the
level of excellence of the overall programme management. It is a very efficient way to assess the
overall condition of the programme without the need to conduct a number of assessments of indi-
vidual projects.

In this case, the scope of the assessment of areas A and B of the model typically includes:

e Overall management of the programme strategy, objectives and scope;
e Key stakeholder management from the perspective of the programme management team;
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¢ Leadership at the level of the programme management team;
¢ Processes to manage the programme as a whole and
coordination of activities between projects.

Results are assessed from the overall programme business case perspective.

Whenever the project team is mentioned in the assessment criteria (e.g. in A3), the primary
focus of the assessors should be on:

¢ The programme management team;

¢ The programme management/support office staff;

e The sub-programme(s) and project managers.

Assessment of an individual project within a programme

PROGRAMME

|
% Ng N

PROJECT A PROJECT B

Figure 6-3: Scope of the individual project assessment within a programme

Principles for the assessment of an individual project within a programme do not differ from assess-
ing a standalone project that is not part of a programme (see Assessment of an individual project).
However, in this case, assessor teams can experience difficulties related to interactions within
the programme. It is therefore essential to start this type of assessment with a detailed analysis
of the overall programme structure and the interactions between its components. This should be
followed by a very precise definition of the scope of the assessment. Processes provided by the
programme should only be taken into consideration when they directly impact the management of
the individual project being assessed.

Assessment of the entire programme, including sub-programmes and individual projects

Figure 6-4: Scope of assessment of an entire programme
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Whenever there is a need to obtain a complete and detailed picture of the management excellence
of a programme, it is advised to include both the overall programme management and the manage-
ment of individual projects in the scope of the assessment.
This is the most complex assessment task and should always be organised with special atten-
tion to planning and resources.
There are three possible approaches to such a complex assessment:
¢ Assessment of the entire programme. Here, the programme is assessed
as a complex project, without dividing it into sub-components. Each of the
projects or sub-projects is treated as a work package within a project.
e Assessment of the overall programme management level, combined
with assessments of all the individual projects. This approach combines
the two approaches described in previous sections (Assessment of the
individual project within a programme and Assessment of overall programme
management). Findings from these assessments are then combined to
provide a complete picture of the level of excellence of the programme.
e Assessment of the overall programme management level, combined with
assessments of a sample of individual projects. This approach is similar to the
one described above. It requires less effort while still providing quality findings
on all programme levels. The sample of projects should be carefully chosen in
order to obtain objective results. This approach is used within an IPMA Delta
assessment combining the self-assessment of a number of sample projects (P
module) with an overall external assessment of the programme management
(and, if applicable, portfolio management) at organisational level (O module).

Assessment of representative projects in a portfolio
Because the management of portfolios differs significantly from that of projects and programmes,
the IPMA PEB cannot be applied directly to assess the excellence of portfolio management.
However, the model can be used to assess a sample of projects within a portfolio (see ref-
erence to the IPMA Delta assessment above). In this way, portfolio managers can obtain valuable
feedback on the excellence of leadership and processes within these projects and observe their
impact on project results. This can lead to improvement suggestions for management processes
and leadership at the portfolio and individual project management level.
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6.4. The role and competences of project
excellence assessors

The assessors are the heart of the assessment process. Their key responsibilities are to set up the
process and to carry out an objective assessment based on the IPMA PEM criteria.

Characteristics of a project excellence assessor:
e Strong project/programme management competences
and experience in the practice domain:
— Is an acting professional in the project/programme management field, preferably
possessing an IPMA certification or similar;
— Has experience in working as a project manager and/or as a project management
consultant and/or as a quality expert.
e Strong competences in people and perspective domains:
— Is a team player when working in an assessor team;
Is flexible and open to new approaches, methods, procedures and tools;
Is able understand the context of the project and its complexity;
Appreciates and understands cultural diversity;
Is reliable and diligent in carrying out all duties in the assessment process from
start to finish;
— Adheres to the principles of confidentiality and the IPMA Code of Ethics and
Professional Conduct [7].
e Actively developed the IPMA PEM expertise:
— Has gone through regular IPMA PEM training and is an active participant in the
project excellence assessor community;
— Has experience in using the IPMA PEM for project assessment;
— Is able to write a feedback report with the assessment results describing strengths
and areas for improvement based on the IPMA PEM criteriq;
— Acts as a good ambassador of project excellence, promoting the IPMA PEM based
on the IPMA PEB.

The assessors for the assessment of projects within organisations can be chosen among
experienced project managers, quality experts and project management office/portfolio manage-
ment office staff members. Participation in the IPMA PEM assessment will help to capitalise on their
experience and will further develop their competences through observation and analysis of various
project situations within assessed projects. It can also strengthen constructive dialogue between
these groups of professionals, leading to joint improvement of management methods.

The assessors that participate in the IPMA International Project Excellence Award assess-
ments are selected and allocated to a project by the Awards Management Board, IPMA Vice
Presidents and Chairman of the Awards Management Board.
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6.5. The assessment process

This section describes a standard process of assessment that can be carried out by any organisa-
tion, either internally (self-assessment) or as an external service. For more details on the assess-
ment process used by the IPMA International Project Excellence Award, please refer to Annex C.

The assessment process can be conducted by an individual assessor or a team of asses-
sors. These assessors should not be members of the assessed project team. This helps ensure that
results are objective and gives the opportunity to use assessment as a knowledge-sharing exercise.

If there is more than one assessor, a Team Lead Assessor (TLA) should be appointed. His or
her role is to assure a proper assessment process and to coordinate delivery of the assessment
results in a feedback report. If the assessment is being performed by a single assessor, he or she
must also perform the TLA duties as described below.

Before the assessment, the TLA (often together with the assessor team) and project manager
(or other relevant contact persons on behalf of the project) should agree on the following aspects
of the assessment:

e Purpose (see paragraph 6.1);

e Objectives (e.g. expected results);

e Scope (see paragraph 6.3);

e Process (e.g. people involved, timelines, form of the report).

They should also clarify up front any documents they need in order to prepare for the
assessment process (they can provide a list of the documents they require before the start of the
assessment). All documents should be available for verification on site during the assessment.

The TLA should ensure proper planning and coordination of all the assessors’ activities ahead
of and during the assessment. That includes the distribution of criteria among the assessors and the
creation of interview plans.

From an individual assessor’s perspective (either as part of a team or conducting an indepen-
dent assessment on his or her own) the following steps have to be followed:

1. Familiarisation with the initial set of project documents, such as

project charter, project management plan, baselines, performance
reports, satisfaction surveys, closure report (if available);
2. Initial IPMA PEM assessment based on documentation;
3. Together with the other assessors, reaching a common
understanding of the initial assessment;
4. Creating a list of questions to ask during the interviews and a list of documents to review;
5. Conducting interviews with key project stakeholders, reviewing project
documents to address remaining questions based on the IPMA PEM
and confirming earlier findings based on documentation;
6. Together with the other assessors, reaching consensus on the final assessment.

The assessment results are then documented in a feedback report and presented to the proj-
ect manager and interested parties. The report should cover the assessed IPMA PEM criteria, with
assessment information about strengths and potential for improvements where found.

During the assessment, different techniques are used:

e Interviews;
e Document analysis;
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¢ Demonstration (e.g. of the tools);
e Site visit;
e QObservation.

The IPMA PEM refers to qualitative and quantitative performance indicators that can be used
during the assessment process:
¢ Qualitative data deals with descriptions and can, for example, be generated through
interviews. Qualitative data can be observed but not measured. Descriptions of
experience or situations, or observations of behaviour, are examples of qualitative data.
¢ Quantitative data deals with numbers and data, which can be objectively measured.
Length, height, area, volume, weight, speed, time, temperature, humidity, sound levels, cost,
members, ages, KPIs etc are examples of quantitative data.
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6.6. Scoring approach

Whenever the IPMA PEM is used for continuous improvement and/or benchmarking purposes, a
scoring system is recommended to assess against the model criteria. The overall approach to scor-
ing is described below, while detailed scoring tables can be found in Annex B.

Scoring the People £ Purpose and Processes
¢ Resources criteria

Assessment of the People £ Purpose and Processes § Resources criteria uses an approach based on
the PDCA cycle. Findings in each of these criteria are scored individually on sub-criteria level
(e.g. A.1.a) using a four-column table (see Figure 6-5).

PLAN DO CHECK ACT

Defining a sound Applying an approach Monitoring and analysing Improving and

approach systematically results of chosen integrating the approach
approach

Figure 6-5: Criteria for scoring areas A and B

¢ Plan (defining a sound approach). How the project team selects the
overall project strategy, procedures, methods, approaches and tools that
are appropriate to plan, execute, monitor and control the project and reflect
the complexity of the project. Sources considered by the team may include
industry and/or company management standards and methodologies, specific
definitions of processes or process elements created for the project, etc.

¢ Do (applying an approach systematically). How the project team
implemented the selected approach in the actual project. This column also
verifies whether sufficient resources (human, technical, material) have
been allocated for the successful execution of the planned approach.

¢ Check (monitoring and analysing results of the chosen
approach). This column assesses two dimensions:

— Project management. How the project team regularly checks whether the
processes and tools used in the project are (still) appropriate and optimal for it and
will lead to expected results;

— Project results. How the project team regularly checks whether the progress of the
project and achieved partial or final results are according to the plan.

e Act (improving and integrating the approach). This column is used to score the
way the project team reacts to findings from the regular monitoring and results
analysis. As with the previous column, this column addresses two dimensions;

— Project management. How the project team drives changes to procedures,
methods, approaches and tools, in order to ensure they are optimally appropriate
for planning, executing, monitoring and controlling the project.

— Project results. How the project team develops and implements actions to bring
the project back on track.
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Scoring the various stakeholders’ satisfaction levels

The assessment of the various stakeholders’ satisfaction levels focuses on two dimensions:
¢ The stakeholders’ own perception;
¢ Independent indicators.

Both dimensions are linked to the management approach and compared with an industry
benchmark using a four-column scoring table on criteria level (e.g. C.1):

Expected satisfaction Link between the Comparison of the
level according to approach and the satisfaction level with
indicators satisfaction level the industry/sector
(C1b/C.2.b/C.3.b) (PEM areas A £ B) benchmark

Perceived

satisfaction level
(Cl.a/C.2.a/C.3.0)

Figure 6-6: Criteria for scoring stakeholder satisfaction

¢ Perceived satisfaction level. How a given group of stakeholders (e.g. customer
representatives in criterion C.1) judge their satisfaction themselves. This column takes into
account only the direct statements of stakeholders, obtained, for example, by interviewing
them, or by project satisfaction surveys, recommendation letters, press releases etc.
¢ Expected satisfaction level according to indicators. The satisfaction
level that can be expected based on observing independent indicators,
e.g. meeting acceptance criteria, amount and nature of claims, growth
of the stakeholders’ business as a result of the project etc.
¢ Link between the approach and satisfaction level. The extent to which the approach
to managing the project has contributed to the observed satisfaction level. This column
provides a key link to the People £ Purpose and Processes £ Resources criteria and,
as such, should have a significant impact on overall score for a given criterion.
o Comparison of the satisfaction level with the industry/sector benchmark.
How the actual satisfaction level of given stakeholders, also considering
independent indicators, compares against the industry or sector benchmark.
This column helps to calibrate the observed satisfaction level with what is
usually expected in this kind of project within a given industry or sector. Even
though satisfaction might not always be high (e.g. when lay-offs are part of the
project), it might still be exceptional when compared with similar projects.
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Scoring the project results

The assessment of the project results focuses on two dimensions:
e Results of the project as defined in project objectives
and beyond (sub-criteria C.4.a and C.4.b);
e Project performance (sub-criterion C.4.c).

Sub-criteria C.4.a and C.4.b should be scored together as both relate to various project
results, including impact on the environment. Separate scoring should be conducted for sub-crite-
rion C.4.c, which focuses on project performance.

Results and performance are assessed using a four-column scoring table (see Figure 6-7):

. Link between Comparison of results
Realisation of

project objectives

approach and objectives Trends wit the industry/sector
realisation benchmark

Figure 6-7: Criteria for scoring project results

¢ Realisation of project objectives. This column is used in order to compare project
results and performance with objectives set within the project. Whenever this column is
used for assessing results (criteria C.4.a and C.4.b), it is essential to take findings from
both of these criteria into account. It is expected that excellent projects have a mostly
positive impact on their environment and deliver results well beyond expectations.

¢ Link between the approach and objectives realisation. This column
is about the extent to which the approach to managing the project has
contributed to the results and performance achieved. It provides a link to
both the People £ Purpose and Processes £ Resources criteria and, as such,
should have a significant impact on overall score for a given criterion.

¢ Trends. The purpose of this column is to assess whether the project achieved
its results and performance consistently across all its phases. Good examples
might include consistently on-time delivery, meeting quality requirements
for all key deliverables or a consistently low number of incidents.

e Comparison of results with the industry/sector benchmark. This column helps
to calibrate the observed results and performance level with those usually expected
in this kind of project in a given industry or sector. The expectation is that in an
excellent project the leaders are aware of industry and sector benchmark projects
and the relative position of their own project when compared with them.
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6. Assessment of project excellence

Determining the project profile

The final outcome of the scoring process is a project profile that consists of three general scores,
respectively for People £ Purpose, Processes & Resources and Project Results areas. Examples of
such profiles can be found in the chapterChapter 5.3 of this baseline.

In order to determine the project profile, assessors start with sixteen individual scores for
each of the IPMA PEM criteria. Each of these individual scores is determined using a relevant scor-
ing table as described earlier in this chapter.

The final score for each of the IPMA PEM areas is then calculated using the following formulas:
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People £ Purpose:
((Ala+Alb+Alc)/3+(A2a+A2b+A.2c)/3+(A3a+A3b+A3c)/3)/3
Processes £ Resources:

(B.1+B.2)/2

Project Results:

((C1+C2+C3)/3+(C4ab+Cd4c)/2)/2
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Annex A: Description of the
Project Excellence Model
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Annex A

A. People € Purpose

The People £ Purpose area follows the logic that project excellence starts with leaders, including sponsors,
who define and follow the right values and consciously apply an effective leadership style. These leaders
engage key stakeholders in the definition of the project objectives and strategy formulation. They build
effective teams and engage the right partners and suppliers in order to achieve project success.

A.1. Leadership € Values

Excellent projects are led in a way that anticipates the future and realises it with persistence.

The leaders (i.e. all the people involved in a leadership/managerial role within the project or from the client/
line organisation) act as role models for the project team with respect to values, morals, focus on objec-
tives, working standards, self-management and cooperation, and create a high-trust, high-inspiration
environment. Leaders enable and authorise the project team to anticipate and act in time to achieve proj-
ect success. They support a flexible project organisation capable of adapting to changing circumstances.

A.1a. Role models for excellence

Leaders communicate and live up to their values (i.e. they ‘walk the talk’), follow ethical standards
and act as role models. They ensure that structures and norms are in place that enable project team
members to work effectively and efficiently. Leaders build and strengthen a culture of excellence and
continuous improvement both within and beyond the project. They observe and carry out the project
excellence concepts in a credible way and stimulate others to do the same.

In practice, leaders of excellent projects:
e Arerole models for integrity, social responsibility, ethical behaviour (e.g. as defined
in the UN Global Compact’s Ten Principles in the areas of human rights, labour, the
environment and anti-corruption) and the project excellence philosophy, both within
the project and its environment (e.g. towards the line organisation, clients, partners,
suppliers etc) and ensure the project team members adopt and live up to these values;
¢ Promote the organisation’s values in the project;
¢ Understand the concept of continuous improvement and
champion its application in the project and beyond;
¢ Actively seek feedback from different stakeholders to improve their leadership approach;
¢ Regularly take time to reflect on their own role, behaviour and impact;
¢ Review and improve the effectiveness of leadership behaviour including their own;
e Strive for personal excellence by reviewing and improving their own competences;
¢ Inspire project team members to strive for excellence in their behaviour
and working methods, keeping in mind the objectives of the project;
¢ Systematically integrate project team members into the continuous improvement process;
¢ Fosterinnovation in the project and encourage project team members to do the same.

A.1b. Care for project stakeholders

Leaders care for internal and external stakeholders. They are proactively engaged in balancing the
needs and interests of different parties, supporting their development and striving to provide a good
working environment. They ensure that the impact of the project on its environment is recognised and
actively managed to ensure sustainability.
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In practice, leaders of excellent projects:

e Behave in a socially responsible way, taking a balanced approach to all stakeholders’
interests (including the interests of stakeholders with limited power);

e Personally engage in a dialogue with stakeholders;

e Ensure that management structures create the space and capacity
for maintaining relations with key stakeholders;

e Understand the key elements of the project environment, including
its natural environment, social systems and economy;

e Whenever applicable, recognise environmental bodies and organisations
as project stakeholders, address their needs in balance with the project
objectives and cooperate with them if and when needed;

¢ Create a safety-conscious environment for team members and other
relevant stakeholders, also extending to clients, partners and suppliers;

e Create and promote dialogue among stakeholders that leads
to mutual care and a good working atmosphere;

e Consider the impact of their decisions on the project team, partners
and suppliers, e.g. their health, work/life balance etc;

e Meet regulatory requirements, guidelines and/or standards geared
towards caring for relevant stakeholders and the environment;

¢ Promote activities that lead to stakeholders” development and growth.

A.1c. Orientation towards project objectives and adaptability to change
Project leaders take responsibility for short- and long-term project results (i.e. benefits), ensuring
successful project delivery. They ensure sustainability of project results including, if applicable, the
consequences for future generations. They listen to stakeholders, observe the project environment
and create space for dialogue about different approaches and innovation.

In practice, leaders of excellent projects:
e Ensure a constant focus on short- and long-term objectives;
e Set and communicate a clear, long-term vision that goes beyond the
moment of project completion (i.e. delivery of the objectives);
e Review, adapt and realign the project strategy when necessary, inspiring trust at all times;
e Unite team members and all other relevant stakeholders in sharing
and achieving the project vision, objectives and values;
e Create an environment where team members and all other relevant
stakeholders (e.g. partners and suppliers) take responsibility
for the project objectives and results as a whole;
e Actively strive to remove obstacles that block or limit team members,
partners and suppliers from successfully fulfilling their responsibilities;
e Create a flexible project organisation able to respond (e.qg.
adapt ways of working) to a changing environment;
e Actively involve stakeholders relevant for the realisation and
sustainability of the long-term project results;
e Establish approaches that enable partners, customers and other relevant
stakeholders to generate ideas and innovations and engage them in doing so;
e Promote a culture that supports the generation and development of new ideas and
new ways of thinking to encourage innovation and organisational development.
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A.2. Objectives £ Strategy

The objectives and strategies of excellent projects are defined and developed by the project lead-
ers in alignment with stakeholders’ needs and requirements. They also take into account the project
environment. Once agreed, objectives and strategies are regularly reviewed and, if necessary,
adapted in response to a changing environment or to stakeholder demands. Excellent projects use
project objectives and overall project strategies to develop and continuously adapt their plans and
procedures.

A.2a. Managing stakeholders’ needs, expectations and requirements
Stakeholders, their needs, expectations and requirements are clearly identified and actively
managed.

In practice, excellent projects:
o Systematically identify all relevant and potential stakeholders,
including relationships between them;
¢ Understand the potential positive and negative impact of stakeholders
on the ability of the project to reach its objectives;
¢ Regularly check whether additional stakeholders need to be considered;
¢ Observe changes in the stakeholder landscape and react to them;
e Actively pursue interaction with stakeholders and ensure
that they are involved when appropriate;
¢ Define and implement effective processes for the management of
stakeholders, taking into account organisational and social complexity;
¢ Develop and regularly apply approaches to understanding, anticipating and
responding to their different needs, expectations and requirements;
¢ Identify and record the needs, expectations and requirements of various stakeholders;
« |dentify values and/or objectives important to stakeholders (e.g. safety,
environment protection, sustainability, quality, time to market) in order to
incorporate them in the development of project objectives and strategy;
¢ Actively seek common goals and values and use them to create
project allies of stakeholders whenever possible;
¢ Recognise changes in stakeholder needs, expectations and requirements;
¢ Proactively and transparently communicate the decisions related
to stakeholders’ requirements and their fulfilment;
¢ Systematically compare the project results with the expectations and
requirements of stakeholders in order to monitor the effectiveness
of the approach or the solution chosen to satisfy them;
e Actively integrate stakeholders in the process of continuous
learning throughout the project lifecycle.

A.2bh. Development and realisation of project objectives

Project objectives are developed from a comprehensive analysis of relevant information.
Competing interests are dealt with. Stakeholders are familiar with the relevant objectives and
understand their role in achieving them. Objectives are regularly reviewed, and adapted to changes
in stakeholders’ expectations and requirements when necessary.
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In practice, excellent projects:

Seek relevant sources of information for developing project objectives (e.g. contractual
requirements, corporate strategy and business model, stakeholders, standards,
market conditions, legal etc) and ensure a proper prioritisation of these sources;
Whenever possible, actively involve relevant stakeholders

in formulating project objectives;

Use information from stakeholder analyses when developing project

objectives, also considering the project environment;

Look for possibilities for aligning the objectives of stakeholders (e.g.

suppliers, team members, partners) with the objectives of the project

to ensure their buy-in and maximise their contribution;

Recognise competing and/or conflicting interests and find appropriate
solutions (e.g. integration, rejection, looking for alternatives);

Use a consensus approach to deal with conflicting interests;

Benchmark with similar projects and use conclusions where

relevant for the development of the project objectives;

Ensure that the objectives clearly address sustainability, environment,

security, health and safety requirements adequate to the type of project;

Ensure compliance of the objectives with legal and regulatory requirements;
Recognise the impact that achieving project objectives (e.g. a reduction of the
workforce) would have on stakeholders and the project environment and use this
knowledge for the further development of project objectives and/or strategy;
Verify whether objectives are specific, measurable, achievable, relevant and time bound;
Secure the commitment of the project team members to the project objectives;
Inform stakeholders about relevant project objectives;

Ensure that stakeholders understand relevant project objectives;

Ensure that stakeholders who need to approve the project

objectives commit to achieving them;

Systematically adapt the project objectives in accordance with the changing
needs, expectations and requirements of relevant stakeholders;

Recognise and identify key factors and conditions for success;

Use a balanced set of performance indicators and related

outcomes to determine successful execution;

Regularly check during the project lifecycle whether objectives

can be reached and, if appropriate, take action (e.g. change

approach, modify objectives, add or change resources).

A.2c. Development and realisation of project strategy

On excellent projects, project teams develop and implement an overall project strategy based on
an evaluation of the project objectives, context and environment (including its position in the pro-
gramme and/or project portfolio). The project strategy, together with project objectives, enables
the project team to focus on what is most important for the project to be successful.

In practice, excellent projects:

Consider a range of external and internal factors (e.g. contractual requirements,
corporate strategy and business models, stakeholders, standards, market
conditions, legal etc.) when developing the project strategy;
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¢ ldentify key project values (e.g. safety, environment protection, sustainability,
quality, time to market) and ensure that the project strategy is aligned with them;
e Decide on the most appropriate overall project management strategy (e.g.
hub and spoke or centralised, traditional or agile, centralised or distributed,
make or buy, lab or industrial) and business model for the project (e.g. financing
and taxation models, overall distribution of benefits and risks, partnerships
and contractual models) on the basis of a conscious evaluation;
¢ Ensure that the project’s own strategy is aligned with the strategy
and business model of the permanent organisation;
e Ensure that the project strategy addresses the needs,
expectations and requirements of project stakeholders;
¢ Ensure that the project strategy is relevant to the organisational, social,
political, legal and technical complexity of the project and its environment;
e Actively seek and evaluate innovations and learning opportunities
and adapt the project strategy accordingly;
¢ Ensure that the project strategy includes the project governance
approach (e.g. continuous alignment with organisation’s strategy,
supervision of business case, overall supervision model);
¢ Develop strategies for business continuity during the entire project
lifecycle (e.g. overall risk management, emergency/disaster
recovery plans, delegation/substitution matrices etc);
¢ Ensure that project strategy takes care of transferring project results to
appropriate stakeholders so that they are maintained in a sustainable way;
e Are aware of their own organisation’s key competences, capabilities and abilities in
order to work out strategies for forming partnerships that add value to the project;
e Align the project strategy to potential partners’ strategies to create win-
win situations and maximise their potential partners’ commitment;
e Ensure the project team participate in developing the project
strategy and obtain their commitment to it;
e Systematically monitor and analyse the project performance
indicators in order to adapt the project strategy accordingly.
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A.3. Project Team, Partners £ Suppliers

In excellent projects, project team members, partners and suppliers are valued through the creation
of a culture that allows the mutually beneficial achievement of organisational, project and personal
goals. Fairness and equality are promoted within the project, with respect to integration and devel-
opment of all involved parties.

In excellent projects achievements are communicated, rewarded and recognised in a way that
motivates project team members, partners and suppliers. This builds commitment and enables skills
and knowledge to be used and developed in order to achieve project success.

A.3a. Identification and development of competences

Leaders recognise the competences required for project success in all three domains: people, practice
and perspective [1]. They are aware of the capabilities, limitations and potential of their own organisation
and those of their partners and suppliers. The organisations’ own staff and third parties are taken into
account when developing the project setup. Their competences are developed as and when needed.

In practice, excellent projects:
¢ Identify the competences required for project success in all
three domains: people, practice and perspective [1];
e Recognise the competences, capabilities and potential of project team members
from their own organisation, partner(s) and supplier(s) organisations;
e Develop adequate staffing strategies and processes;
e Consider relevant policies (e.g. human resources (HR), code of conduct) and elements of
organisations’ competence development culture and adapt them whenever necessary;
e Ensure transparency and fairness in project staffing processes;
e Promote and encourage equal opportunities and diversity;
e Manage staffing, development and release of project team members, together
with the relevant staff (e.g. line managers, HR, project management office (PMO),
procurement) from their own organisation, as well as partners and suppliers;
e Have a system in place for the managed and controlled release of people
who can no longer contribute to achieving the project goals;
e Seek opportunities for team members to develop their personal competences while
balancing personal, project and organisation objectives
(e.g. employability, career path, fitness for organisational changes);
e Seek opportunities to contribute to the development of
their organisation, its partners and suppliers;
e Carry out adequate competence development activities, also
involving partners and suppliers when necessary;
¢ Check the effectiveness of the competence development activities
and adapt the processes in place when needed;
e Take into account learning opportunities beyond training
(e.g. by evaluations, analysis of mistakes, mentoring etc).

A.3b. Recognition of achievements and empowerment

People are rewarded, recognised and taken care of by leaders. Project team members, partners
and suppliers are enabled to realise their full potential when realising project objectives. They are
involved in the ongoing processes and are empowered to take appropriate actions.
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In practice, excellent projects:

Define areas of responsibility for project team members, partners and suppliers

and give them a clear mandate to take independent action to achieve results;
Ensure that team members, partners and suppliers have the necessary
authorisation levels, access to the project infrastructure, resources

and information to be able to maximise their contribution;

Involve project team members, partners and suppliers in defining project management
strategy and selecting appropriate project management methods, tools and processes;
Recognise individuals’, team members’, partners’ and suppliers’

achievements in a timely and appropriate manner;

Ensure that recognition of achievements is shared with the permanent organisation;
Develop an open culture that encourages team members, partners and suppliers

to discuss mistakes and to ask for support when facing and solving problems;
Encourage team members, partners and suppliers to have an open mind set

and use creativity and innovation to respond to the challenges they face;

Involve team members, partners and suppliers in continuous reviews,

improvements and optimisation of the effectiveness of their processes;

Encourage team members, partners and suppliers to promote the project

values and act accordingly (e.g. in the areas of safety, quality, care for
stakeholders) and take independent action when these are at risk;

Encourage team members to voice their (personal) opinions

and ensure that these are followed up;

Build true (i.e. intrinsic) motivation reaching beyond financial incentives;

Encourage people to participate in activities that

contribute to the organisation and to society.

A.3c. Collaboration and communication
The project organisation and processes are designed in ways that enable project team members,
partners and suppliers to communicate and cooperate efficiently both within the project and

beyond.

In practice, excellent projects:
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Create a culture of mutual involvement, open communication, trust,

cooperation, collaboration, ownership, empowerment, improvement and
accountability at all levels, also encompassing partners and suppliers;

Build high-performance, integrated teams together with

partners and suppliers as a key success factor;

Ensure equal treatment of all team members, partners and suppliers, especially when
it comes to the realisation of project values (e.g. safety, fairness, work/life balance);
Ensure good understanding of the communication needs and expectations

of team members, customers, partners and suppliers;

Develop and implement communication plans for efficient

and effective communication at all levels;

Encourage all team members to proactively communicate problems

when they arise, and contribute to solving them;

Ensure that the information necessary for team members, partners and suppliers

to collaborate effectively is available and easily accessible in a timely fashion;
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e Enable and encourage the sharing of information, knowledge and best practice;

e Achieve a constructive form of dialogue within the
project team and with other stakeholders;

e Proactively manage conflicts (e.g. through coaching, mediation);

e Ensure that effective escalation rules and/or procedures are in place;

e Gather regular feedback from project team members, partners and suppliers;

e Whenever applicable, ensure continuous dialogue with the permanent organisation
to maximise mutual benefits (both within and outside the project).
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B. Processes £ Resources

The Processes & Resources area focuses on the management of key processes contributing to project
success and the resources required to realise them successfully. Given the importance of the project
management processes and related resources, they receive special attention in the model. The proj-
ect team should carefully select, adapt and develop them in order for the project to reach its goals in
an effective and efficient way. Their adequacy for the needs of the project and its complexity should
also be actively managed throughout the entire project lifecycle. However, effective and efficient
project management processes alone are not sufficient conditions for project success. This is the
main reason that the IPMA Project Excellence Model (IPMA PEM) also considers how the project team
identifies other processes and resources required for project success and the way the project fits into
its environment (e.g. corporate, legal, natural).

B.1. Project Management Processes §£ Resources

Teams on excellent projects identify the key project management processes and related resources
necessary for project success in cooperation with stakeholders. Key methods, tools and project
management processes are selected, developed and optimised to achieve the project objectives
in the most effective and efficient way. This is done based on a good understanding of the project
needs and organisational capabilities.

In practice, teams on excellent projects:
¢ Involve their stakeholders in the identification, alignment, implementation,
evaluation and improvement of key project management processes;
¢ Define project management processes on the basis of good practices and lessons
learned from other projects, stakeholders and recognised industry/sector standards;
¢ Identify and implement appropriate project management processes,
tools, methodologies, structures and resources for managing [4]:
— integration
— stakeholders
— scope
— resources
— time
— cost
— risk
— quality
— procurement
— communication
¢ When suitable to the project and/or sector context, identify and implement
additional project management processes, tools, methodologies,
structures and resources for managing areas such as:
— safety
social responsibility
environmental protection
sustainability
security
knowledge and intellectual property

92



IPMA Project Excellence Baseline

e Ensure that project management processes are adequate for the organisational,
social, political, legal and technical complexity of the project and its environment;

e Manage, evaluate and improve project management processes and
resources on a regular basis during the entire project lifecycle;

e Transfer the results of reviews back to the project, the organisation and other relevant
stakeholders. Whenever possible, the project contributes to the development of the
organisational competences of the performing organisation, its partners and customer;

e Align project management processes with corporate and project governance;

e Adhere to applicable rules and regulations (e.g. national/
international standards and laws);

e Apply innovative project management approaches and value-
adding improvements when appropriate;

¢ Introduce necessary project processes and procedures to
relevant stakeholders and train them when needed;

e Formulate and monitor measurable process performance indicators and
outcomes, clearly linked to the project objectives and results;

e Strive to improve industry or sector standards whenever possible;

e Monitor the effectiveness and efficiency of their project management
processes and resources, such as by observing:

variations/scope changes

— claims and resolutions

— planned vs actual budget (including financial resources, costs, risks, contingency)

— cost of poor quality, deviation or non-conformance costs

— planned vs actual project progress (e.g. milestones and deliverables)

— product quality: internal and external product inspection and audit
recommendations and follow-up, repair, rework, scrap rates

— process quality: internal and external process audit recommendations
and follow-up

— safety related indicators (e.g. lost time incidents, (near) fatal accidents)

— internal and external issues and conflicts (e.g. resource conflicts,
interpersonal issues)
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B.2. Management of Other Key Processes £ Resources

Teams on excellent projects identify other key project delivery and support processes and related
resources necessary for project success (e.g. product design, engineering, maintenance, handover
and acceptance, logistics, safety and security) in cooperation with stakeholders. These methods,
tools and processes are selected, developed and optimised to achieve the project objectives in the
most effective and efficient way. This is achieved based on a good understanding of organisational
capabilities.

In practice, teams on excellent projects:
¢ Involve their stakeholders in identifying and executing key delivery and support processes
in addition to the project management processes that are necessary for project success;
¢ Define their delivery and support processes on the basis of good practice and
lessons learned from other projects and recognised industry/sector standards;
¢ Prioritise the efforts (time and money) on the delivery and support
processes based on the impact they have on the project success;
¢ Identify and implement appropriate project delivery, acceptance
and support processes, tools, methodologies, structures and
resources (existing or adapted) for managing areas such as:
— product development and design
— new technologies/R¢D
— engineering
— compliance
— commissioning and testing
— (legal) approvals and/or permits
— supply chain and logistics
— assets (e.g. buildings, equipment and materials)
— the environment (e.g. waste, CO, output, re-use of materials, recycling)
— safety and security (e.g. worker, site, product)
— product lifecycle
— social impact (e.g. human rights, diversity and inclusion, effects of the project on
the community)
— handover/transition, including training and (gradual) acceptance
— support processes such as: finance, accounting and HR support
¢ Monitor the effectiveness and efficiency of their project delivery and
support processes and resources, such as by observing:
— system performance and acceptance
— waste reduction (e.g. materials, resources)
— pollution levels
— use of raw vs recycled materials
— use of non-renewable materials
— use of hazardous materials
— safety levels (e.g. lost time incidents, (near) fatal accidents, worker and public
health and safety)
— security breaches
— timely permissions/permits
— number of revisions, including approvals and rejections (e.g. drawings)
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— on-time delivery of goods and materials
— closed loop recycling management
— project image (e.g. awards won, recognition received in the media,
publications and articles)
¢ Transfer the results of reviews back to the project,
organisation and other relevant stakeholders;
¢ Whenever possible, ensure that the project contributes to the development
of the competences of the organisation, its partners and customer(s);
e Adhere to applicable rules and regulations (e.g. national/international standards);
e Recognise the necessity of protecting various stakeholders’ information assets and
establish appropriate authorisation levels for information access on a ‘need to know’ basis;
e Apply innovative approaches and value-adding improvements when appropriate;
¢ Introduce the processes and procedures to relevant
stakeholders and train them when needed;
e Formulate and monitor measurable process performance indicators and
outcomes, clearly linked to the project objectives and results;
e Strive to improve industry and sector standards whenever possible.
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C. Project Results

The Project Results area consists of criteria that provide insight into the perceptions about the
management of the project held by the customer, project team members and other stakeholders,
expressed in terms of their satisfaction levels, as well as indicators that prove this satisfaction level.
In addition, it covers other results that can provide insight into the level of excellence achieved by
the project.

Balancing the expectations and demands of all parties involved, together with great man-
agement processes, should lead to sustainable and outstanding results for all key stakehold-
ers. The concept of sustainability as an important element of project excellence is specifically
explained in Chapter 4.4, “The role of sustainability’. As a fundamental principle, results can, by
definition, only be excellent if they are also sustainable, so fully evaluating the excellence of a
project entails extrapolating from the results achieved at the end of a project, in order to estimate
future levels of satisfaction and success.

C.1. Customer Satisfaction

Excellent projects achieve high customer satisfaction. The perceived satisfaction is consistent with
the fulfilment of the project objectives, key performance indicators (quantitative and qualitative),
engagement of customer representatives and their identification with the project. In well-managed
organisations and projects, the customer alone decides on the perception of quality. The customer
satisfaction criterion is a reflection of how well the project team understood and fulfilled their needs
and requirements.

C.1a. Customer perception
Customer representatives consistently express their satisfaction throughout the entire project
lifecycle.

Useful examples might be:
¢ Written and/or verbal appreciation or recommendations
expressed by various customer representatives;
o Satisfaction survey results and feedback from focus groups;
¢ Positive contribution to the long-term relationship with the customer is expressed;
e Formal appreciation and awards for project achievements are granted by the customer;
¢ Customer feedback that gives a clear statement about, for example:
— fulfilment of needs and expectations
— leadership and its accessibility
— project management (e.g. planning, steering, change management, quality
management, requirements, risk management, communication, lifecycle
management, human resource management, deliverables and reporting)
— cooperation between the project team and the customer
— human aspects, project ethics, values and principles
— project results
— other benefits that originate from the project
— achieved alignment to corporate/customer strategic goals
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customer’s ability to realise their business case

long-term, sustainable results of the project

willingness to work on additional projects or tasks either within or beyond the
contractual framework

— recommendations to other business units or companies

— positive lessons learned and improvements to the customer’s business.

C.1b. Indicators of customer satisfaction
In excellent projects, the perception expressed by customer representatives (Cla) and relevant
observable indicators lead to the same conclusions about the customer satisfaction level.

Useful indicators might be:

Benefits achieved as described in the business case;

System performance and acceptance;

Actual performance indicators related to the contract (e.g. budget,

schedule or milestones, quality, deliverables, resources);

The tone of the correspondence, i.e. positive (constructive) vs negative (adverse);

The degree of the acceptance (e.g. conditional vs unconditional,

number and nature of conditions in the sign-off protocol);

Timeliness of response to change requests, claims and complaints;

Number, nature and outcome of change requests;

Number, nature and outcome of claims and resolutions;

Number, nature and outcome of complaints and resolutions;

Number, nature and amount of penalties and/or liquidated damages applied;

Number of unresolved faults/defects (e.g. length and acceptability of the prioritisation
of the punch list — i.e. the list of defects still to be remedied at the end of the contract);
Number and nature of revisions of project related specifications (e.g. technical drawings);
Number and nature of technical queries;

Amount of non-conformance costs;

Safety performance, e.g. lost time incidents, (near) fatal

accidents, timely permissions/permits;

Requests of the customer for new projects;

Awards and formal appreciations received by the customer (e.g. product of the year,
safest site of the year, recognition received in the media, publications and articles etc);
Changes to the contractors’ valuation in the customer’s vendor rating system;
On-time delivery of goods and materials according to plan.
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C.2. Project Team Satisfaction

Excellent projects achieve high team member satisfaction. The perceived satisfaction is consistent
with the fulfilment of the project objectives, engagement of the team members in the project and
their identification with the team.

2a. Perception of the project team
Project team members consistently express their satisfaction throughout the entire project lifecycle.

Useful examples might be:
o Written or verbal appreciation and/or recommendations expressed by various
team members, suppliers, partners, customers and/or other stakeholders;

¢ Feedback results of project team satisfaction statements/surveys;

¢ The project team satisfaction level could pertain to:
— strategy and direction
— confidence in the way the project is managed
— senior leader behaviour, e.g. appreciation of the leadership
— communication and collaboration in the team, with suppliers, partners and/or with

other stakeholders
— partnership and culture
— respect and recognition
— career development
— cooperation between the project team and the customer
— human aspects, project ethics, values and principles
— fulfilment of (implicit and explicit) needs and expectations
— performance management
— trust, confidence and empowerment
— work/life balance
— corporate responsibility
personal and professional development.

2b. Indicators of project team satisfaction
In excellent projects the perception expressed by team members (C2a) and relevant observable
indicators lead to the same conclusions about the level of project team member satisfaction.

Useful indicators might be:
¢ Results of project team satisfaction surveys compared with planned results;
¢ Number of training days compared with planned number of days;
¢ Number/percentage of accepted and denied training requests;
e Sick level (number of sick days), especially with regard to ‘burnouts’;
¢ Safety performance, (e.g. lost time incidents, (near) fatal accidents);
e Turnover rate;
¢ Recognition and awards;
¢ Number of innovations and ideas for improvement proposed by team members;
¢ Number of complaints and their follow up;
¢ Recognition from senior management;
¢ Financial and/or non-financial rewards.
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C.3. Other Stakeholder Satisfaction

Excellent projects achieve high stakeholder satisfaction. The perceived satisfaction is consistent
with the fulfilment of the project objectives, key performance indicators (quantitative and quali-
tative), engagement of the stakeholders’ representatives and their identification with the project.
Stakeholders representing environmental aspects of the project are highly satisfied.

C3a. Perception of the other stakeholders

Stakeholders consistently express their satisfaction throughout the entire project lifecycle. Positive
impacts on the environment are measurable. Whenever the project has a considerable impact on
the natural environment, the satisfaction of respective stakeholders (e.g. NGOs, local communities
and/or authorities) is considered.

Useful examples might be:
e Written or verbal appreciation expressed by one or various stakeholders;
e Awards for project achievements granted by stakeholders;
e Positive results from stakeholder satisfaction surveys and feedback from focus groups;
e Positive results regarding the satisfaction of
pro-environmental entities and environmentalists;
e Stakeholders’ perceptions that give a clear perspective about, for example :

— project management (e.g. planning, steering, change management, quality
management, requirements, risk management, communication, lifecycle
management, human resource management, deliverables and reporting)

— adequate involvement of stakeholders in the project

— long-term relationship

— cooperation between the project team and the stakeholders

— positive contribution to the environment

— human aspects, project ethics, values and principles

direct and indirect project results

impact on nature (flora and fauna)

environmental impact, and consequences for society such as pollution
(e.g. air, soil, water, noise, light), demographic change.

C3b. Indicators of other stakeholders’ satisfaction
In excellent projects the perception expressed by stakeholders (C3a) and relevant observable indi-
cators lead to the same conclusions about the level of stakeholder satisfaction.

Useful indicators can be:

e Benefits achieved as outlined in the business case;

e Nature of the stakeholder correspondence (positive vs negative);

¢ Number, nature and outcome of complaints and resolutions;

e Safety performance (e.g. lost time incidents, (near) fatal
accidents; timely permissions/permits);

e Awards and formal appreciations received by stakeholders (e.g. recognition received
in the media, publications and articles, awards received from relevant organisations);

e Number, nature and results of citizens’ and other stakeholders’ initiatives;

e Number, nature and results of lawsuits and other legal/contractual actions.
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C.4. Project Results and Impact on the Environment

Excellent projects achieve outstanding results while keeping high performance levels. Such results
are achieved as an outcome of excellent management and leadership. Their positive impact on the
environment is also clearly visible.

Examples of project results could be:
¢ Products;
e Services;
e Changes (e.g. social, organisational, cultural);
¢ Financial benefits;
e Social impact;
¢ Market position;
¢ Intangible (e.g. knowledge);
¢ Intellectual property (e.g. technologies, systems, inventions).

4a. Realisation of results as defined in project objectives
Excellent projects realise the results as defined in the project objectives (A2b).

The definitions of objectives related to project results might be found, for example, in:
¢ Project charter;
¢ Scope specification;
¢ Change project objectives;
¢ Organisation strategic plans;
¢ Technical specifications;
¢ Quality metrics;
e Acceptance criteria;
e Business case (e.g. for value to the sponsor, market share,
profitability/return on investment levels).

4b. Realisation of results beyond project objectives, including impact

on environment
Excellent project management and leadership often lead to additional results beyond planned project
objectives. These include positive impact on their environment (e.g. natural, organisational, business etc).

Examples of results beyond objectives could be:
e Public recognition (e.g. media attention, or a structure that becomes a landmark);
e Sector recognition (e.g. becoming the benchmark);
e Awards;
¢ Repeat orders;
¢ New or improved methodologies, technologies and/or products i.e. innovation;
¢ Intellectual property rights;
¢ Knowledge and experience transfer;
¢ Implementation of lessons learned in other activities;
¢ Long-term benefits (e.g. socio-economic);
¢ Long-term cost savings;
e Contribution to industry development.
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Examples of positive impact on natural environment could be:

Outcome of waste reduction (e.g. materials, resources);
Result of pollution levels (actual vs planned);

Outcome of use of raw vs recycled material;

Extent of use of renewable materials vs non-renewables;
Outcome of recycling management;

Meeting ecological requirements/regulations;

Certification according to health, safety and environmental
standards (e.g. 1SO 14000, OHSAS);

Relation of planned/actual ecological indicators.

4c. Project performance
Excellent projects realise their results in an effective and efficient way and minimise their negative
impact on the project environment.

The following indicators of results delivery effectiveness and efficiency should be considered

Cost level;

On-time delivery;

Usage of resources;

Use of (renewable) materials and reduction of waste;
Avoidance of negative environmental impact;
Mitigation of negative social impact;

Prevention of safety incidents;

Cost of (non-) quality.
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Annex B: Scoring tables for the IPMA
Project Excellence Model

© 2016 International Project Management Association 103



Annex B

Scoring table for People £ Purpose and
Processes £ Resources areas

The following table should be used for scoring each sub-criterion within the People £ Purpose
and Processes £ Resources aredas.

PLAN

Defining

a sound
approach

An innovative
approach is

Applying
an approach
systematically

CHECK

Monitoring

and analysing
results of the
chosen approach

All relevant
stakeholders are
fully engaged in

ACT

Improving
and integrating
the approach

All relevant
stakeholders are
fully engaged

in the proactive

developed to meet | All relevant . | up to 100
the needs of the stakeholders are fully | Proactive forecasting | improvement of
roiect committed to the of potential areas for | the approach and
proj innovative/ improvement integration beyond
significantly the project
improved approach
A proven approach and systematically Proactive Proactive
is Ei niﬁcur?t? apply it forecasting of improvement of
im ?oved to rr\eet potential areas for the approach and ub to 80
thgneeds of the improvement is integration within the P
roiect driven by project project is driven by
proj leaders project leaders
An adequate
approach is The approach is Results of the Effective actions
clearly agreed systematically aporoach are are taken whenever
by all relevant followed by all PP . analysis shows up to 60
regularly monitored )
stakeholders and relevant and analvsed potential for
fully aligned with the | stakeholders y improvement
needs of the project
An approac'h Significant variances . .
is agreed with Kev elements of from planned All major variances
some relevant y P . observed in key
the approach are results are noticed .
stakeholders and tollowed by rel b act lead areas of the project up to 40
. . . y relevant y project leaders .
partially aligned with L lead to improvement
key stakeholders within a reasonable .
the needs of the . actions
Sl timeframe
Some approach is i;)(r]ne f(l;:';:s r;trse ::(:(lgr ‘(;‘:;zl:gf': There are attempts
agreed with some PP y to improve the
followed by some brought to the . up to 20
relevant . . approach when major
of the relevant attention of project .
stakeholders variances occur
stakeholders leaders
No proof No proof No proof No proof 0

Table 3: Scoring table for People § Purpose and Processes & Resources areas
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Scoring table for Customer, Project Team and

Other Stakeholder Satisfaction

The following table should be used for scoring Customer, Project Team and Other Stakeholder
Satisfaction criteria (C.1, C.2, C.3).

Separate scoring should be conducted for each of these criteria. The lowest level sub-criteria
(e.g. C.1.q, C.1.b) are integrated within the scoring table (see first and second column below) and
therefore should not be scored separately.

Expected Link between the Comparison of
Perceived satisfaction level approach and the satisfaction
satisfaction level according to satisfaction level level with the
(C.1.a/C.2.0/C.3.a) | indicators (IPMA PEM areas industry/sector
(C.1.b/C.2.b/C3.b) | AEB) benchmark
. The approach
E)r(\fjeg):l?'zgled enabled the A new benchmark up t0 100
roactiF:/eI establishment of a established P
P y Fully sgpports new benchmark
exceptional
satisfaction Z_he at[:p:'o((jl(;h Outstanding i
o irectly led to utstanding in some up to 80
exceptional areas
satisfaction level
Positive in all key Positive in all key Clear link in all key Good in all key areas | up to 60
areas areas areas
Positive in some Positive in some Clear link in some Acceptable in most up t0 40
areas areas areas areas P
Neutral Neutral Weak link Acceptable in some up to 20
areas
No proof, or
. . approach
Negative Negative clearly leads ta No proof 0
dissatisfaction
Table 4: Scoring table for Customer, Project Team and Other Stakeholder Satisfaction
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Scoring table for Project Results criteria

The following table should be used for scoring the Project Results criteria (C.4).

Sub-criteria C.4.a and C.4.b (Realisation of results as defined in project objectives and Realisation
of results beyond project objectives) should be scored together, as both relate to various project
results. Separate scoring should be conducted for sub-criterion C.4.c (Project performance).

Link between the
approach and

Comparison of

Realisation of objectives results with the
. . L Trends .
project objectives | realisation industry/sector
IPMA benchmark
(PEM areas A € B)
The approach
Substantially enabled the Continuously above | A new benchmark un t0 100
exceeded establishment of a the benchmark established P
new benchmark
The approach Continuously Outstanding in some
Exceeded PP s exceeding g up to 80
exceeded objectives : areas
expectations
All realised Clear link in all key Fontmuously positive Good in all key areas | up to 60
areas in all key areas
Majority Clear link in some Continuously positive | Acceptable in most up to 40
realised areas in some areas areas P
. . - Acceptable in some
Only partly realised Weak link Periodic up to 20
areas
No proof No proof No proof No proof 0

Table 5: Scoring table for Project Results criteria
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Annex C: The IPMA International
Project Excellence Award assessment
and its benefits
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The IPMA International Project
Excellence Award assessment

IPMA annually awards project management prizes to project teams worldwide that achieve and can
prove great feats in project management. The IPMA Project Excellence Model (IPMA PEM) is used
as an assessment tool for projects that apply for the IPMA International Project Excellence Award.

IPMA has a standardised process for project assessments consisting of the following steps:
e The IPMA Awards Office selects trained IPMA award assessor teams
and appoints team lead assessors (TLAs) for each project;
¢ The assessors carry out their first individual assessment;
¢ Each of the assessor teams discusses its findings and scores in a
virtual team meeting and prepares a first jury report;
¢ The assessor team carries out a site visit and prepares a second jury report;
e The assessor team prepares a feedback report for the applicant organisation;
¢ Inrelevant applicant categories, the jury decides on:
— Projects striving for excellence;
— Project excellence finalists (Bronze project excellencerecognition);
— Prize winners (silver project excellence recognition);
— Award winners (gold project excellence recognition).

The IPMA International Project Excellence
Award assessment process

1. IPMA Award assessor teams and TLA assignment: The IPMA Award Vice
President, IPMA Awards Management Board Chairman and the IPMA award
office assign IPMA award assessors, the assessor teams and the TLAs. The
appointed assessors for the current year must confirm their full commitment
to participate in the full duration of the IPMA assessment process.

2. First assessment result and first IPMA award jury meeting: After receiving
the application report, each IPMA award assessor carries out his/her individual
assessment based on the IPMA PEM. The TLA consolidates and analyses the
assessor results. During the virtual team meeting, the assessor team discusses
the individual results with the objective of reaching a common understanding.

During this meeting, the assessors also compile a list of questions, topics for which
additional information is needed and documents to be studied, to be provided at
the site visit. The assessor team provides its results to the IPMA award jury in the
first jury report. During their first meeting, the jury collects questions and topics
for the assessor team during the site visit and provides them to the TLAs.

3. Site visit and final IPMA award jury decision: The TLA, with support from the IPMA
award office, organises the visit with the applicant. The purpose of the site visit is to
collect additional information and perceptions for the final assessment of the project.
During the site visit, the assessor team conducts interviews with all involved parties in the
project. After the interviews. the TLA organises a team meeting to finalise the assessment
results from the site visit as per the IPMA PEM assessment criteria. The consolidated final
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results from all assessor teams are provided to the award jury in a second jury report.
During the second award jury meeting, the jury analyses the assessment results, checks
additional questions with the TLAs and decides which projects qualify as finalist(s) and
which are the projects striving for excellence. From the finalist pool, the jury decides

on the IPMA prize winner(s) and IPMA award winner(s). This decision is kept strictly
confidential until the IPMA awards ceremony, at which the results are officially announced.
Feedback reports are prepared by the assessor team and handed

over to each applicant after the awards ceremony.

The site visit

The site visit process starts with the preparation for the visit and focuses on the IPMA award
assessor team interviews with all interested parties (stakeholders) of the applicant’s project. The
TLA is responsible for the consolidation of the assessment results and consensus of the team on
these results.

Site visit steps:

1.

Preparation for site visit: The IPMA award office provides the TLA with the rules for
the site visit, such as travel rules, behaviour requirements during the site visit, etc. as
agreed with the applicants, TLAs and Assessors. The agenda for the interviews with the
interested parties is agreed between the assessor team and applicant. The assessors also
prioritise the most important questions, topics and documents they want to talk about
and see during the site visit to find further information necessary for the assessment.
Site visit and interviews: The applicant presents the project and TLA presents

the IPMA International Project Excellence Award process and products. After

these presentations, the interviews and document checks take place. During the
interviews, the assessors seek proof for the IPMA PEM criteria and assess them.
Feedback consolidation and consolidation on final assessment: The assessor
team consolidates the information from all interviews. The results from the site visit
are consolidated and written up in a second jury report. The jury report consists of the
findings of the assessor team as well as their recommendations to the jury. In parallel,
the assessor team starts work on writing the feedback report for the applicant.

The award jury assessment

The jury plays an important role during the assessment process. The jury members receive initial
information from each applicant and are in contact with the TLAs during the assessment process.
Two award jury meetings are organised during the assessment.

1.

During the first jury meeting (a virtual meeting), the award jury defines for
each application which additional topics/questions need to be covered
during the site visit. This information is provided to the respective TLAs.
During the second jury meeting (a physical meeting) every TLA presents the
outcomes from the site visit. Based on this information and the consolidated
results from the assessment (covering all IPMA PEM criteria) the award

jury selects the finalists and takes the final decision on the winners.
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The award jury prepares feedback that is reviewed with the TLA and is integrated in the feedback
report. The feedback report is a document that is created for each applicant individually by the
assessor team. It provides the applicant with an overview of strengths and areas of improvement
with respect to each criterion of the IPMA PEM.

The IPMA International Project
Excellence Award benefits

Benefits for stakeholders

A central component of the IPMA International Project Excellence Award mission is to help organi-
sations improve their performance in project management. Organisations can use the IPMA PEB not
only to apply for the IPMA International Project Excellence Award competition, but also as a man-
agement tool to achieve excellence in project management. The combined outcomes of the IPMA
International Project Excellence Award and experiences gathered by organisations are capitalised
by educating business, government organisations, municipalities and communities on the benefits
of improving their project management performance.

Organisations that reach the finalist level or become an award winner can reach a large audi-
ence and have the greatest chance for success in helping to spread the message about the benefits
of following the project excellence concept and using the IPMA PEB to improve project performance.

Benefits for applicants

Organisations that reach the finalist level or become an award winner are recognised in front of a
large international audience and join a select group of internationally acclaimed projects.

Applying for the award in itself gives a project team a ready-made opportunity to test their
excellence in project management. If a project team uses the IPMA PEM to reflect on its own
achievements, it will automatically identify improvements and actively address them.

The main benefit for applicants is in receiving feedback on the strengths and improvement
potential of their project management. The project teams applying for the IPMA International
Project Excellence Award receive a detailed written feedback report from the IPMA assessor team
of qualified and experienced project experts in leading project management positions.
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Benefits for projects striving for excellence,
finalists and winners

Finalists and winners of the IPMA International Project Excellence Award will enjoy such benefits as:

¢ The highest international honour for excellent project performance and
worldwide recognition. The IPMA International Project Excellence Award is
awarded to the project teams that achieve the best results based on the IPMA
PEM, making them the most successful representatives of project management.
The IPMA finalists, winners and projects striving for excellence gain confidence
and additional support from their stakeholders, which will enhance their further
success. The project team members will also gain confidence in their capability
to manage future projects, and this will enhance their career prospects.

¢ Multi-dimensional marketing opportunities for the applicant’s organisation on
a worldwide scale. The IPMA International Project Excellence Award considerably
enhances the prestige of IPMA award winners, prize winners, finalists and projects
striving for excellence, because their names are officially publicised. The logo of the
IPMA International Project Excellence Award is available for company documents and
publications. This enables the team to show that they are one of the most successful
project teams. IPMA award winners, prize winners and finalists are invited to pass on their
experience of project excellence at the annual IPMA Project Management World Congress.
This is an outstanding opportunity to show their status as a leading project management
team and share experiences. The IPMA World Congress documents and other publications
demonstrate the IPMA PEM and use the teams and organisations responsible as practical
examples. Reaching the level of the IPMA International Project Excellence Award is the
result of long-term dedication to excellence and improvement in project management.

e Award continuity: The IPMA International Project Excellence Award is given
once a year for a project of a given organisation but the same company/
organisation can participate in the following year and demonstrate how it has
applied the improvements suggested by the IPMA award assessor team.
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The International Project Management Association
Project Excellence Baseline, Version 1.0

Our society is rapidly moving away from routine tasks and permanent organisations
towards more fluid structures where the project form is the most natural way
of organising most activities. At the same time, society is having to cope with
unprecedented complexity due to factors such as climate change, rapidly changing
markets, poverty and financial crisis. Alongside these, there are additional factors
such as the trend among stakeholders to promote their interests actively and the
way that objectives increasingly tend to change during the lifecycle of projects.
For all these reasons, it is important to understand the building blocks of project
excellence. This standard, the IPMA Project Excellence Baseline® (IPMA PEB),
is designed to promote excellence in managing projects and programmes, and
complements our previous standards for individual competences IPMA Individual
Competence Baseline (IPMA ICB®) and organisational competences in managing
projects IPMA Organisational Competence Baseline (IPMA OCB®). The main target
audiences for the IPMA PEB are senior managers, project, programme and portfolio
managers (including Project Management Office (PMO) and project staff) as well as
project excellence assessors, consultants, trainers and coaches.
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