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0 New professionals from Japan are sought

Index B Principles of human resources for new professionals

Japan’s economy has been sluggish. One of the reasons for it is that Japan’s
systems, organizations and individual common sense cannot adapt themselves

® New professionals from Japan are sought - 1 to environmental changes. Accordingly, both individuals and organizations
have to construct new frameworks resolutely and bravely througha new way of
® What is P2M? 2 thinking and promote reforms. The key principle of reforms is b develop
human resources having a wide view and a lofty viewpoint. A university
® \What is the framework of P2M 4 education has also gradually directed its attention to this new type of
professionals and intends to establish courses of project management and P2M
® History of project management 6 in addition to the courses for masters of administration.

® Global system of project management s 8 .

B Aiming to solve complex problems

® Usefulness of project management 10
So far, the certification has been granted to specialists and professionals of the
® Background of the development of P2M wwwsmmmmsssssseerersssssinns 12 type who are deeply specialized in anarrow field. To give examples, lawyers
inthefield of law, accountantsin thefield of financial affairs, engineersin the
® Features of P2M 14 field of technology and doctors in the field of medical treatment. However,
complex problems have been increasing in politics, in our society and in
® Project management of P2M 16 companies. Problemsthat do not center on onefield, but cover several fields,
for instance, establishment of new business and development of new products,
® Program management of P2M 18 need such knowledge as technology, finance, and administration. One of the
human resources that have such knowledge might be entrepreneurs. However,
® Domain of individual management of more and more strongly we feel the need for new human resources for
new project Management based on P2M -wswersmserssmseessens 20 professionals that understand the essence of complex problems in the place of
entrepreneurs and put solutions into practice and that cannot be classified into
® Domain of the existing individual management of either managers or engineers.
PM included in P2M 22 v
® Domain of use and training activities of P2M  -eeweeeesesssssssnees 24 B New Mission-type professionals

® System of the certification of P2M qualification and These humarj rgsourcesfor profess_i onalsare called either‘hL‘Jman respurces of a

P2M club 26 mission-achieving-type or of a mission type. The specialists having such a
wide variety of knowledge as was stated above, however, have not existed so
far. Now Japan also needs human resources that can reveal the full{ength

° i0ation Of P2M 1 s
Fxample of the application of P2M ! 28 pictures of complex problems and draw up highly feasible solution scenarios so

® Example of the application of P2M 2 30 that even individual specialists can perceive the problems. Such human
resources also need to figure out ways and means to handle a situation and

® Questions & Answers on P2M 32 produce value by taking advantage of them. In short, Japan has come to need

professionals that try to acquire knowledge that enables them to gain a
perception on a higher level, in addition to traditional expertise, business
practice and experience.
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& What is P2M? 2M

Program management based on project ] )
management @ Relation between programs and projects

(Business reform conducted by N Motors)

Project management has been developed so far for the pracical execution of

projects focusing on one theme. These project management specialists have -
been recognized in the engineering industry, construction industry, IT industry ® Manufacturing
and other industriesin the West. prog

Problems in our advanced industrial society, however, are complex and have Commiox demand

several themes entangled. Project management can provide basic knowledge UF:lcenain

that furnishes a partial solution, but cannot achieve an overall solution that has development environment

to grapple with several themes. Therefore, program management based on Enlargement of

project management tries to divide complex problemsinto several projectsfirst domains

and'then |lntegrate them as'awhole. This standard knowledge that has become Financial cost
availablein theworld firstis P2M.

Programs » Several projects
H Innovation based on P2M L y
Japan has become aknowledge-based society. To give achallenge to complex p ¢ Proiect t
themes and themes that go against a common sense, considerable knowledge, rogram managemen roject managemen

experience and resolution must be transformed into proposals and such
proposals must be carried through. There are many organizations that focused L
on partial improvement of production and plunged into a crisis. It was the

solution of complex problems that enabled Mr. Ghosn, president of a car Integration management

manufacturer, to actualize hiswell-known corporate rehabilitation. To that end,

the president formed a program composed of several key points, such as

reduction in workforce, rearrangement of resources, withdrawal from l v

unprofitable businesses, rationalization of procurement of parts, and
development of new products, and successfully accomplished a revolution on
the whole. Excellent concepts have nothing to do with the sizeof a company.
Recently, a content provider put forward the idea of what dogs ae trying to
convey and a game manufacturer made much of the idea and developed a
translator, achieving fame. In other words, we are at the dawn of a society that
attaches importance to ideas to create mechanisms and to produce richness and
value in alife. This is the essence of the intention of P2M, which tries to
create aframework for innovation.

Individual management




4 What is the framework of P2M? PM

Creation of a new framework Overall structure of 2

The creation of aframework is equivalent to the production of vaues.
Manufacturing is one of these and has been functioning in Japan, but

with the rise of Asian young nations, a new framework is needed now.

A certain textile manufacturer makes a full use of IT technology and
completes products in a week, satisfying the demand for individud
designs, colors and patterns. A mobile phone manufacturer intendsto
add a digital camera to a cell phone to create a new market and
satisfactorily introduces the ideas in the planning stage. It darted to
manufacture products and tries to make good use of user friendliness
as data and information.

Inthelong run, P2M aimsto create anew framework. |t deliberately
distinguishes three kinds of projects that produce values and ams to
enjoy acombined effect .

Creation of a framework based on a combined
effect of three kinds of projects

C Scheme Model

Service Model

System Model

]

——
Knowledge database
B Summary of the essence

Introducing the creation of frameworks into manufacturing |

The creation of frameworks denotes that non-technical elementswill be blended into
manufacturing and developed into anew business model. (measuresagainst deindustrialization)

Educational standard for the development of human resources aims at the
creation of frameworks.

P2M isaguidebook of practical capability that changes middle managers of an organization
from acontrol type to aproject producing type. (achievement of strategic problems as a mission)

Realization of new companies based on the development of human resources

P2M realizes a program+type administration model which enhances corporate value and Japan
takes the lead in. (background of adirect financial era)

- 4

Program and project management of P2M differ from continuous
management of administration in that they fix time limitsin accordance
with specia missions and solves problems. It is the project
management tower that illustrates the system and scope of P2M. Once
amission is achieved, its leader' s dutieswill be completed and its team
will be disbanded.

mP2M Tower

I. Entry Entry

Project management

X (1) Definition, basic attributes, and a

Il. Project management framework

(2) Common view of project management
(3) Complex management

(4) Individual management

(5) Complex management skills

Program management
(1) Definition, basic attributes and a
framework
(2) Program foundation
(3) Profiling management
(4) Program strategy management
(5) Architecture management
(6) Platform management
(7) Program life cycle management
(8) Value index management

Ill. Program management

IV. Individual management

Individual management frames

Project strategy management

| Project finance management

Project systems management

Project organization
management

Risk management | | Information management

| Project target management | | Project resource management |

Relationship management | | Value management

| Communication management |

- 5



® History of project management

P2V

Dawn of
project Pyramids, the Great Wall of China, etc.
management
First, Project management clarified the targets of time, quality
generation and cost to obtain excellent results.
Target oriented 1950s
‘ Project management attached importance to the progress

of operationsto produce excellent results expected by the
parties concerned

Second
generation |
Modern project management

Process oriented 1980s

N Project management responds to environmental changes
and produces feasible solutions to problems that are
getting more and more complicated to realize the creation
Mission oriented of corporate value.

P2M
21 century

Project management of the first generation

» ##Standard requirement for the order control## by the Department of Defense

» C/CSCS(Criteria/Cost Schedule Control System) \k(

» targetsof acontract (1) cost (2)time (3) quality o @‘{

> It controls such complex and large-scale artificial structures as warplanes,
submarines, dams, and plantsin accordance with their schedules.

» Since “Project Engineering of Process Plant” was published by H.F. Rase

M.H. Barrow sometime between 1950s and 1960s, it was mainly adopted by the
projects of oil refining and the construction industry.

Project management of the second generation

Taking alook at the history of project management, we can tell that the basic concept
of project management of the first generation was that it clarified the targets of cost,

time, quality and the scope to obtain excellent results steadily. It was intended for
large-scale project transactions and its core lay in an attitude that tried to protect
securely the terms and conditions of contracts.

Then from the latter half of 1980s the United States intended to enhance
organizational competitiveness and re-edited this knowledge system. The project
management of the second generation was developed into the concept that

emphasi zed operational processes to produce expected results that satisfy stakeholders.
Business process engineering that stresses productivity and speed reflects the concept
of project management of the second generation.

What is a modern problem pursued by Japan? The answer to the question is the

creation of strategic frameworks of corporate value. The project management of the
third generation aims to be aware of environmental changes and find a means of

bringing about solutions to complex missions in order to improve business value.

Compared with the project management of the first and second generations that

attached importance to the internal environment, this project management is aware of
changesin the external environment and takes advantage of good points of teams. It
lays stress on a starting point in the upper course of projects to reveal how to solve

problems and expanded its scope and started to use the accumulated knowledge and

datain the lower course of projects. .6

Representative western-type knowledge system

Body of knowledge
Outline
Interest-related
Context ) ;
Social-related
Operational Management target
process Operational procedures
. . Necessary
Business practice, knowledge
knowledge and skills Method of analysis

Project management of the third generation( P2M )

P2M (system of practical capability):

First project management published outside the west
» Creation of value
» Expansion of the scope of projects

» Certification of the three level qualifications for the professi onals of
amission achieving type in connection with the creation of
frameworks



Q Global System of Project Management

A variety of project management systems are found in the world. PMBOK™ of the
United States and IPMA of Europe are well known. P2M is a standard guidebook of
program management developed in Japan and it has been expanded fom the
conventional program management focusing on job sites only and eflects an
intention to actively introduce it to the whole body of an organization, including
general administration standard. It aimsto become aglobal standard.

B Global PM standard
APMBoOK

PMBOK™Guide

(Great Britain) (PMI)
BS 6079
(Great Britain)
IPMA Competence

Baseline (ICB)

P2M
ANCSPM (Japan)
i The
Profession
PMI PM Organizations
OPM3
SAQA OSCEnNg (PMI)
(South Africa) (Great Britain)

(Source  Lynn Crawford, Executive Forum 2002)
B Comparison of bodies of knowledge

P2V

PMBOK™PM

knowledge area

| Scope management

| Organization management

| Risk management

Communication
management

United PMI® ( Project Management Institute)

States Guide on the Body of Knowledge: PM Bg)KT'VI (Bgdy of Knowledge)
PMP®, (CAQ®, PMA®)

#The number of Japanese who obtained PMP® is believed to exceed 2,000.

IPMA (International Project Management Association)
P Capability System Guide: 1CB (IPMA Competence Baseline)

PMCC(Project Management Professional s Certification Center)
NETEL! - P
....examinations and certification of P2M

JPM F(Japan Project Management Forum)
....professional s organization

- 8-

| 1 Integration management
| 2 | Time management
| 3 | Cost management
| 4 | Quality management
5 Procurement
management
IPMA
Sunflower

v

PM capability (competence)
experience attitude
knowledge

» IPMA (European Union)
Competence Baseline

v

Establishment of 28 main
competence areas Self-
established process

14 items: respect for
culture and spiritual climate
by country




4 Usefulness of project management 2\

Project management can accomplish cross-sectional purposes. H . K h . find | luti bl
@ Changes are one of the problems assigned to administration, but they cannot be OWGVGF’, itta ?S more t. arjl pI’OjECtS tofind a comp ete solution to problems.
handled in the conventional vertically divided organizations. > Who isresponsible for aproject is unknown.

@ n order to grapple with a variety of complex problems concerning the whole » Knowing that it isimpossible, companies are forced to accept difficult delivery dates.

company, it is necessary to make integrated efforts covering many fields and it is > Top management’s slow decision making throws projectsinto confusion.
project management that can deal with such various problems. > Projects are broken down and operated for in-house reasons.
Eiji Watanabe (former chairman of Nikki) > The priority order of projects are frequently changed for reasons of lines.
’ » The cost of projects are shadowed and problems are hidden.
» Influenced by other projects, plans go wrong.

» The same products are independently produced in different projects.
» PM enables fewer staff members to carry out more work in a shorter time period. > The same failures are repeated in different projects.
> Improvement of productivity » Impermissible projects are carried out.
» PM makes it possible to supervise changes in the services better.

Program management for the whole company has not been developed yet.
A responsibility -taking systemis not revealed.
» The top management does not understand the circumstances.
» Lessons|earned have not been established.

%

PM produces efficient and effective organizations by leading to improved

organizational actions.

v

PM makes it possible to closely cooperate in operations with customers.

> PM provides means to solve problems. » Isaproject office set up?
» Control by P2M over the whole company is desired.
B Survey on expectation of P2M Program management that matches an economic environment

26% R R
| Current business requirement |

Changes in .
Changes in the market
S

18%

12%

Technical progress
8% 7%

Rapid and drastic changes
IT strategy » Management

- - strategy
Productivity pecision Ability  Information Business \_/

making to think nature

| “Business is changing. Itis natural that project management is also changing. “ I

(Source IPMC2001 Mr. Shin's key note)
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@Background of the development of P2M

B Environment surrounding Japan ...5K

Decline in international economic competitiveness ...
Swiss IMD survey (chief 49 nations)

@ 2002: first place: the U.S. 30" place: Japan (Japan wasin thefirst placein 1993.)

Research and development 2nd place (1)United States (3)Switzerland
(4)Germany (5)Sweden

Proportion of skilled workers  10th place (1)Philippines (2)lceland (3)Austria

Productivity 26th place (1)U.S. (2)Norway (3)Luxembourg

New business oriented 49th place (1)HongKong (2)Israel (3)U.S.

@ Financial rules changing into direct financing

Preference investment

R .
Bank <+«——— | Group companies
— Fund raising Attractive companies
Financial S EEE——

<

market < -
Shares and notes Projects

@ Competition rules: Deindustrialization
Is Chinathe world’s factory?

Mobile Phone 12.9%
DvD 38.3
VTR 23.2
PC 8.4
Color TV 24.6
Steel 14.5
Motor Cycle 46.1
Air Conditioner 38.7
HDD 6.9

(Nikkei July 27, 2001)
- 12-

P2V

« Administration rules: Seeking reforms
Changesin theratio of treasure shares of domestic institutiond investors and
overseas capital
Tokyo Stock Exchange

Domestic institutional
investors

Foreign investors

@ Accounting rules  Attaching importance to cash flows

Shareholder
Profit Capital Value Added
cost
Creation of
Cost Cost attractive projects

—

Application of PM to corporate administration is sought for the enhancement of competitiveness.

Corporate activities
Project office

Reforms and
improvement

Maintenance and
preservation

Business
administration

| Focusing on | | Cross-sectional and borderless |

Distrbution
of resources

departnients

Concept of the division of

professional duties Mission/project type concept

(Source: Cited from explanations given by Kunio Yoshida and Shigenobu Ohara)
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4@ Features of P2M

P2M is aJapanese version of the system of project management and aims to create
a strategic framework for the purpose of improving corporate value in the method
of project management. The creation of frameworks denotes that the management
takes the initiative to ask the whole organization what corporate value is and
reconstruct a new business model.

Creation of value

Expansion of project areas

Taking out Japan's accumulated wisdom

Certification of the 3 level qualifications for the professionals of a mission
achieving type in connection with the creation of frameworks

Making knowledge and ability hybrid

Adoption of a project model approach: scheme, system, and services
Upgrading the integration of individual management of PMBOK ™ to original
program management

Edition of the context (background and a common view) of PMBOK™ as PM
Expansion of individual management

Management of each of the following items

-strategy - finance -systems -resources -relevance -value

M Creation of frameworks

1 Division of the middle course (system)
Distinguish the structure of combination of profit-based independent units
from the groups of substitutes and incorporate “a framework for getting
adapted to circumstantial changes”.

2 | Expansion to the upper course (scheme)
Process of expressing the management’s ideas and insights in concrete
documents, scenarios and plans as amission (starting point)

| 3 | Expansion to the lower course (services) |
L ook for new opportunities by accumulating and processing know-how and
data acquired from the construction and use of systems.
i i Planning and Effective use and
Domain Insight ?”‘.’ ideas execu_t|%n of maintenance of
£ P2M of missions projects systems
0 (scheme model) (system model) (service model)

|<_ Conventional PM _’i

44— Py ——p

- 14

P2V

W Basic framework

1| Entr . .
| | y Attitude of professionals

practical
capability
3 | Program management

Individual management |

Basic principles

System of _’I 2 | Project management | - Common view

Individual management

(11 items)
Fundamental tasks: Shared fundamental tasks are shown in aflow chart.
Scope of knowledge: The scope of cross-sectional knowledge necessary for
solving problems are shown.
Solution of individual problems: Freguent hands-on learning isshown in formalized procedures.
Solution of complex problems: Hypothesis and analogy are incorporated into hands-on learning.

B Means to improve judgment of practical capability and
introduction of frames

‘|

Experience, norm 3 Learning, memory,

and capability remembrance
I and application
Hypothesis, Practical

analogical inference, capability
deduction
T Combination of
Individual »| framesbased on
management ¥] individual judgment

M |deas, course of action and uniformity

Project management Program management
- Evaluation based on Evaluation based on
Definition P Ny S
specific missions entire missions
Basic Individuality/ terminability/ Ambiguity/expandability/
attributes uncertainty complexity/uncertainty

eProgram mission
eProgram value
eProgram community
eProgram architecture

eProgram integration
eUse of management skills management skills

eSystems approach

eProject life cycle

Common eProject platform(“BA")
view eProject stakeholder

*

Use templates for practical capability for procedures.

Construct frameworks on individual judgment and develop analogical and foreseeing capability and
adaptability.

* Introduce examples and acquire practical capability through simulative learning on events that occurr
at any time.

*

- 15-



4 Project management of P2M

HmProject

special mission assigned during a specific period marked by the
beginning and the end under specific constraints, including resources,
and circumstances.

A projects represents a value creating business that aims to accomplish a

S . Creativity, novelty and new
individuality combinz?{ion Y

The circumstances are not the
same.

Basic
attributes ¥ | Terminability Definite beginning and ending

Including known and unknown

Uncertainty facts, and circumstances

B Project management

Project management is a general term of practical capability that organizes an organic
team for the accomplishment of a mission and carries out a project efficiently and
effectively by a justifiable and specialized means and acquires certain results.

Creation

® Common view of project management
In terms of project attributes, regardless of field, scale and circumstances, ideas,
approach, rules, environment and influence are common attributes.

Project
management

Common view of project management

Systems approach

Project life cycle

Project platform(“BA”)

Project stakeholder

P2V

Project attributes

individuality

terminability

uncertainty

value creating

- business
Use of management skills
® Project management skills
| Project management skills |
. I
| Common management skills | | Individual management skills |

of value Justifiable means

Project Practical capability for Efficient achievement
management acquisition of results capability

Effective fulfilling
Special team capability

General term of practical capability that organizes an organic team for
the accomplishment of amission and carries out a project efficiently and
effectively by a justifiable and specialized means and acquires certain
results.

- 16-

A

A

Management principles
Organization theory
Management cycle
Leadership

Use of resources

11

items including

Strategy management
Finance management
Target management
Relationship management
System management

Overall image and common view of project management

The common view is set to get rid of i) inconsistent interpretation,
ii) disoriented course of action and iii)actionsthat do not conformtorulesat all.



4 Program management of P2M el |

EProgram ® Roadmap of program management

Programs are assigned tasks on requirement. Their basic attributes include ) First step: [definition] o
Adaptation to external changes and accomplishment of an overall mission

(1) Ambiguity-profound views, ideas and meaning

(2) Expandability-their area, scale and structure can be expanded. | ~ Second step: [common view] |

(3) Complexity-several themes are entangled and deeply related with each other. Understanding of elements specific to programs

(4) Uncertainty-they include new elements and are subject to circumstantial
changes. |

——

Programs are an organic combination of several projects that accomplish realize
an overall mission.

(

Third step: [common foundation] main target of management |

(

Fourth step: [integration management]
Realization of value and overall optimization

® Common view of program management
A common view represents basic (minimum) common recognition andinterpretation
that is needed in the actual fulfillment of management in connection with characteristic
n Program managemem phenomena arising from basic attributes of programs.

| Program mission

Program management is equivalent to practical capability that responds to external
changes and flexibly adapts the fulfilling capability of an organization to them, in order

' . . S . Program value
to accomplish an overall mission. The role of practical capability lies in integration Common view | 9

activities to enhance the overall value by optimizing the relationship and combination of program )
\>| Program community

among projects and to accomplish the mission. management \

Program architecture

(3)integration principles.

Acgfoa%pgiggﬁm Having a common view and the
mission understanding of the foundation | Integration management skills of programs
| | Using integration management ® Program integration management
Program chiefly | Profiling management |
management |— /
} || Learning and instructing project Program strategy management |
l management
Program -
integration ———> | Architecture management |
i iz ati - - — management
Overall optimization Learning and instructing individual 9 \
— management \ | Platform management |
Prerequisites are to understand (1)program attributes (2)program rationality and | Program life cycle management |

| Value index management

- 18- - 19-



@ Domain of individual management of
new project management based on P2M

W Project strategy management

Framework that clarifies a relationship between corporate (including public institutions and non-
profit organizations) strategies and projects and introduces project activities effectively to the

creation of corporate value

M Information management

P2V

How to make the most of information and information technology (I T) in fulfilling projects

Purposes

Operational procedures

Results

Purposes

Operational procedures

Results

- Having projects create
maximized corporate value
- Effective project investment

- Elimination of business risk

Making use of evaluation

Real option

Balance score card

Project portfolio
Maintenance of the
foundation system of projects
Construction of partnership

system of strategic projects ' :

Project companies
Learning companies
Construction of a Win-Win
relationship
Improvement of project
competitiveness
Improvement of speed,
cost reduction
quality improvement
improvement of
customer satisfaction

for the execution of projects

B Project finance management
Project management method that aims to build a framework of fund raising necessary

Improving efficiency and
increasing sophistication of
project operations

Quick and reliable decision
making

Project cost reduction

Promotion of information
shared by stakeholders of
projects

.

Decision of project
management methods
Decision of project
management operations
which information systems
are applied to

Information shared within

projects and communication
methods

Improvement of accuracy of
project management

Improvement of
communication among
projectmembers

Accumulation and effective
use of shared information

Purposes

Operational procedures

Results

project and maintains the project

M Relationship management

A series of operational process that determines a relationship an
nagood condition and leadsit to a success

ong stakeholders involved in a

Creation of a framework for
efficient fund donation for
projects

Containment of risk in
projects (limited retroactivity
of debt repayment )
Ensuring profitability and
enforceability

Creating a framework for
fund procurement while
forming a framework of
projects

Alleviation of a burden and
dispersion of risk

Creation and selection of
basic concepts

of elements

Creation of a feasible
framework and an optimal
framework

Allotment of optimal risk
Evaluation of profitability
and evaluation of finance
eligibility

Selection and specification ' :

Guarantee of realizability
and signs of projects
Creation of the framework of
stable risk management that
supports projects (integrated
realization of a risk
management system as a
framework and fund raising)

Purposes

Operational procedures

Result

Customer satisfaction
Satisfaction of stakeholders
Fulfillment of projects
Maintenance of and

progress in corporate
activities

- Designing of relationships

-Maintenance of relationships
-proposal
-agreement
-adjustment of relationships

- Reconstruction of relationships

Clarification of the role and
responsibility of each party
concerned (stipulation in
proposals, agreements and
other documents)

Solving problems during the
fulfillment of projects
Development into the
proposal of next cases and
new cases

M Project systems management
We may come across ambiguous and unexpected matters at the time of performing project activities.
Thisisone of the thinking methods that avoid such problems as much aspossible.

Purposes

Operational procedures

Results

® Value management
Value circulation process that accumulates knowledge, experience and the like arising from typical
corporate or project activities as a value source and gives feedback to projects

Rearrangement of complex
problems existing in projects

Fulfilment of required
specifications

Prevention of the occurrence
of problems

Improvement of the value of
plans and results

Improvement of project profits

Systems management
Systems engineering
Softsystems approach

For instance, system thinking,
problem solution methods,
and modeling methods

Project plans that can be
accomplished

Arranged and balanced
project concepts
Improvement of the quality
of project management
Improvement of results and
productivity

Customer satisfaction

Purposes Operational procedures Result
Recognition and evaluation
of value
Quantification of value _Ilfggmgféggeyr?;g:?:rmem Clarification of value
Maximization of value . i " .
Maintenance Creation of new business
Reproduction of value - Kaizen
; QM Maintenance of business
Maintenance of value Contract ofsuretyship
Creation of value Collection of investment Complex effect

- 20-

Environment
Creation of service business
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Q Domain of the existing individual

management of project management included in P2M

M Project organization management

Method for operating project organizations for quickly and flexibly responding to circumstantial

changes in a strict environment surrounding projects

Purposes

Construction of the

foundation of project
organizations

Improvement of productivity
of project organizations
Decision of decision making

i

Operational procedures Results
Understanding of the
environment of project
organizations
Designing of project Improvement of the

organization
Construction of project

rules teams
Improvement of - Securing human resources

communication efficiency Operation of project

Achievement of customer organizations
tisfacti Evaluation of project
satistaction organizations

productivity of projects

Improvement of the maturity
of organizations

Satisfaction of project teams

W Project target management

Function that supplies a route map so that project managers and team members can imagine
processes from then to the completion under the constraints of cntract terms and resources and

fulfill projectsin awell-balanced manner

Purposes Operational procedures

Results

Analysis of life cycles
Visualization of targets
Definition of the scope of
services

Establishment of a baseline
for measuring and
controlling progress
Forecasting results
Optimal execution
Effective information
transmission

Control over changes
Formalization of know-how

Life cycle plan

Scope management
Cost management

Time management
Quality management
Progress control

Control over reporting and
changes

Control over delivery

Successful completion of
projects

Customer satisfaction
Accomplishment of targets
Effective use of resources

Contribution to corporate
administration

Creation of new projects

n Project resource management
Management that clarifies six (material, fundamen

tal,

information, financial) resources required for projects and properly secures them

human, intellectual,

Purposes Operational procedures

Results

Resource plan

Achievement of required
specifications

Basic plan for budget control
Setting and ensuring
delivery dates

Improvement of the profits of
projects

- Specification of resources
- Preparation of plans

- Confirmation of results
-Measures for improvement

- Accumulation of resources

Securing resources
(required quality, necessary
time, securing within
budgets)

Improvement of results and
productivity of projects

Customer satisfaction

- 22-

Domain of management

P2V

H Risk management

Most of the projects contain uncertainty and risk and this method controls and responds to such risk

to acertain extent.

Purposes Operational procedures Results
Basic plan i
i i ot ; Evasion of an excess over
Understanding uncertainty Specification of risk estmates

and risk (degree of danger)
and drawing up
countermeasures

Giving a challenge to
uncertainty and risk and

Preparation of measures
lans) against risk
xecution of

countermeasures

Evaluation of the

b circumstances in which risk
decision on acceptance management is executed
Minimization of the cost of (reevaluation, monitoring
loss and decision of

Securing accountability countermeasures throughout
(responsibility for results) a project period)

Evasion of risk and securing
afel

S
Completion of projects
within budgets
Completion of projects
within delivery dates and
construction periods
Customer satisfaction
Improvement of project
rofits .
xpansion of business

B Communication management

Basic matters of communication and a method of getting involved on the basis of one'sbusiness
experience, focusing on cross-cultural communication closely related to project management

Purposes Operational procedures

Results

Ideas for alternatives

Capability to deal with
different cultures

Accurate communication
among parties concerned .
Understanding of the actual
condition for solving

problems

Role of local staff

Understanding of one’s own
Making it easy for culture and different culture
heterogeneous persons to

participate in projects Making full use of

information technology

Control over forecasting

Establishment of a
confidential relationship
among stakeholders

Establishment of a
communication style proper
for such projects
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QDomain of use and training activities of P2M 2M

EDomain of use of P2M B Training of employees

A large number of Japanese companies have employed western style knowledge
and project management and obtained excellent results. Many Japanese
companies also achieved a success with their independent project management.
What is worth attention is that energetic Japanese companies employed creative
and complex themes and had program management that enabled them to solve
problems successfully. It is P2M that was turned into a practical system and it
goes beyond western style project management and matches the current Japanese
cultural climate. Accordingly, it is easier for Japanese companies to use it, and
expectations that western companieswill introduce it also rise.

The domain of use is illustrated below and it includes reforms of self-governing
bodies showing financial deficits, stagnant corporate renovation, survival of small
and medium-sized businesses, I T solution business, speedy product devel opment
and global supply network.

Bringing up and training project managers
that can appropriately control business operations

Government support for development,
transfer of technology, international co-
development, urban development,
community development, PFI business,
control and evaluation of placement and
acceptance of orders

Renovation of
corporate
administration

Public-related

Administrative
renovation,
reorganization of
organizations, re-
engineering,
corporate merger,

Development of
programs and
construction of
information systems
and information
networks

Information
foundation
business

Innovation of
production

up and response
systems

to complex
problems

Maintenance
of social
foundation

Creation
of new
business

Automated and intelligent
systems, CIM, virtual factory,
efficient production and

X distribution systems
Preservation of an

environment, energy
system and traffic system

Research and
development, new
business, venture

business and partnership
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Valuable projects are produced by human resources. Development of human
resources comes before development of companies. It isnecessary to learn about
the creation of frameworks as part of training. Persons and organizationsthat have
learned project management are have an edge, but there is more than learning
project management. Reasonsfor it are asfollows.

Firstly, independently developed knowledge and lessons on the creation of
frameworks are not share.

Secondly, no efforts have been made to grapple with complex problems.

Thirdly, advantages in an information-based society cannot be turned into rules.
Japan has already obtained a far superior results. It is P2M that standardized
Japan’s wisdom, knowledge and experiences.

.

acquisition and tie-

(1) PMCC offers short-term P2M courses to leading companies and
organizations.

(2) PMCC offers about 10 open classes ayear.

(3) PMCC is scheduled to offer tie up courses withWaseda University and
Lille University, Francein 2005.

(4) PMCCisplanning to tie up with other training institutions.
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@ System of the certification of P2M
gualifications and P2M club

ESystem of the certification of qualifications

This full-fledged certification system grants the three level qualifications of
project management based on the concept of P2M and it is the first of itskind in
Japan. These new qualifications are granted as valuable qualifications based not
only on knowledge but also on experience and practical capability. The
certification system is a neutral one and anybody can take its &aminations
regardless of one’s past experience of taking seminars. In 2002 the examination of
PM S was given and in 2004 the examination of PMR is also scheduled to be given.

Abbreviation English appellation Examination Eligibility ?"?d
term of validity
PMSa Project Management Written knowledge -based Acs(dZ:?;E:gz?;%’ig?ebgfég?s
Specialist examination D g
Renewal of every 5 years
) Project Manager Practical knowledge+ written [ PMS + experience OI project
PMRa Registered examination on practical managemen
capability + interview Renewal of every 5 years
" PMR + experience of project
3 Program Management Essay on practical
PMA& " 2. N -
Architect capability + interview management
Renewal of every 5 years

® Merits of the acquisition of the qualifications
For individuals
»Acquisition of new PM practical capability
»>Pride and establishment of asocial status as PM professionals
»>Recognition of responsibility and self enlightenment as PM professionals

For employers (companies)
»Useful for corporate renovation
» Contribution to the creation of corporate value
»Useful for the creation of business models
»Useful for the actualization of corporate visions
»Serving asjudgment criteriafor individual capability at the dawn
of amobile employment society
T

> PMSP® makesit possible to diffuse education and acquire an immediate
asset of business adaptability

> PMR® increases social recognition of project managers and employment
opportunities

> PMA® increases opportunities for rehabilitation and renovation arising
from the creation of project-type businesses

» The qualification system improves responses to complex problems
confronted by the professionals of project management.

P2V

HP2M Club

“P2M Club” isintended for those that acquired the qualifications. Its members are
given various privileges to obtain self-training and social confidence.

Eligibility for taking programs of continuing education for the renewal
of the qualifications

Participation in specific theme Information exchange groups

study groups and meeting places

® Members can participatein ® Members can participate in exchange
specific theme study groups. groups of those who acquired the

qualificationsand can exchange
information and obtain new technical

information.

Ability to serve as instructors of Participation in P2M symposiums

short courses Mermb . .

e Members can become ® Members can participatein
instructors of short courses P2M symposiums held at various
on P2M. places at discounted fees.

Acquisition of PMCC journals Permission of use of the

appellation of PMS
® PMCC newsletters
® P2M mail magazines ® Members can usethe
® PM journals (dissertations) appellation of PM S for name cards, etc.

® Continuing education program for the renewal of PMS

gualification (CPU)
Those who acquired the qualification of PMS can take a continuing educational
program for 5 years to allow them to improve the level of knowledge of project

management and learn the up-to-date technical knowledge of their specialized
fields.

-
L 2 Purposes ¥ Forms
® Enhancement of the level of ® Execution of PM activities
knowledge ® PM self training activities
e Acquisition of the up-to-date ® Receiving PM education given by

official academic institutions

technical knowledge on PM e Attending courses designed for

® Sdlf training and self the renewal of the P2M
enlightenment qualifications designated by
® Acquisition of social trust and cC

quality improvement Participation in PM professional

communities
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X 4 Example of the application of P2M ...1

Dye manufacturer transformed itself into a life value creating

corporation by taking advantage of profiling management

A dye manufacturer faced a crisis of bankruptcy once. Now the ssme company is dealing with
fashion, interior decoration, automobiles and housing after divesifying its business fields. It has
come to obtain excellent results as alife value producing company.

4 Four symptoms common in the manufacturers that faced a crisis

Since a financial big-ban, leading manufacturers, including those of semi-conductors, home
appliances, heavy machinery, and automobiles, have faced a crisis and manufacturers having
difficulty rehabilitating are too many to enumerate. What caused this to happen?

One of the biggest reasonsis that the framework that maintained growth and profitability in the past
hasost its power to produce results due to environmental changes. For the moment, too, most of the
companies are desperately making efforts in terms of administrative strategies, cost reduction,
“kaizer?", development and reduction in lead time and reduction of inventories. However, no desired
results have been realized yet.

Totake alook at these manufacturers, we can tell that there were symptoms in common as follows.
(1) Though reforms are proposed, they are abstract and do not focus on definite themes.

(2) Though themes are set up, they have little effect on the entire company.

(3) No desired results on themes have been realized.

(4) Evauation and treatment after the execution of reforms are ambiguous.

Under such circumstances, could we possibly declare that the concept and intention of entrepreneurs
have certainly spread into their organizations?

“ Profiling that clearly defines problems

P2M has profiling management as one one of program management methods.
Profiling refers to a process that clearly defines problems seen through current
complex phenomenaand gives comprehensive control over theiniti al stage when the
details of missions are well understood and links between purposes and goals are
created. Inthe same stage relational analysis reveals the meaning of the entirety and
parts, cooperation, and interests and problem solving scenarios are envisioned. In
surveys on feasibility and simulations the scenarios need to be carefully examined.
What is especially important in this stage is to make the comprehensive views and
profound insights of entrepreneurs look like a mission of the companies or
organizations and have several projectsintegrated under such vi ew and insights.
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“ Construction of direct relations with end users on a new information
network

This dye manufacturer is along-established company that handled a variety of textiles from silk to
synthetic fibers. Fibers were supplied to it through wholesalers from leading fiber manufacturers
and it was commissioned to dye them for along time. However, cheap textiles came to be imported
from overseasin alarge quantity and a domestic demand for dying drastically dropped, leaving the
company on the verge of acrisis of bankruptcy at onetime. Now the same company is dealing with
fashion, interior decoration, automobiles, housing, electronics and medical supplies after
diversifying its businesses. It is producing excellent results. What on earth enabled the company to
successfully transform itself in such ashort period of time?

When the company was on the brink of bankruptcy, a new president took office and worked out a
comprehensive view and insight seen through the tendency of the times, environmental changes and
importance of IT development. He set out new corporate value, that is, the conversion from a dye
manufacturer to a life value producer. The corporate mission led to the acquisition of profitable
growing businesses and enabled the company to understand environmental changes ahead of other
companies and changeitself from a subcontractor to an independent manufacturer.

However, the abovementioned explanation is still too abstract. The dye manufacturer originally had
connections both at the upper course and lower course of distribution. To sump up, the company
had complex interests in the field of distribution. Therefore, the company severed these old

conflicting interests and changed the whole framework. It also approached end users and

constructed direct relationships with them. Thus, it finally became able to manufacture products
having life value.

In this regard, ameans to directly link local factories and the market in Tokyo was aproblem. It was
profiling management that was made full use of as a method of solving the problem. To be concrete,
what solved the problem was a CAD business model that receives individua orders on dyeing and
patterns by means of computer graphic interfaces. Then data are transmitted on the Net at a
surprising speed and through a CAD manufacturing model, automation, a CAM model and

marketing several projects are created and each order is carried out. As a result of this profiling
management, innovative fashion was produced one after another and further a marketing project
developed businesses of interior decoration for housing and automobiles.

4 Administration of a dye manufacturer that experienced a drastic change
areform

Leading textile |—| Wholesaler Dye Wholesalerg

manufacturers manufacturer

after '
the reform
Life value prqducing Complex projects
corporation

’ End users of fashion

Department
stores

Fashion

End users

] ’ End users of automobiles and
housing
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X 4 Examples of the application of P2M ...2

Use of P2M at waste disposal plants, which is

accelerated by the switchover into the PFI system

Nowadays more and more self -governing bodies intend to privatize public waste disposal plants. As
far as companies are concerned, they have to assume long-term risk. Therefore, it is necessary to
launch a project after taking the overall administration into consideration.

4 Legal regulation led to the creation of a new project

Waste disposal businessis now at abig turning point due to the formation of aresource circulation
type society, which was stated as a national policy, and prevention of global warming.

So far Japan has made it a fundamental rule to incinerate wastesfrom the standpoint of sanitation.
General wastes from households have been disposed of as a part of administrative services, but as
the problem of dioxin came up, the surroundings of waste incinerators have been under stricter
control. As aresult, it is getting more and more necessary for sdf -governing bodies that operate
disposal plantsto maintain the facilities carefully and construct new facilities .

On the other hand, among companies that construct these facilities competition in technical

development has started to heat up in order to meet environmental regulation and they have further
developed waste disposal technology that enables material recycling, thermal recycling, and
chemical recycling to be carried out in accordance with the concept of the resource circulation type
society.

Also, wastes generated from corporate manufacturing activities and products themselves became
regulated by various recycling laws, including Containers and Packaging Recycling Law, Electric
Appliance Recycling Law, and Automobile Recycling Law, and manufacturers were forced to
dispose of them on their responsibility.

4 Administrative reforms will change private businesses

Due to a shortage in tax revenue attributable to recent depression, funds to be invested in waste
disposal administration have been insufficient. The number of sef-governing bodies that plan to
privatize public waste disposal facilities has drastically incressed for the reason of efficient and

effective management of funds and use of private sector vitality.

The former contracts were lump sum subcontract agreements based on orders on performance and
they covered the processes from designing, manufacture, construction and trial operation to delivery
in conformity to order specifications drawn up by self -governing bodies, but owing to the transition
to privatization of public facilities, the processes from the operation to the maintenance and

management of the facilities fell under the scope of subcontractors. Risk assumed by companies
used to be the cost of construction alone, but now companies have to assume risk for about 15 years
when the facilities will be operated. Consequently, companies ae forced to argue about whether
they will take part in abid or not from the administrative standpoint as well.

Therefore, in the past waste disposal business needed to make judgment from the standpoint of
whether or not their technical capability matches the production and demand made by customers, but
now they also need administrative judgment. Especially, since the project is along-running onefrom
the acceptance of orders to the operation of facilities, it has been transfigured into a business that
exertsagreat influence on corporate administration.
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“ Necessity of program management

Changes in an external environment produce new technology and demand changes in the corporate
administration. Technical development projects have to fight short decisive battles now and projects
for constructing waste disposa plants have gradually taken the PFI (Private Finance Initiative)
system. Projects have been extended over a longer period of time and come to shake the very
foundations of corporate administration.

The administration switched its policies to the cost reduction of the entire projects and minimization
of operation-related risk and the big problems grappled with by companies are the administration
methods concerning increased efficiency of individual projects, improvement of profitability and
minimization of risk. Companies are trying to control and merge severa projects and the choice of
individual projects also requires crucial administrative judgment.

Thisiswhy the concept of program management is effective in terms of administrative strategies and
has been introduced.

“ Positioning of corporate administration and technical development in
the environmental administration

Tightened environmental
regulation

e

~,
V

Technical development Project for the renewal of
garbage disposal plants

3

Putting program management into practice
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4 Questions & Answers on P2M

>

1

We often hear the term, “project management”, used these
days. How could we interpret it?

We explain the term to beginners as activities that can actualize desires
and dreams within a specified time limit. In terms of corporate duties,
projects can be defined as plans having specific themes. Since human
resources, money and materials are invested in plans, we desire plans to
produce results matching the investment of resources. The entirety of
reasonable activitiesis called management.

However, P2M explains it as value producing projects. Why
are two different explanations given?

Basically the two explanations are the same. A precondition of project
management for companies is to select projects that can produce profits
and carry them through and that of self-governing bodies intending to
conduct public worksisto select projects that can produce benefits, such
as welfare, convenience and safety, and to put them into practice. So far
thisfact has not strongly been recognized and quite often usel ess projects
were conducted. Accordingly, it is very important to recognize projects
as value producing projects over and over again.

Why have project management and P2M come to attract
attention recently?

In short, as Prime Minister Koizumi emphasizes, both self-governing
bodies and companies need structural reforms. Duties are classified into
two types, that is, those called routines that are repeatedly conducted in a
daily life and projects temporarily carried out by teams within specified
time limits. Projects contain unexpected and inexperienced detdls, such
as new and creative matters and the solution of problems. Project
management and P2M have attracted attention as an effective practical
standard that can systematically offer ideas, knowledge and methods on
renovations and problem solutions in all the fields of administration,
industries, and education.
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Project managers were already acknowledged in the
engineering industry and IT industry. Why was P2M
guidebook expressly published?

It is because the problems confronted by Japan have become complex.
The wages of Japan reach the top level of the world and are twenty-five
times higher than those of China. China has come to be able to
manufacture products of the same level, such as home appliances,
materials and parts, in terms of quality and delivery dates and
overwhelms Japan with its competitiveness. Consequently,
deindustrialization of the manufacturing industry and downsizing occur
everyday and investments are made in technical development. However,
China's technical development ability ranks second, but in light of

difficulty in practical implementation and establishing new businesses
due to regulations and its environment China occupies the 49th pace.
Quality of difficulty differsin connection with the creation of necessary
frameworks. In other words, we need project managers that can

understand the entirety from a lofty point of view concerning business
and a technical field and transversely solve problems with a wide view.
Accordingly, project management does not intend to bring up managers
specializing in plant and information technology.
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4 Questions & Answers on P2M

P2M proposes program management that goes beyond project
management, but what is the reason behind the proposal? Is
it possible to use P2M for small and medium-sized
businesses?

Y ou asked avery good question. Program management triesto optimize
several projects on the whole. Program management and project
management are mutually and closely related, but program management
governs project management. In other words, program management is
suitable for the solution of complex problems project management find
itslimitsin.

For instance, suppose a building (system) will be built. Unlessthe fund is
financed by banks, the project will not become effective. The role to be
played by project managers was to be given funds and build a building.
However, as a matter of fact, we collect project funds, forecasting the
needs of offices and housing in urban districts and estimating the
collection of investment. What if this company issues shares and notes
and collects funds? This is a scheme project that needs expertise, time
and cost similar to the construction of a building. It also needs
knowledge to acquire the users of the building and a service project for its
maintenance. What | have just explained is the creation of a framework
and if small and medium-sized enterprises start up a new business, they
can quickly useit with the application of knowledge.

| hear that P2M has attracted attention in the west, but do you
think that it will become a global standard?

| believe that it is very likely. The P2M standard guidebook was
published in November 2001 and the training and certification of
qualifications started in April 2002. However, IPMA of Europe is
showing its interests in mutual certification as well. A P2M course will
be started at the ##Graduate School of Lille## in France on an
experimental basis in the academic year of 2003. P2M needs more
accumulation, but we hope to realize its global standardization in a few
years.

P2V

| work for the personnel affairs department of a company. If
desire to adopt project management as a part of employees’
education, not for the purpose of acquiring qualifications, in
accordance with the P2M standard guidebook, what would
you suggest that we should do?

The P2M includes program management that differs from the western
standard and individual management that supports project management
also covers the scope of knowledge, such as strategies and finance. The
certification of study training institutions is scheduled to be
independently conducted soon. For the time being please contact PMCC
for details, for PMCC provides various training services.

| major in the humanities. | hear that students in science and
technology are eligible to take the examinations, but are
students in the humanities ineligible?

Regardless of majors, the examination of the project management
specialist in P2M opens its door to everybody for a qualification
challenge. We are not in the times when human resources should be
classified into a humanities major and a science major, but merger of
knowledge is the most important value assets. We hope that you will
take the exams.

Is the qualification of P2M a national state qualification?

No, itisn’t. The Ministry of Economy, Trade and Industry provided funds
for the development of this standard guidebook and actively supportsthe
promotion of the qualification system and helped us to operate the system
as a non-profit organization. The system of certification is also being
privatized independently and the trend is the same in the West a well.
Since this qualification is recommended by the nation, fairness, justice and
neutrality are its important operational principles. A club designed for
those who passed the examinations was set up and it makes efforts to
provide services after the qualification was granted.
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4 Questions & Answers on P2M

10

>

11

Since | would like to take the qualification examination, could
you give any advice on the quickest way to success? Also, if |
acquired the qualification, what merits can be provided? |
studied the American standard, but is it useless?

PMCC offers study training courses designed for the qualification
examinations twice a year and taking these courses will surely ke
beneficial. However, taking them is not a requirement for the
examinations, and you can choose to prepare for the examinations by
studying all by yourself. The acquisition of the qualifications is one of
personal goals, but in a society that no longer guarantees lifetime
employment, academic history and business history alone cannot
sufficiently prove your career or capability. The certification by a third
party institution is needed. Fortunately, the qualifications on project
management has already been evaluated highly in the west, ahead of
Japan, and they are being recognized not only in the construction, IT and
engineering industries, but also in the manufacturing, consultant,
financial and service industries. At PMCC, a club for those who passed
the examinations was set up and provides opportunities for deepening
knowledge and supplying information. As for the scope of knowledge
common with P2M, examinees might be excused from taking an

examination of the American standard, since discussions are going on,
and so studying the American version won't be useless. Since P2M

covers a wider scope, we will provide an additional examination onthe
coverage for the purpose of granting the certification.

If | have learned everything in the standard guidebook, will |
satisfactorily pass the qualification examinations?

The guidebook merely shows the scope of knowledge. Accordingly, itis
not atextbook. We intend to publish, specify and recommend textbooks
for the qualification examinations of P2M independently in the near
future.
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