
Code Name Name Code Organisation Title
M1-EP2-P2 Mr. Badavam EP2 Sazeh Co.
M2-EP2-P2 Mr. Tehrani
M3-EP2-P2 Mr. Hazini
M4-EP2-P2 Mr. Boshrooyeh 
M5-EP2-P2 Mr. Tavana 
M6-EP2-P2 Mr. Fay’yaz

M1-C1-P1 Mr. Nikkhah C1 Sazeh Khavar Co.
M2-C1-P1 Mr. Navi
M3-C1-P1 Mr. Ekbia
M4-C1-P1 Mr. Neyzari
M5-C1-P1 Mr. Kamali 
M6-C1-P1 Mr. Hakhamaneshi

M1-S2-P2 Mr. Sharifi S2 MSA Co.
M2-S2-P2 Mr. Moghadasi
M3-S2-P2 Mr. Darabi 

M1-C2-P2 Dr. Mos'hafi
M2-C2-P2 Mr. Hayat Gheibi
M3-C2-P2 Mr. Afshar Ebrahim
M4-C2-P2 Mr. Hajsadeghi 
M5-C2-P2 Mr. Aayani 

M1-EP1-P1 Mrs. Askari EP1 Nargan Co.
M2-EP1-P1 Mr. Grigorian
M3-EP1-P1 Mr. Baghoomian
M4-EP1-P1 Mr. Ansari 
M5-EP1-P1 Mr. Sedaie 

M1-CL2-P2 Mr. Eslahi P2 BPC
M2-CL2-P2 Mr. Mohammadi
M3-CL2-P2 Mr. Sadeh
M4-CL2-P2 Mr. Ahmadi
M5-CL2-P2 Mr. Amid 
M6-CL2-P2 Mr. Fadaei 
M7-CL2-P2 Mr. Nematizadeh 
M8-CL2-P2 Mr. Zadmajid 

M1-CL1-P1 Mr. Moosavi P1 JPC
M2-CL1-P1 Mr. Nickravesh
M3-CL1-P1 Mr. GhasemPour
M4-CL1-P1 Mr. Ashitiami
M5-CL1-P1 Mr. Kikhaei 

M1-S1-P1 Mr. Jannesari S1 Reactorsaz
M2-S1-P1 Mr. Anvari

M1-EP0-P0 Mr. Ta’ati EP0 Namvaran
M2-EP0-P0 Mr. Attar 
M3-EP0-P0 Mr. Arian 
M4-EP0-P0 Mr. Ardeshirian

C2 Keyson Co.
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Competency Assessment Report 
 
 

Developing of PM Competency Standard & Training System For Petrochemical Projects 

 
 

   

 
Competency Assessment and Association with Key Roles 

 
Objectives and Purpose 
 
The purpose of Task 4 was to build on previous activities and identify the existing competence of 
selected personnel within the two case study projects. Data collection was carried out at two sites, 
Tehran and Assaluyeh, over the period 6th June to 5th July and involved in-depth discussions with the 
selected managers and inspections of the environments in which they worked. This report details the 
activities carried out during Task 4 and their outcomes, in accordance with the agreed project scope for 
Phase 1. 
 
Introduction to APIC General Competency Framework 
 
The United States Department of Health and Human Services defines competency as: “a set of 
behaviours that encompass skills, knowledge, abilities, and personal attributes that, taken together, are 
critical to successful work accomplishment.” This definition implies that competency is a personal 
attribute and a set of behavioural characteristic individual to the person not part of an organisational 
inventory. Competencies manifest themselves in the context of professional engagements otherwise 
they are invisible and difficult to assess and improve. 
 
Based on the above definition of competency, Professor Jaafari and his colleagues have developed 
APIC’s general competency framework and chart of competencies over the course of 8 years with 
particular emphasis on the needs of large complex capital projects. The competency framework 
encompasses multiple levels and can be mapped to different roles in project organisations. These 
competencies were tested and modified based on the feedback received from managers (including 
mature graduate students) at the University of Sydney. In 2004-6 Professor Jaafari and his colleagues at 
Asia Pacific International College undertook a comprehensive review of the APIC competencies with 
the aim of incorporating transformative and leadership philosophy and updating many areas to 
represent the challenges that professional and executive people face in today’s complex world of 
project and program management.  
 
In its current form, APIC’s Chart of Competencies for Project and Program Management comprises 13 
competency areas, of which 2 are specifically allocated to socio-cultural and leadership and the 
remaining 11 address project, program, business and organisation management competencies relevant 
to project based management. In all, there are 54 units of competencies broken down to 156 elements 
thus covering a wide area of organisational capabilities and skills needed in 4 divisions as follows: 
 
Entrepreneurial 
competencies 

Concern with development of the project from concept to completion as a viable optimum business 
entity. In effect, a project created by NPC is no more than an idea; it must be nurtured against all odds 
to develop into a fully functional and viable business entity in line with the customers and market needs. 

Managerial & 
technical 
competencies 

Concern with leveraging both tacit and formalised knowledge and ensuring that these are utilised to 
deliver specialised tasks and achieve the project goals. While the client/MC does not necessarily 
conduct all activities, it needs to know how to outsource and manage the parts that are not done directly. 
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Risk management 
competencies 

Ability to continuously inform and refresh decisions and actions through application of both formal and 
tacit processes and knowledge to assess and deal with threats, risks, uncertainties, ambiguities, 
complexities and change in order to facilitate timely and efficient attainment of goals. 

Relational 
competencies 

Concern with creation of trust, commitment, teamwork and communication among the coalition of 
organisations and individuals who often collaborate on projects and programs, including promotion of 
cultural sensitivity, respect, tolerance and correct attitude. 

 
Modified APIC General Competency Framework 
 
APIC team studied the following documents in order to determine whether or not any modifications 
were necessary to APIC Competency Chart: the investigation conducted by other consultants on 
different case projects; the interviews conducted as part of Task 2 and general observations by the 
APIC team while conducting Phase 1. Based on the expert opinion of the APIC team and after careful 
consideration of the information available, it was concluded that there is no need to modify APIC Chart 
of Competencies. APIC has already handed over to the client a copy of its Competency Chart and 
Associated Competency Assessment matrices. A copy of this document appears in Appendix A of this 
report. Issues of importance discussed during competency assessment interviews that were noted did 
not show any need for modification of the APIC competencies either (Appendix B). 
 
Information Pack for Briefing of Each Key Person 
 
This was developed prior to the initial assessments and amended as a result of feedback from users at 
that time. Each person being assessed was taken through the contents of the information pack to 
understand the purpose of the assessments and the purpose to which the information gained from the 
assessments will be put.  Appendix C contains a copy of the information pack. 
 
Interview Protocol and Questionnaire 
 
An interview protocol and competency assessment proforma were developed prior to the assessments 
being arranged. This formed part of the information pack and was used throughout the assessments. 
Because the assessments were qualitative and seeking knowledge of individual competence in a wide 
variety of context and situations, most of which would not be revealed until the assessments 
commenced, it was not possible to determine in advance exactly which questions would be asked. As a 
result the general thrust of each assessment interview was semi-structured with the questions primarily 
seeking explanation and more detailed information from those people being assessed. An interview 
guide, however, was developed and used as a prompt throughout each assessment. A copy of this guide 
is attached at Appendix D. 
 
Conduct of Interviews 
 
Because of privacy concerns and to provide an open environment for the respondents the interviews 
were not recorded electronically. The results of the interviews were, however, captured using the 
interview questionnaires and compiled for later analysis.  
 
APIC team asked questions regarding general performance of tasks by the managers and their 
understanding and roles played in different context or would play in hypothetical contexts in order to 
assess their level of competencies against the relevant units of competencies. This approach highlighted 
the trends and themes that were consistent with the criteria applied in the APIC’s competency 
assessment matrices. The above solution was adopted as a short cut to fit in with the time allocated to 
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assessing the competency of each subject. Ordinarily, a professional competency assessment in project 
and program management is long and takes the following process: 
 

1. The candidate is briefed and supplied with the competency framework, guidelines, forms and 
assessment tools (assessment matrices); 

2. He/she conducts self assessment accordingly; 
3. All candidates undergo peer assessment; 
4. Then group assessment; 
5. They then finalise their competency assessment supported by the associated evidence; 
6. They then sit in individually for a formal assessment with an assessor, which takes several 

hours in itself; 
7. The assessor may find weaknesses in the application and will normally direct the candidate to 

address the same (e.g. through relevant training or other means) and re-submit the application; 
8. A second interview may be necessary if the assessor is not convinced that the candidate has 

addressed the shortcomings; 
9. After the process is completed the candidate is deemed to possess the relevant competencies 

and eligible for certification. 
 
Obviously the above process is too long and costly. Given the state of the case projects and time 
pressures under which managers operate, it was not possible to contemplate a prolonged assessment 
methodology. So the assessment method was changed to fit in with the time available. As can be seen 
later, it was validated by reference to project health assessment results. Given the number of managers 
assessed, the errors associated with the mean value is somewhat reduced. However, the sample of 40 
managers selected was neither representative nor homogeneous. The results however will be sufficient 
for the purpose of this study as the idea is to get an insight into the state of competencies of the relevant 
managers on case projects studied.  
 
As stated, APIC’s general competency framework for project and program management covers 13 
areas ranging from fundamental core competencies through to advanced strategic, risk and 
organisational competencies. It was neither reasonable nor necessary to expect any one manager to 
possess all the above areas. Normally, and as part of the above detailed process, individual managers 
select the competencies that they deem relevant to their role or aspirations and are assessed against the 
same. However, due to the shortage of time it was decided to ask each manager to give a short 
introduction to his background, current position and range of responsibilities handled plus answering a 
few questions. Based on this information the assessor would select 5 competency areas deemed most 
relevant to the role being assessed. Even with this smart approach, and focusing only on 5 most 
important competency areas, it often took well in excess of the allocated 2 hours to assess the 
respective individual, with some sessions lasting over 4 hours.  
 
General Observations on the Results 
 
The data gathered throughout these interviews is attached at Appendix E. The data is recorded in the 
form of a spreadsheet where each element of competence (from the APIC competency framework) are 
given a rating from 1 to 5 (1 being ‘awareness’ and 5 being ‘capable of transferring to others’) 
depending on the function. From an analysis of this data the following observations are made: 
 

a. The APIC team had to take a broad view of the competencies of the managers being 
assessed since few, if any, had formal project management education and training. 
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b. Based on a comparison of the data gathered during this task and the organisational charts of 
the organisations from which interviewees were drawn, it is possible to ‘band’ the levels at 
which project management is performed across the petrochemical industry. This ‘band’ is 
further described below. 

c. Project Managers and Project Line Managers require the same basic project management 
skills as those employed in other industries and other environments.  

d. PMI’s A Guide to the Project Management Body of Knowledge (PMBOK) covers nine 
knowledge (competency) areas which, according to the document’s authors, all competent 
project managers are concerned with. However, throughout the interviews, with the 
exception of some key roles in the respective EP organisations, few project managers or line 
managers were familiar with this basic standard. 

e. All interviewees, regardless of their level, require a sound understanding of the principles 
governing professional conduct, self management and socio-cultural behaviour. That is why 
all respondents were assessed against basic socio-cultural and leadership competencies. 

f. Based on the evidence gathered and studies conducted, it can be concluded that project 
management competencies are critical to the functions performed at all levels (including 
those whose roles combine business and project management) though the extent and nature 
of some elements of competencies vary depending on the role under consideration. 

g. Competencies are not just related to the areas immediately applied in a given role. 
Competencies give the professional manager the ability to perform more confidently 
accepting responsibility and exercising professional care. A competent manager can relate 
to the project challenges and goals as a whole, appreciate dimensions of the project, relate 
these to own role, effectively participate in the development of workable managerial 
solutions and work as part of a cohesive team. 

 
Most of those who were interviewed are people who had to learn ‘on the job’ from people who, 
themselves, had to learn ‘on the job’. It may be, for example, that some of the practices have emerged 
through force of personality rather than a systematic and planned approach to the allocation of tasks to 
those most competent to handle them. More than one person stated that their allocation to a job, or the 
appointment of their organisation, was based more on their track record than on what they can 
contribute to the project. The outcome of these interviews therefore must be viewed as a snapshot of 
the way in which the competencies were applied in the past and in the experience of those people 
interviewed.  
 
Additionally, looking at one project for lessons that might be transferred to another is also fraught with 
danger. For example, in Case Study 1 a great deal of directive managerial leadership is centred on one 
person resulting in others within the organisation relying to a large degree on the direction he gives. In 
Case Study 2, however, senior management delegate more widely. Having said that, the progress of the 
Project 1 was faster than Project 2 (for many reasons, not just the senior leadership style) which means 
that the leadership style of one project may not have been appropriate in the other.  
 
The interviews conducted as part of this study have provided a rich source of data which will be input 
to the next phase of the project. The interviews provided a good understanding of the current 
competencies of the key roles on Case Study 1 and 2. This information is important for the 
determination of the educational and training needs of the industry. 
 
Banding of Key Roles  
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From a literature review conducted in the early stages of this investigation an initial assumption was 
that a banding of project roles would be possible using similar industries and contexts found in 
overseas operations. However, from the data gathered as part of this research it is clear that the nature 
of projects and their management within the Iranian Petrochemical Industry means that this banding 
has to take into consideration issues that are more important to this industry than to others. As a result 
of this the following banding was used throughout the interviews and in the report into their outcomes: 
 

• PD – Project Director. This was the senior-most project role within each of the projects 
studied. From the data it appears that rather than take a business or strategic view of a program 
or a range of projects (as is found in other industries), the main purpose of this role was to 
provide a singular focus on the project for which it was responsible, including a high level or 
strategic business management perspective. Within the organisations researched as part of this 
study the only level of management between individual projects and their business or strategic 
levels was this role which was, for all intents and purposes, a senior project manager with 
responsibility for project oversight and support to the project manager. From what interviewees 
said there was very little interaction between the project for which they were responsible and 
the organisation’s strategic planning processes. While this role had certain responsibilities for 
ensuring that the project met business and strategic goals, it appeared that its primary role was 
to see that the project manager was capable of achieving his/her objectives in line with the 
needs of the contract signed between that organisation and the client. In those organisations 
studied the project director was not responsible for a program of projects and their alignment 
with business or strategic objectives, as is generally found in large and multi-national 
organisations, but for individual projects and their smooth running.  

• Senior Project Executive (Branch Head). This role was a permanent functional position 
within the organisations studied, for example the heads of procurement or engineering 
departments in EP organisations. While not directly involved in each case study project they 
nonetheless had an important role in defining the needs of each project and providing the 
appropriate input required at a time and a quality relevant to each project. The branch head has 
a dual role: running the branch (getting the best outcomes from the combined resources under 
his control) and responding to the priorities of projects. As organisations in the petrochemical 
project industry are dependent on successful project outcomes commercially, branch heads need 
to be competent in high level project management as well as business management including 
responsibilities for in-house project budgeting, skills needed for each project etc. It is not 
possible to have a project-based organisation that operates on a weak matrix principle. A strong 
matrix or a fully projectised organisation will be essential otherwise project priorities could be 
compromised in the quest for functional efficiency and resource economisation.   

• PM – Project Manager. In the interviews this level was termed PM (Snr) while the next level 
of project management was termed PM (Jnr) (later referred to as Project Line Manager). This 
was not meant to define a project manager by age or competence but to differentiate between a 
project manager with significant responsibilities within the case study projects and one with 
limited or closely defined responsibilities. The project manager at this level was expected to 
have wide ranging responsibilities for project definition (either from project start up or as 
defined in existing contracts), planning, implementation, control and close-out. The main 
purpose of this function, however, appeared to be the achievement of the outcomes as defined 
in the contract and within the limitations of time, cost and quality (particularly quality of 
supply). 

• PLM – Project Line Manager. This level of project management was found to exist in both 
the direct management hierarchy (i.e., as an assistant to the project manager or as Site Manager) 
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or as the manager of certain aspects of the project (e.g., engineering, procurement, construction 
etc.). While there appear to be two levels to this function they both concentrate on critical 
aspects of a project from both a business and a project perspective and therefore apply the same 
or similar competencies.  

• PE – Project Engineer.  This function normally reports to the PLM described above and has an 
important role in managing the engineers drawn from various disciplines. It is also sometimes 
referred to as a ‘Lead’ (e.g., Procurement Lead, Piping Lead) but for simplicity sake will be 
referred to throughout this report as Project Engineer. This function had a more direct 
responsibility for managing a project, albeit a sub-project of the main project, and therefore a 
more intimate role in developing a project plan, implementing and managing this plan, and then 
signing it off at the conclusion of this sub-project. Of all the levels identified in this research 
this is the one function that appeared to have the most responsibility for all of the knowledge 
(competency) area noted in the PMBOK. 

• Discipline Engineer. This role is primarily a functional/technical role drawn from the various 
branches within an organisation and has no direct project management responsibilities. 
However, most discipline engineers work as part of teams and within the general project 
context, interact with the project stakeholders and deliver one or more outcomes that relate to 
the project under consideration. Some discipline engineers also progress to project engineers 
and or discipline managers. Generally speaking all professionals functioning in a project-
oriented organisation need to have a good knowledge of general principles of project 
management and specific training related to the particular project processes and procedures with 
which they interact. Table 1 shows the division of roles per each organisation type: 

 
Table 1: Breakdown of the roles per each organisation type 

Generic Role Vendor Client C EP Total 
Senior Project Executive 2   3 5 
Project Director 1   4 5 
Project Manager 1 7 3 2 13 
Line Manager 1 1 6 1 9 
Project Engineer  1 2 5 8 
Total 5 9 11 15 40 
  

 
Throughout the research the Project Director and Branch Head functions were referred to as Senior 
Project Executive in order to place them in the organisational hierarchy. Both functions were at a 
similar level within the organisations studied and referring to them collectively as Senior Project 
Executives assisted APIC team to align them correctly within the hierarchy. For the purpose of 
competency development, however, they should be dealt with separately. Figures 1 to 3 map the 
respective roles as well as the minimum competency levels required for these positions. Appendix F 
contains a spreadsheet of the results of all competency assessments.  
 
Comparison of the Results 
 
Table 2 contains the mean values obtained from the 40 competency assessments compared with the 
mean values of the project health assessment of the two case projects. As seen, there is a remarkable 
similarity between the results. Note that these studies were conducted in an independent manner using 
different tools and methodologies. 
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PROJECT 
MANAGER

DEPARTMENT 
HEAD

PROJECT 
MANAGEMENT

FUNCTIONAL 
MANAGEMENT

PROJECT 
MANAGEMENT

PROJECT 
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SENIOR PROJECT 
EXECUTIVE

PROJECT LINE 
MANAGEMENT

SITE MANAGER

COMMISSIONING 
MANAGER

CONSTRUCTION 
MANAGER

TECHNICALPROCUREMENT ELECTRICAL Etc
PROJECT 

ENGINEER

DISCIPLINE 
ENGINEER

TECHNICAL 
MANAGER

ENGINEER ENGINEER ENGINEER

PROJECT 
DIRECTOR

 
 
Figure 1: Schematic relationship and classification of positions 
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The purpose of this role is to head a major function in a matrix
organisation or to plan and manage the activities of a discrete 
branch of an organisation, to recruit, manage and allocate staff to 
projects, to mentor & provide advice to the project managers and to 
review individual performance in line with project requirements. In 
some organisations this may be combined with Project Director role.

The purpose of this role is to assume responsibility for delivering 
project business case, determine and agree objectives and 
requirements, analyse contractual obligations, develop a master 
plan for the management of the project, to lead and manage the 
project teams, and ensure project objectives are achieved (business 
case delivered).

PROJECT MANAGER

SENIOR PROJECT EXECUTIVE

The purpose of this role is to head PMO or be responsible for a 
portfolio or a program for customers and or direct and lead the 
progress of one or more projects, to determine the project business 
case and to provide the link between projects being managed and 
the organisation’s strategic and business level management team, 
and provide guidance and leadership to project manager/s as 
required.

The purpose of this role is to provide high level logistical 
management and support to discrete areas within a project, to 
monitor and control the activities of external contractors and 
vendors, and to manage the supply chain throughout the project’s 
lifecycle. The purpose of this role is to analyse and develop a plan for the 

management of a discrete area or discipline/system in a project,
normally in cooperation with the functional department to manage and 
lead a team in the achievement of goals and objectives delegated to the 
area, to monitor and control activities within that functional area, and to 
report as required progress to the project manager.

PROJECT LINE MANAGER

E.g., Branch or department head

E.g. Technical Lead, Procurement Lead, Piping and Control Lead

E.g. Site Manager, Procurement Manager, Engineering 
Manager, HSE Manager, vendor project coordinator

FUNCTIONAL 
MANAGEMENT

PROJECT 
MANAGEMENT

PROJECT ENGINEER

PROJECT DIRECTOR

 
Figure 2: Petrochemical Projects – general functional description for 5 key roles
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Figure 3: Petrochemical Projects – Minimum required competencies and levels for 5 key roles (number denotes minimum level) 
 

Area Description  
Senior 
Proj. 
Exec 

 
Project 
Director 
 

 
Project 

Manager 
 

 
Project 

Line 
Mngr 

 
Project 

Engineer 
 
 

CPD1101 Socio-cultural and personal competence 4 4 4 4 4 

SBM1101 Project/program strategic intent, business case, framework & governance 4 4 4 4 4 

SBM1102 Project/program H/R, communications, integration management  4 4 4 4 4 

SBM1201 Project/program scope/time and cost management  4 4 4 3 4 

SBM1202 Project/program quality, risk and procurement management 4♣ 4 4 4 4 

SBM1103 Project/program information and communications systems  4 3 4 3  

SBM1104 Project/program leadership and change management 4♣ 4    

SBM1203 Venture and project economics and finance 4♣ 3    

SBM1204 Project/program delivery systems 4 4 4 3  

SBM1105 Strategic project, program and portfolio management 4 4 3   

SBM1106 Assessment and development of project-based organisations 4     

SBM1205 Project formulation and business planning 4♣ 3    

SBM1206 Advanced risk and uncertainty management 4 4    
 (Notes: ♣ applies in the case of portfolio management or PMO role or when the department/branch is fully projectised otherwise the competency can be 
at level 3. Lightly shaded areas denote that the role can benefit from possessing useful knowledge in the area under consideration. 
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Table 2: Comparison of the data obtained from different methods 
Business & Strategic Assessment 

(points) 
Project Implementation 

Assessment (points) 
 
Data 

Mean Std dev. Mean Std dev. 
Case study 1 
 

54 7 60 8 

Case Study 2 
 

58 5 54 6 

Combined Case Studies 
 

56 9 57 10 

Mean Competency Assessment of 
40 Roles 

59 11 59 11 

 
Discussion of the Results 
 
Summary  
 
Figure 4 shows the combined results from competency assessments of 40 roles. The mean competency 
score is 59 and standard deviation is 11. The minimum required competency level is 76 and the 
standard deviation is 5. Thus there is a gap of 17 points or around 29% shortfall overall. 
 

Competency Assessment - Summary (40 results)

0 10 20 30 40 50 60 70 80 90 100

Socio cultural and leadership competence

Project strategic intent, business case, framew ork and
governance

Project HR, teams, communication and integration
management 

Project scope time and cost management

Project quality, risk and procurement management

Project information and communication systems

Project leadership and change management

Venture/project economics and finance

Project/program delivery systems

Strategic project, program and portfolio management

Assessment and development of project-based
organisations

Project formulation and business planning

Advanced risk and uncertainty management

Weighted
Average
Target
Average Scoe

 
Figure 4: Competency profile of the 40 managers assessed 
 
The actual and target bars in Figure 1 are weighted average competency levels of the subjects. 
Required minimum competencies are included in Figure 3. Looking at the results in a different light 
reveals the heterogeneity of the sample. 3 subjects out of 40 exhibited high competencies on the chart 
in terms of strategic project, program and portfolio management, project leadership and change 
management as well project delivery system. The majority of the subjects scored poorly in project 
management core knowledge and competencies. Their performance in basic socio-cultural and 
leadership competency was reasonable across the board.  
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Senior Project Executives 
 
Figure 5 shows the competency assessment results for Senior Project Executives (5 results). As may be 
noted these executives do not possess the required competencies. The mean competency score for this 
group of professionals is 54 that is low compared to minimum of 80 required.  
 

Competency Assessment Senior Project Executives (5 results)
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Figure 5: Competency assessment results of senior project executives  
 
Project Directors 
 
Figure 6 shows the competency assessment results for Project Directors (5 results). The mean score is 
74 which is close to the target value of 80. However, the sample is too small (5 subjects). 
 

Competency Assessment - Project Directors (5 subjects)
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Figure 6: Competency assessment results of project directors 
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Project Managers 
 
Figure 7 shows the competency assessment results of project managers. The average score is 61 
compared to the required target of around 80. The basic project management competencies average 
around 56 not sufficient for playing an effective role on the case projects. 
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Figure 7: Competency assessment results of project managers. 
  
Project Line Managers 
 
Figure 8 shows the competency assessment results for project line managers. The average score is 43 
compared to the average required value of 74.  
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Figure 8: Competency assessment results of project line managers 
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Project line managers are in fact key roles in terms of the actual planning, staging and management of 
large projects. They comprise the core project team together with the project manager, and ought to 
plan and systematically deliver the project. Their project management competencies should be 
continuously updated and reinforced. They also need specialist training in the specific area of the 
project they are responsible for, e.g. procurement or HSE management and so on. 
 
Project Engineers 
 
Figure 9 shows the competency assessment results of project engineers. The average score is 33 
compared to 80 required. 
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Figure 9: Competency assessment results of project engineers 
 
Comparing the results obtained from the above groups of managers it can be concluded that the 
petrochemical case projects are characterised by a reasonably competent few at the top, and a large 
number of other staff in the rank and file whose competencies were as yet to be developed. These 
layers of management are the ones that the industry should focus on seriously, particularly that the few 
senior people assessed are all in the retirement age group. Most line managers were mid to late career 
professionals and the majority of project engineers were recent university graduates. They need 
systematic education and training in the science and art of project management within the context of 
petrochemical projects. 
 
Additional Observations 
 
Some organisations are beginning to introduce concepts such as the PMI’s A Guide to the Project 
Management Body of Knowledge (PMBOK) or the International Project Management Association’s 
competency framework. However, none of this is coordinated across the Iranian Petrochemical 
Industry and, perhaps more importantly, it is not expected that project managers will apply such 
competence throughout their projects. Projects and contractors continue to be assessed against the 
criterion of cost (can they work within a fixed budget) and experience (what is their track record of 
working within fixed budget). Their actual competence in terms of quality of work does not appear to 
be of importance in either their selection or employment. To change this state of affairs the industry 
needs to consider holistic solutions that embody change on all fronts, including serious attention to the 
assessed competencies of the key staff as opposed to their experience on past projects. The leadership 
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role of the NPC and PIDMCo are beyond doubt. NPC and government have most at stake and should 
assume a lead role in initiating change, developing and implementing sustainable solutions. 
 
It is recommended therefore that the Iranian Petrochemical Industry consider adopting a framework of 
standards by which all project management professionals (at least 5 key roles in each organisation) will 
be assessed prior to and throughout their employment. Certification based on such standards should be 
mandatory. 
 
There is a trend at least in one EP organisation to encourage and even pay for their project managers to 
achieve PMP certification. While this is a worthwhile move and will be certainly important in terms of 
developing in-house processes for management of the company projects (which could be the delivery 
of a set of drawings and specifications to a client), this will not be a solution to the widespread 
competency deficiency mapped in this study. PMP is a test of the knowledge based on PMBOK. 
Petrochemical projects are classed as large complex projects. These are also referred to as heavy 
engineering projects. Such projects require professionals with competencies that transcend the 
management of small to medium size projects in more familiar environments, such as building projects 
in urban areas.  
 
PMBOK and PMP models embody a unique North American perspective on management that is tools 
oriented not competency based. This might work well in North American organisations where job 
proficiency is normally based on specific contextualised training and use of tools, and where business 
processes apply. Even in that environment there has been a move to competency-based work models. 
PMI is moving to introduce global certification based on their competency standards. The latter suits 
small projects of well defined scope and has emphasis on downstream management. 
 
Successful management of large complex projects depends on optimum formulation and management 
of their front-end, particularly management of risks as well as their implementation. They normally 
have a life cycle spanning 7 to 8 phases. The heavy engineering industry around the world uses 
different models to that of PMBOK. For example, Chevron Model used by the oil and gas industry in 
Australia and the US has 7 or 8 phases with emphasis on the front end integration, as well as value 
engineering and risk management. The challenges of conceptualising and delivering large complex 
projects have even led to some countries to set up special expert groups, e.g. Major Projects 
Association of the UK. Even the Japanese (Engineering Advancement of Japan) have set up their own 
more elaborate project management competency and certification system. 
 
APIC’s Chart of Competencies and associated courseware have been designed to address the 
challenges of large complex projects. These might be more relevant as the basis for competency 
standards development and certification. While industry independent certification may become a future 
solution, currently there are no proper infrastructure and expertise for competency certification in Iran. 
There is no historical or strong tradition of professional certification in Iran. The current resource base 
for proper training, assessment and certification is very slim. 
 
Competency Assessment and Project Health Check 
 
The results obtained from competency assessment of the 5 key roles in 4 key entities of the 2 case 
projects correlate well with the results obtained from project health assessment of the same projects. 
This is because the state of management on these projects is influenced to a large extent by the 
competencies of the key managers. The proof of correlation comes from individual analysis. For 
example, risk management competency is not even registered in any of the assessments made and was 
repeatedly mentioned as a neglected area in Iran. The project health check results show poor risk 
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management accordingly. As already mentioned in Table 1, the average project health check scores are 
very close to the average competency assessment scores.  
 
Of course, there are other factors that affect project health results, such as lack of managerial 
infrastructure and tools, presence of institutional and legal barriers, environmental factors and so on. 
However, the task of competent managers is to factor all of these into the planning and risk 
management processes and manage well despite them. There are projects that proceed smoothly and 
exactly as laid out in their plan. However, there is no place on earth either that executes billion dollar 
projects without a proper project plan. 
 
Systematic Project Management 
 
There is this cultural undertone that in Iran it will be well neigh impossible to develop and manage 
projects on a systematic basis. Many managers who were interviewed by the APIC team often stated 
that the projects were being constructed in Iran and there are too many obstacles, most beyond the 
reach of the managers to tackle. On some cases odd individuals have even thought of the existence of a 
uniquely Iranian way of managing projects that we ought to discover as a result of this study, formalise 
and encapsulate in standards for successful application. 
 
Based on the combined expertise of the APIC team on this front, nearly 3 months of intensive studies, 
discussion with numerous managers, project health assessment studies and the reports of other 
investigations preceding this project, the APIC team has come to the conclusion that such notions are 
unwarranted and misguided. The underpinning project management knowledge (science) is universally 
valid; it is its application that needs to be contextualised in different cultures and jurisdictions. This 
point can be understood by focusing on the ISO9000 standards and how widely it is applied across the 
globe. That experience proved that managerial principles have universal application but need careful 
contextualisation to work in different culture and contexts. 
 
There is no reason to believe that Iranian managers are incapable of achieving systematic project 
management in Iran. Success has however 2 prerequisites: knowledge of project management and 
competency in its application to the Iranian context. The latter is the key to achieving progress on 
systematic project management. Pure focus on the knowledge, in the expectation that the individual 
will be able to apply and integrate the same in practice, will not work. This is why solutions such as 
PMP certification will not make much difference to the industry’s state of play. The PMP certification 
tests knowledge of the person (the science part) albeit in an elementary manner. There must be 
solutions that not only embody the science part but also aid the managers to apply the same to Iranian 
projects effectively, learn and improve further. This is called reflective learning.  
 
The above discussion illustrates that any training solution that is purely class room based will not make 
behavioural changes at work front. There must be training solutions that work with the relevant 
professionals (using mentoring techniques) to systematically apply the relevant knowledge to projects 
associated with work front preferably in a team environment supported by appropriate tools and 
systems.  
 
Conclusions 
 
This study revealed the extent of current competencies of 5 key project management roles in 4 entities 
in the 2 case projects studied. The results obtained correlate well with project health assessment results.  
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With the exception of the 5 project directors in the study, 3 of whom were unrelated to the 2 case 
projects (providing reference points for competency assessment), the competencies of all managers 
were found to be well below the targets deemed by the APIC team as being necessary for management 
of projects of the size and magnitude as the two studied in this research.  
 
The study showed virtual absence of any formalised knowledge or training in project management 
across the board. It was found that whatever managers practiced was learnt on the job from those who 
themselves had learnt on the job. On one project there was a visible reliance on the top executive for 
direction and thus whatever was learnt was very much skewed towards the preferences of the 
individual not systematic organised knowledge and skills. This situation is fraught with risks of all 
sorts.   
 
Petrochemical projects of the size and complexity as the two case projects are classed as large complex 
projects or as heavy engineering projects. Their management requires a vastly increased knowledge and 
competency compared to that required for normal projects. Their management is prone to failure due to 
prevalence of risks, uncertainty and complexity. Unless an appropriate framework and approach is 
selected together with a competent team of managers and relevant systems and tools, the chances of 
success will be slim. 
 
It was argued that the underpinning project management knowledge (like all other knowledge) is 
universally applicable; failure to contextualise that knowledge and make it work in a specific culture is 
the root cause of failure. Thus, knowledge-centred courses and training by themselves will not lead to 
behavioural changes at work front. Training solutions must focus on the prudent implementation of 
knowledge under mentoring and within realistic conditions. 
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Code Area Unit Code Element Level Level Level Level
CPD1101 1 2 3 4

Generic A1 General professional approach to assignments, teamwork and performance development
Leadership A2 The direction, motivation and management of individuals and teams
Commitment A3 The personal dedication to task and to project outcomes

Attitude A4 The frame of mind that promotes integrity and support for achievement of project goals within a desired social context

Self direction A5 The ability to manage within and without guidelines and processes and to work without supervision

Learning A6 The commitment to continuous improvement in knowledge, skills and attitude, and to creating new knowledge, developing 
skills and approaches

Cultural empathy A7 The awareness of, respect for and accommodation of individual lifestyle, beliefs and norms
Innovation and creativity A8 Capacity to generate new ideas/approaches & realise these in a beneficial manner

Code Area Unit Code Element Level Level Level Level
SBM1101 1 2 3 4
1101-A Understanding projects & programs A1 Acquiring knowledge of different forms of projects, programs, relevant organisation structures and associated life cycle models

A2 Learning planning processes needed for strategic management of projects/programs
1101-B Managing strategic context B1 Ability to define/extract higher level business goals &  strategy

B2 Ability to develop and or assess project/program business cases 
B3 Ability to align project/program objectives with broader organisational strategies and priorities

1101-C Managing governance and decision making C1 Ability to define/design project/ program organisation structure, governance, team structures, delegation, decision making, 
reporting and control mechanisms

C2 Ability to continually monitor & conduct governance performance reviews vs. selected KPIs, highlight areas of concern, apply 
improvement initiatives & maximise alignment with strategic goals & objectives

C3 Ability to phase out governance arrangements upon completion of project/ program incl. post project/program reviews & 
benefits realisation studies

1101-D Systems’ integration D1 Ability to design & apply strategies for systems’ integration incl. processes to manage the interfacing of project components

D2 Understand how change control procedures should operate
D3 Ability to monitor & continuously improve the health of project/program over life

Code Area Unit Code Element Level Level Level Level
SBM1102 1 2 3 4
1102-A A1  HR needs and requirements assessment

A2 HR policies development and application
A3 Teamwork environment
A4 Staff development & training

1102-B Project Communication Management B1 Communication management planning & tools 
B2 Information management application
B3 Project reporting management

1102-C Project Integration Management C1 Integration management plan development
C2 Integration management plan execution
C3 Project change control

Code Area Unit Code Element Level Level Level Level
SBM1201 1 2 3 4
1201-A Project scope management A1 Scope planning and client needs

A2 Scope, roles and responsibilities
A3 Change Management
A4 Project performance control and monitoring
A5 Project termination analysis

1201-B Project time management B1 Project time planning
B2 Project activities identification
B3 Project resources and time estimation
B4 Project scheduling tools and techniques
B5 Project schedule control and monitoring
B6 Project progress monitoring and adjustment
B7 Resource utilisation and control

1201-C Project cost management C1 Cost estimation, analysis and control
C2 Budget Planning (Budget, Time, Tasks, Costs)
C3 Resource identification
C4 Cash flow forecasting
C5 Budget control and management
C6 Cost variance management

Code Area Unit Code Element Level Level Level Level
SBM1202 1 2 3 4
1202-A Project quality management A1 Ability to establish QA/QC plans & systems to satisfy relevant standards, quality strategies & policies of the organisation

A2 Ability to use quality tools & techniques to evaluate/ analyse quality of the product/ process for customer satisfaction

A3 Ability to monitor & control quality activities, products, to satisfy quality targets and adopted standards
A4 Ability to close quality management by ensuring defects & non-conformances have been attended to & lessons learnt from 

quality processes recorded
1202-B Project risk management B1 Ability to establish risk management plans, policies & integrate them with other project plans, organisation & align them to the 

business case
B2 Ability to use risk management tools & techniques to identify, assess, evaluate, & prioritise risks
B3 Ability to track, monitor & control risks & actions to achieve project objectives & the business case
B4 Ability to close risks and achieve contractual closure

1202-C Project procurement management C1 Ability to define & establish procurement management plans/strategies
C2 Ability to apply procurement tools & techniques for acquisition of required project/program resources, equipment, goods and 

services
C3 Ability to administer contracts & control performance of suppliers/ contractors in accordance with project/program objectives

C4 Ability to ensure that all outstanding issues are resolved, disputes settled and contracts are closed

Code Area Unit Code Element Level Level Level Level
SBM1103 1 2 3 4
1103-A Information & communication needs A1 Ability to conduct systematic investigation of information, communication and documentation needs on projects and programs 

with particular emphasis on achievement of quality and attainment of strategic goals
A2 Competency to standardise data and documentation formats, mode of information generation, updating, recording and 

archiving
A3 Ability to validate if the information needs and requirements of project/program have been correctly determined as well as 

obtaining agreement on selected format and protocols for data standardisation and reporting through consultation with the 
client and other stakeholders

Socio-cultural & Personal Competencies
1101

Project/Program Strategic Intent, Business Case, Framework and Governance

Project HR, Teams, Communication & Integration Management
Project Human Resource Management

Project Scope, Time and Cost Management

Project Quality, Risk & Procurement Management

Project/Program Information & Communications Systems



A4 Ability to generate potential information and communication technologies (ICT) and paper-based solutions and narrow these 
down to a shortlist of promising solutions

1103-B Acquisition of information & communication 
systems

B1 Ability to undertake systematic assessment of shortlisted solutions, including cost-benefit analysis, or other appropriate 
appraisal techniques to locate the optimum solution 

B2 Competency in preparing simplified diagrams and users’ specifications for system acquisition
B3 Know how to acquire the selected systems, test and operationalise the same
B4 Ability to define KPIs for on-going evaluation, adjustment and improvement of selected ICT systems

1103-C Effective utilisation & on-going improvement C1 Know how to develop and widely distribute appropriate protocols for users and institute training and ensure proper induction 
of new staff

C2 Know how to ensure systems are aligned with all other functions such as scope management, time management, cost and 
risk management, quality management, progress monitoring and so on

C3 Know how to facilitate system utilisation via help desk function or through other assistance
C4 Competency in undertaking continuous evaluation, alignment and performance improvement of the ICT systems 

Code Area Unit Code Element Level Level Level Level
SBM1104 1 2 3 4
1104-A Creditability A1 Skills in being influential and persuading others 

A2 Ability to act a strong role model 
A3 Ability to be analytically agile 

1104-B Knowledge B1 Ability to develop project/program-related policies and processes 
B2 Ability to understand project/program organisational dynamics 
B3 Ability to attract, develop own people and set reward systems 

1104-C Relationship C1 Ability to create and maintain partnerships 
C2 Know how to focus on the needs of others 
C3 Know how to coach and develop others 

1104-D Innovation D1 Ability to prepare people for change
D2 Ability to seek out and act on opportunities 
D3 Know how to demonstrate flexibility and explore options 

1104-E Alignment E1 Ability to scan and read the business
E2 Ability to integrate project/program initiatives with business plans 
E3 Ability to contribute to and support project/program business strategy

1104-F Performance F1 Ability to apply business acumen to project/program decisions
F2 Ability to drive for results and manage risk
F3 Ability to evaluate outcomes 

Code Area Unit Code Element Level Level Level Level
SBM1203 1 2 3 4
1203-A Financial modelling A1 Competency in systematic evaluation of financial modelling techniques, with a view to utilisation in the analysis of typical 

alternatives encountered in venture/project life cycle
A2 Competency in framing and applying at least 6 (preferably 8 or more) typical financial analysis techniques to venture/project in 

order to achieve project objectives and establish the criteria for selection of best alternatives in order to meet the desired set 
of business objectives

1203-B Financial analysis B1 Competency in performing both quantitative and non-quantitative analysis of alternatives for optimum development of a 
project to meet specific business objectives particularly in its formative stage

B2 Competency in performing sensitivity, risk and uncertainty analysis to explore probable zones for optimum decision choices 
and associated courses of action affecting venture/project choices 

1203-C Finance & financial planning & management C1 Competency in undertaking analysis of various funding options, selection development and management of the same in order 
to achieve specified business objectives 

C2 Ability to develop and implement a selected project alternative based on both financial and non-financial considerations, and 
monitoring of the same during different phases of a venture/project life with view to ensuring that the business and strategic 
objectives are met or exceeded

Code Area Unit Code Element Level Level Level Level
SBM1204 1 2 3 4
1204-A Selection of optimum delivery system A1 Demonstrate competency in systematic evaluation of typical delivery options, with a view to utilisation of the innovative 

features and promotion of performance-based contracting
A2 Demonstrate competency in the optimum selection and application of a given project delivery system to meet specific 

business and project objectives, within a given management approach
1204-B Identification and allocation of delivery risks B1 Demonstrate competency in the analysis of delivery risks & mapping of these to project/program business case and objectives

B2 Demonstrate competency in prudent application of results from risk analysis to develop a framework for allocation of delivery 
risks & mapping desired contractual relationships as a guide to contracts formulation & management

1204C Development, roll-out and on-going 
management 

C1 Demonstrate competency in development & implementation of typical delivery systems to achieve congruence of contractual 
and project/program objectives, focusing the energy & the intellect of the parties on locating best solutions for the 
project/program not on contract administration and conflicts resolution

C2 Demonstrate competency in effective on-going administration of project/program delivery systems over project life, incl. 
effective change management, to ensure that project objectives will be met and liabilities managed

Code Area Unit Code Element Level Level Level Level
SBM1105 1 2 3 4
1105-A Program strategic goals & criteria A1 Ability to set or appraise/confirm or define program goals, needs, requirements, context, stakeholders, statutory and 

regulatory issues and other critical influences
A2 Ability to define/select and set targets (criteria) for both program performance assessment in terms of business & strategic 

objectives and  implementation efficiency & effectiveness 
1105-B Program policies & systems B1 Ability to adopt/set appropriate implementation standards/model practices and procurement policies and models 

B2 Ability to adapt/apply IT-based tools for the purpose of assessing and integrating solutions optimally at program and or 
portfolio levels

B3 Ability to develop and set up appropriate communication and decision making processes & procedures as well as managerial 
and administrative infrastructure 

1105-C Program planning C1 Ability to identify key success factors, formulate innovation strategies considering opportunities and constraints, strengths and 
threats

C2 Know how to structure program/ portfolio into constituent projects/ activities for optimum achievement of goals
C3 Ability to apply the selected implementation strategies and formulate program master schedule, develop control and change 

management strategies and estimate resource needs & requirements
C4 Ability to develop optimum resource acquisition strategies and plan for critical resources

1105-D Program implementation D1 Ability to acquire & mobilise the relevant resources, organise teams & implement the program
D2 Ability to set up coordination and integration systems and implement communication and administrative processes, 

procedures & protocols 
D3 Ability to lead the program implementation at high level (managing upstream & outward) incl. effective communication with 

the key players and stakeholders
D4 Ability to assess program decisions quickly and optimise outcomes in terms of strategic goals
D5 Ability to inspire, lead and motivate the entire program personnel, secure timely contributions, resolve discontent and 

dissatisfaction, and generally develop positive energy and align activities with the program vision
1105-E Program assessment & continuous 

alignment
E1 Ability to assess/measure program performance in terms of both business & strategic objectives and implementation 

efficiency & effectiveness

Project/Program Leadership & Change Management

Venture/Project Economics & Finance

Project/Program Delivery Systems

Strategic Project, Program & Portfolio Management



E2 Ability to identify performance shortcomings vis-à-vis goals & targets, prioritise these, develop & implement response plans 

Code Area Unit Code Element Level Level Level Level
SBM1106 1 2 3 4
1106-A Assessment A1 Literacy in terms of contents of Standards such as OPM3Ô as well as the latest concepts, tools and techniques in 

organizational assessment field
A2 Ability to consult the stakeholders on the objectives and functions of the assessment goals, aims and processes so as to 

encourage maximum cooperation
A3 Know how to implement an assessment scheme effectively and efficiently
A4 Ability to communicate the assessment results and demonstrate deficiencies in capabilities across all relevant functions within 

the organization
1106-B Design and implementation of improvement B1 Ability to delineate capability gaps and obtain consensus from the relevant sections regarding missing capabilities in the 

organization 
B2 Ability to scope capability acquisition activities, formulate a coherent project or program and implement applying normal 

project/program management approaches
B3 Ability to inspire, lead and motivate the entire program personnel, related contributors and stakeholders, including resolving 

any apparent discontent, dissatisfaction and generally developing positive energy and aligning activities with the development 
vision

1106-C Appraisal and continuous improvement C1 Ability to continually evaluate the effectiveness and progress of the improvement activities and to report the same to all 
stakeholders

C2 Ability to identify performance shortcomings, prioritize these and take action to address the same
C3 Ability to communicate priorities and encourage performance improvements
C4 Ability to resolve conflicts, expedite decision making and encourage innovation

Code Area Unit Code Element Level Level Level Level
SBM1205 1 2 3 4
1205-A Designing the planning framework & 

approach
A1 Ability to design and implement an integrated project formulation & business planning framework, defining relevant processes, 

tools, information needs and stages 
1205-B Formulating product/service B1 Ability to assess demand for target service/product, including market segmentation, forecasting, marketing strategies 

B2 Ability to develop business architecture/model, conceptual design, major components and associated information to the 
extent that the feasibility of the scheme can be investigated

1205-C Planning for management & administration C1 Ability to assess & factor in statutory & due diligence requirements (including planning issues, permits, environmental and 
other legal and statutory requirements, community acceptance, long term responsibilities and liabilities) 

C2 Ability to determine optimum managerial structures respectively during business planning, implementation and operation 
phases 

1205-D Environment & stakeholders' management D1 Ability to identify all stakeholders, evaluate their needs, plan their participation & manage their interests continuously 
throughout venture/project life

D2 Ability to manage health and safety issues during both implementation and operation stages of the project 
D3 Ability to assess, enhance and manage project’s environmental sustainability incl. impacts assessment & management

D4 Ability to determine social benefits and costs, and estimate the relevant benefit-cost ratios taking into account the spread of 
benefits and costs as widely as possible within the communities affected, the users and the environment as a whole

1205-E Formulating business/venture E1 Ability to forecast revenues based on the estimated market size over proposed operating life, in line with the expected future 
sales and charges 

E2 Ability to estimate capital expenditure and operating & maintenance costs, indirect costs and other expenses (e.g. sales 
expenses) during the currency of the proposed scheme 

E3 Ability to identify and quantify or assess potential risks and uncertainties, and determination of strategies to reduce exposure 
to risks and long term liabilities, as well as ability to develop contingency plans against those risks

E4 Ability to assess potential funding sources, including equity or loans or issue of bonds and debentures, and or a mixture or 
variations of these

E5 Ability to investigate project/venture financial viability, incl. application of financial appraisal techniques and optimisation of 
business concept

1205-F Presenting business & implementation plan F1 Ability to integrate information, compile a professionally designed project definition report that combines business plan & 
implementation plan

F2 Ability to design & present executive summaries, presentation slides and other targeted briefings for promotion of the venture 
to sponsors, investors, financiers, government agencies and other key players

F3 Ability to design prudent strategies, develop special publications, newsletters & announcements, incl. contents for web site 
and other modes in order to communicate with external stakeholders and the public

Code Area Unit Code Element Level Level Level Level
SBM1206 1 2 3 4
1206-A Designing the risk management framework 

& approach  
A1 Ability to design and implement an integrated project planning & risk management framework, defining relevant processes, 

tools, information needs and stages
1206B Identifying & classifying risks  B1 Ability to define & identify risks & opportunities that threaten or assist the project to achieve its multiple objectives

B2 Ability to classify risks, e.g. financial, technical, implementation, external etc. incl. investigation of interrelationship and ability 
to relate these to project environment, project objectives, host and performing organisations’ capabilities, statutory 
requirements and stakeholders’ needs

1206-C Acquiring data and evaluating risks C1 Ability to gather data on all significant risks & opportunities, incl. corroboration, validation, consolidation, formatting and 
compilation for future references, also researching the complex interactions of various risk factors

C2 Ability to evaluate the impacts of risk & opportunity factors individually & collectively, classify into minor, moderate & major, 
also determine those that can & should be quantified, those that need qualitative analysis

1206-D Quantifying and interpreting risks D1 Ability to quantify major risks through construction of appropriate models, testing & validation of the same, inputting of data 
and derivation of results for the project objective functions under consideration (e.g. Financial Ratios, IRR, NPV/C, TLCC, 
Duration, Cost)

D2 Ability to explain the results obtained from risk quantification, incl. interpreting means, characteristic values, confidence 
intervals etc. as well as their sensitivity to input factors & assumptions used in each scenario

1206-E Planning and implementing response E1 Ability to develop and implement risk response plans incl. re-engineering of the whole project/program
1206-F Monitoring risks and readjusting project 

plans
F1 Ability to monitor how risks/opportunities unfold in the light of changes in external & internal environments, monitor 

performance of project plans & highlight areas of concern
F2 Ability to identify significant deviations, forecast consequences if unchecked, engage stakeholders in action, re-adjust project 

strategies/ plans & apply corrective actions
F3 Maintenance of accurate records & continuous analysis of impacts, involvement of key decision makers and obtaining of 

agreements
1206-G Managing knowledge G1 Ability to capture knowledge gained from risk management practices, reflect the lessons learnt from both successes & failures 

in the new projects (modify risk management approaches accordingly), innovate & add to the stock of knowledge in this field

Assessment and Development of Project-based Organisations

Project Formulation and Business Planning

Advanced Risk and Uncertainty Management
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Appendix B Transcript of Comments 
 
 

Developing of PM Competency Standard & Training 
System For Petrochemical Projects 

 
 

   
 
 
M2-C1-P1 
If PM certification we will train people – we do it in QM processes. 
(Project cost and time management) All based on experience. No training 
M2-C1-P1 1343 – Civil engineer 66 Polythechnique Tehran 
Worked on another petrochemical project – Kharamsteel. Then Band. 2 years at P1 – project manager 
responsible for all company interests. 
 
 
M2-CL2-P2 
MC had time planning and materiels management 
I was in the private sector. I was involved with non-destructive testing and laboratory responsibility. I was 
employed by one of the major laboratories. I was employed for Tarbriz Refinery project. I was assessed every 3 
months. I got involved with various petrochemical projects. In 1996 I did not want to continue to work in the 
public sector. I resigned and left the industry. I started to work in the private sector for 6 months. Over 6 years at 
P2. EP2 – responsible for all site matters (design issues) and (site supervision role) contractual matters. 
One consultant appoints for weld, insulation and paintwork inspections only. We had FW and an Iranian (EIED) 
joint firm responsible for control project and materiels of piping. 
Passed PMP test. 
 
 
M3-CL2-P2  
(Creativity and innovation) for elimination of hazards everyone can suggest solutions – if the meeting of project 
team approves the idea (it is) adopted. We have a system of performance assessments that rewards people, 
including (safety) award of certificates and other rewards. 
Not familiar with SBM1201 and SBM1202 
Here deputy HSE manager 
Chemical engineering licence – Azade Arak 
Recently this company employed a HSE expert (because of the international standards), We are commissioning 
and will have to manage new risks. 
I had a 6 months training in HSE. (Mahshaher) Also other short courses 
10 reports  – 2 English graduates     ADL 

- 1 tech     – English company  
- 6 Diploma     gave in management of HSE 

 
We supply information to other authorities. 
AJ explained that the position was the HSE function is to be thought of as a small project within the P2. The 
chief objective is to satisfy the needs of HSE. Essentially, the HSE project should have its own scope, time, cost, 
. . . and act within a project management framework. 
 
 
M4-CL2-P2 
(CPD 1101) 53 reports 
(Project procurement management) Applies ISO 9000 part that covers suppliers 
Civil engineer Mashad Uni – 2 years national service then 6 years ago joined S.K. 
My role is responsible for project control/planning – plus tech checks drawings and specs. Also QC in another 
area – except welding. 
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M2-CL1-P1 
Responsibility for layout and site design – safety, economy operations. In his opinion tight planning and tight 
control are essential. Applied a very directive leadership style. Sees life as a relay race where the baton is 
knowledge and experience. 
(Managing strategic context) Applied but didn’t use tools. 
(Project cost management) Management only of cost estimates and budget planning. 
(Project procurement management) Managed others doing this. 
(SBM1204) Relevant but on insofar as delivery of outcome is concerned. 
 
 
M5-CL2-P2  
Head of procurement department 
Was procurement manager P2 for 3 years. No project management background, only ever involved in 
procurement. 
(Cultural empathy) Very important at Assaluyeh. 
(Managing strategic context) Understanding of high level business goals and strategy is important in areas wider 
than just the current activities. 
(Project human resource management) Some guidance was provided in the NPC contract. Selection criteria (for 
recruitment of staff) were not available at the beginning. Recruitment was based on intuition and experience 
(own and applicant’s). 
The project is in pre-commissioning stage therefore people are currently being released or re-assigned. 
(Project cost management) – for own department only. Procurement budget set in original contract or redefined 
by project manager. 
 Has no say in estimates, budgeting or cost control for project.  
(Project quality management) – managed by regular visits to suppliers to ensure quality and timelines adhered 
to. 
(Project risk management) – within boundary of own department. 
(Project procurement management) – carried out in consultation with project manager and SMEs. 
 
 
M3-CL1-P1 
(CPD1101) Team of 40-100 managed; 70-80% engineers 
(CPD1101 Systems integration) Strong documentation of project details for reference. 
Uses Primavera project control 
Approximately 2 years Olefin. Manager for installation – mechanical engineer. BS, MSc, Ind Eng. 16 years’ 
experience. 
 
 
 
 
M6-CL2-P2  
Joined P2 6 years ago. Project manager for EP. Had no MC for EP – only for C. Limitation to own role: Quality of 
project management competence at NPC. Experience is lost when projects finish and NPC teams disband. No 
lessons learned captured either by NPC or contractors. All knowledge disappears when projects finish. 
(CPD1101 – Self direction) Applied these competencies but didn’t get (team) to come up with their own plans. 
(Cultural empathy) Has an office in Toyo in order to gain and maintain knowledge of cultural differences and 
ways of working together. 
(Creativity and innovation) If it isn’t in the contract it doesn’t get done. There is no place for creativity and 
innovation. 
(Understanding projects and programs) There is no common project language across all levels of (own) 
organisation. People had to be training in project management fundamentals.  
(Systems’ integration) There was no formal monitoring or health improvement activities. No continuous or 
finalization reporting was required. 
(Project human resource management) Deliberate recruitment of people who could lean and grow as the project 
grew. 
(Project communication management) Was responsible for project communication management but didn’t do it 
himself – others did this informally. 
(Project scope management) Basic documentation is provided but in the main have to stick to contract. 
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(Project time management) A master schedule is in the contract. Primavera used in construction schedule but 
the contractor did this. 
(Project quality management) A complex inspection and test plan process is used but this is mostly QC, not QA. 
(Project risk management) This is mostly identified in the contraction. Mostly contingency rather than mitigation. 
Tools weren’t used in risk management. 
(Project procurement management) He provides a vendor list for the project. For own items (ie, those that his 
department needs for its own running) he uses P2 procurement processes. 
(SBM1104) Innovation is encouraged but within limitations of contract. No finalization reporting is carried out at 
either milestones or finalization. 
 
 
M3-C1-P1 
Construction manager 
Amir Kabir – 1322 (rest in Farsi) 
17 years with C1. Supervisor – our managerial expertise is based on experience Construction manager. 
 
 
M4-C1-P1  
Site manager. 
12 direct report – 1300 people on site controlled by them. 
(SBM1101) Resource profiles off MS Project. CDA/L plan. 
(SBM1201) Tech office must confirm scope for work to stage.  
All reports daily (are) added to the database on project control. Office can daily check the progress against the 
plan. 
Diploma in math – BSc in EE 1986. Mashad University. 30 month national service – 1.5-2 years freelance 
engineer. 
1367 – 1980 entered National Iranian Gas Co. 5 years NIGCo. 
1994 – C1 – first in Kkorasan Pet supervisor – power plant and water treatment plant construction. The 
commissioning – then worked in Khorasam Steel company – 30 months, then Bandar Emam HDPE installations 
as site manager – 30 months later – Petrochemical at Mahshahr. 7th Olifin similar to this role as site manager. 
Then shifted to this project 18th months since SK and I work here. 
 
 
 
M5-C1-P1  
Pre-commissioning manager 
(Project quality management) Used techniques to evaluate and analyse quality but not tools. SK has ISO 9000 
accreditation and they generally stick to these processes. 
(Project risk management) Risk management processes were not required as the plan is held/managed by P1. 
(Project procurement management) Not applicable for pre-commissioning. 
 
 
M4-CL1-P1 
P1 style of management. Entities are engaged first – after we hand over the site and record the facts – start off 
the project then we have weekly meetings. We have the supervision project (system). EP is also the supervisor 
of the project. EP1. We organise to meet to resolve the issues – Executive Manager, Deputy CEO.  
All the projects are under his construction. 
All payments are under my role/responsibilities. 
 
 
M5-CL1-P1  
Construction manager 
“Big projects need big minds”.  
Experienced difficulty when C contract is prepared by EP. This means there are different contracts. 
Monitoring and control of people was not carried out or used as an (individual) improvement tool. 
No feedback came down from ‘above’. 
(Systems integration). Planning and control department looked after day to day monitoring and control. 
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(Project scope management) ICT tools were not used throughout the project. Gantt charts were used as was 
Balanced Scorcard. He tried to institute other tools but others didn’t understand them. MSProject, Primavera 
were okay but not everybody was familiar with them. 
(Project risk management). The higher level plan for this was created elsewhere and given to them. 
(Project procurement management) He had to train staff to help manage the contracts. 
 
 
M7-CL2-P2 
(CPD1101) Very much influenced by late Mr Nouri – CEO of P1. 
Not familiar with PM Body of Knowledge 
Industrial Engineer – Yazd University 5 yrs ago 
Compute progress of schedule 
Report program of the project 
Supervsion of contractor 
WBS enabled us to find out the progress on a daily basis. 
 
 
 
M2-EP1-P1 
Director of Projects 
Displayed a high degree of master throughout, but within organisational limitations (e.g., SBM1104) 
EP1 works towards objectives that are part of an adaptive strategy 
Has a stable workforce – doesn’t fire anybody once the project is completed 
Is committed to training – PM, PE, Leads, Mentoring 
Insofar as Master/Program project planning is concerned – culture makes it difficult to apply. He is gradually 
introducing this concept.(Managing strategic context) – within organisation’s cultural limitations 
(Project communication management) – doesn’t do communications management planning or use 
communications tools 
(SBM1104) – most of this unit was performed at a high level but within limitations and constraints set by the way 
EP1 does things. 
(Relationship) – this includes the introduction of company-wide project management training. 
 
 
 
M2-EP2-P2 
Project Director 
(CPD1101) This has been actively undertaken as part of a change management strategy. He said that he sees 
mentoring and coaching as a large part of his job. He said he is not a traditional director of projects – more a 
mentor to project managers. 
Credibility and qualifications to work with clients are important – to sort out problems and stop clients going over 
their head. 
Understanding the client’s approach, need for input to project and recognition. Applying little ‘p’ politics. 
Learning where and how to get experience is also important. 
(When it comes to working with subordinates and clients) “If you can justify your position you don’t need harsh 
words”. He sees himself as a humanist mentor. 
(Managing strategic context) includes little ‘p’ politics. 
(Project management fundamentals 3 and 4) Applied as project director in the support of project managers. 
(Project cost management/cash flow forecasting) – applied but not in current role. 
(Cost variance) applied but not supported by cash management tools. 
(Project quality management) – designing project quality plans to meet the business case was applied at the 
highest levels (i.e., through coaching and mentoring others) but not widely across all projects. Also didn’t use 
quality tools in planning and coordinating quality management activities. 
(Project procurement management) – primarily in the coaching of others. He predominantly provides a high level 
management overview of these functions. 
(SBM1104 – Relationship) – he stated that he is successful in this as a role model. 
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M3-C2-P2 
Project Manager 
M3-C2-P2 said that he left the project 2 years ago. He was with it for 3 years from start up. 
Regarding attitude (under CPD1101) he said that he tried to establish a Learning Organisation environment. 
(Project communication management) – during his time with the project he instituted an integrated ICT plan. 
(Project scope management) – according to him the client’s needs kept changing so they had to improvise. 
(Project time management) – he said that they used EV management but not for payments. The control and use 
of resources had to be carried out at a high level because everything was out of sequence which meant that the 
schedule was forever wrong. 
(Project cost management) – estimates and planning was done by technical and procurement groups. 
(Project quality management) – he said that the project achieve ISO 9000 certification. 
(Project risk management) – this did not seem them develop a complete risk plan but a lot was done intuitively 
(much to Mr Nouri’s displeasure evidently). 
(Project procurement management) – the site manager was generally responsible for procurement/contract 
management and administration. 
 
 
 
M1-C2-P2 
Project manager 
M1-C2-P2 was not familiar with the PMBoK functional elements. 
(Early interview. Not many comments captured.) 
 
 
M3-EP1-P1 
Project Manager 
(CPD 1101) – he said that he manages a matrix approach to project management and that creativity and 
innovation were only applied on specific issues.. 
(Managing strategic context) – this included monthly monitoring and close relationships with the vendors. 
(Systems integration) – he said that he recorded lessons learned but doesn’t know if others read them. He also 
said that he instituted this and other new processes which were later adopted across the company. 
(Project communication management) – he said that the ICT/communications plan was set in place by Technip. 
They did, however, have to be flexible in the way this plan was implemented. 
(Scope management) – roles and responsibilities were not always included. Project termination was applied by 
EV/documentation control. 
(Project cost management) – this was applied but through others. Cost variation management was carried out by 
the company (predominantly through currency hedging). 
(Project quality management) – the company has a QA branch to do this, unless something is obviously wrong 
and must be fixed. 
(Project risk management) – this is something that is not really developed in the company. Risk monitoring and 
control is usually implemented through lessons learned. 
(project procurement management) – the main part of this was done by, for example, Technip. Others involved 
in it come from engineering, procurement etc. He said he was mainly responsible fur supply, not acquisition. 
 
 
M4-C2-P2 
Construction PM (Site Manager) 
(No further comments on assessment sheet) 
 
M2-C2-P2  
Site Manager 
From September 2002 (project start up) for eleven months. After this he stayed on at JKT for closing contract. 
(Understanding projects and programs) – learning planning processes needed for strategic management was his 
responsibility by default. There was no plan for this to happen. 
(Managing governance and decision making) – monitoring and conducting governance performance reviews vs 
selected KPIs was done but within limitations. 
(Systems integration) – health of project/program monitored and improved at first. Towards the end of the project 
this dropped right off. 
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(Project integration management) – project change control was his responsibility by default. Again this was not 
planned. 
(Project cost management) – cost variance management was undertaken but only within the limitations of his 
responsibility and authority (as site manager). 
(Project quality management) – quality control activities were only applied downwards, not upwards. The way the 
vendors were managed made QC hard. 
(Project risk management) – risk mitigation was very limited. The plan was very unclear on this. 
 
 
M4-EP1-P1 
Department manager (Structure and Architecture) 
He has a technical management background. He said that he operates in a matrix organisation. 
(Understanding projects and programs) – learning the planning processes needed for strategic management of 
the project was only undertaken in general terms only. 
(Project risk management) – their client is the project manager therefore this is very limited. 
(Project procurement management) – only insofar as the recruitment and skills of his people is concerned. 
 
 
 
 
M5-EP1-P1 
Department manager (Procurement) 
M5-EP1-P1 has 35 years experience as a project manager and therefore has a good understanding of different 
forms of project, program management. 
He takes a project managed approach to the running of his branch but acknowledges that it is a business in 
which business planning and management models must be applied. 
(Project cost management) – this is limited to man hours only for individual projects to which his people are sent. 
(Project quality management) – he has established QA/QC procedures for his branch. 
(Project procurement management) – his responsibility for this was only insofar as the skills and kind of people 
he employs. His people are appointed Procurement Leads in projects and while they are responsible for the 
procurement processes throughout those projects he plays little or no role in this. Insofar as procurement for his 
own branch is concerned he said that nothing is planned in this regard. 
(I spoke at length with him about the application of a project managed approach to the running of his 
department. While he has a project management background he did not see the relevance of this until the 
parallels between project and business management were pointed out.) 
 
 
M3-EP2-P2 
Deputy Manager of Project Planning Control team 
M3-EP2-P2 has only limited responsibility for project management or the running of the PPC branch. While he is 
studying project management at university he has one project to run but this is only a relatively minor one and 
not connected to P2/P1 projects. His direct manager is closely involved with one project so while he is away M3-
EP2-P2 fills in for him.  
(Managing governance and decision making) – he has some involvement in but only in a supporting role.  
(Systems integration) – he said that this is mostly done by intuition. 
(Project scope management) – he said that project termination is generally done through customer satisfaction 
forms. 
(Project cost management) – he said that cost estimation, analysis and control is centralized with the commercial 
manager. 
(Project procurement management) – this is centralized and uses standard formats. Again, he only contributes to 
this. 
 
 
M1-EP1-P1  
Project engineer 
 (Project human resource management) – has a high level of responsibility in this except for researching HR 
needs. 
(Project integration management) – a more systematic approach is being taken to project change control for all 
new projects. Did not, however, apply this on the current project. 
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(Project scope management) – responsible only for (contributing to) planning, not ongoing monitoring and 
control. 
(Project time management) – aware and capable of applying these but did not do so on this project. 
(project cost management)  resource identification only involved money and time. 
 
 
 
M5-C2-P2 
Construction Manager 
(CPD1101) – the personal dedication to tasks and project outcomes includes incentives for good performance – 
3-6 months 
(SBM1102) – General comments are that there is strong project control influencing contribution, managers were 
trained to work together, emphasis is on management of interface between the disciplines. 
(Project communication management) – these were face to face and at meetings. Most communication with 
technical office and project control office. Also established a QC office – tech office communicated all its 
problems to the P and client was through tech office. 
13 months construction manager – 1370 to .. 
Mech eng – installation – oil and gas 
15-16 years petrochemical oil and gas 
Aromatics – manager for installations. I inherited systems which were defined – we worked to the procedures. 
For project execution we have a construction quality plan. Process and ITP, were produced by us (C2) and 
comments were received and changed or adopted. 
Forster wheeler was the MC – but MC did not locate the missing links – not sufficient – so 3,300 personnel out of 
4,000 personnel – site divided into 8 blocks. Each an independent site under a manager. My role was to execute 
the weekly plan through all site managers of blocks under my control. My role was to talk to site managers – 
inspect and talk to them – EP was EP2 – they knew all the facts but did not share the information with us. They 
also had a construction supervisory role. There was a contradiction – EP and supervision. – the client should 
have employed an independent supervisor (not the EP) so as to be a good moderator for issues between 
Kayson (C) and EP. We did not have consistent information – did not know the dates at which the information 
was going to be made available. They made (C) not look well – when E and P do perform then C cannot perform 
One of our main problems was lack of space, lack of water. Did not have water within the site – site preparation 
was done by others – lack of space improved extra cost to us and time. We could not store and sort materiels 
properly. 
 Working out of sequence is another major problem. For example we had constructed the foundation and were 
waiting for templates and anchor bolts. We did not receive quality checked parts – up to 30% were defective. 
Steel structure components. 
15 furnaces in the Aromatics – we implemented 300 changes due to lack of supervision. 
 
 
 
M6-C1-P1 
Project Engineer 
Three years ago – Amir Kabir – Ind eng. 
I started working as a project control engineer. Working 4 months before joining SK. I am in charge of Olefin 10 
P1 – the part that concerns EP2 (i.e., EP2’s input). 
(CPD1101) – Team of 3 people (IT is also included). 
The client of P1 PC wanted to buy PM systems and softward from Snam Projeti (PM specialist firm), Italy but did 
not progress much. 
(Project cost management) – Does not have cost management training. Does not know estimating. Does not 
know of earned value technique. (Rated ‘1’ for all cost and half of scope) 
(Project quality management) – 2 months ISO class at the university as part of BEng studies. As IT manager 
need to provide help to QA. (Rated ‘1’ for all QM) 
(Project risk management)  - no knowledge of risk management (Rated as N/A for all this one) 
(Project procurement management) – no knowledge of procurement management. (Rated as N/A for all this 
one). On the site there are sub-contractors and both SK and they need to provide information about materials 
etc. to include in the plan. 
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M1-S1-P1 
Project Manager (Jnr) 
Graduated 6 years ago. Bachelor Metalurgy. MSc. 
1.5yrs worked at Siapa (motor car manufacturing) then joined S1. First as an engineer then on Pars Jonobi was 
awarded. Then set up a separate to S1 organisation.  
I received 2 months’ general training in Italy. Then half way through the project design. Then appointed 
coordinator then assistant and now I am a project manager. The training in Italy was not related to PM. My 
training was for manufacturing tanks. 
Responsibilities – 
After signing of the contract (beforehand commercial Dept). 
Scope of work defines what tasks and responsibilities are done. All activities including procurement and 
engineering conducted via PM. 
Project size $15m max. Normal $3-5m max. 
(CPD1101) – balances employer and client’s interests 95%. Very committed to my employer. Matrix 
organisation. 
In pressurized storage tanks – you cannot make much savings. Savings are normally through procurement. 
(Systems integration) – have an independent QC department. 
(Project human resource management) – we depend on teamwork (but only rated 1 for teamwork environment) 
(Project procurement management) – PM does not control the procurement process – however, the final 
decision for purchase is made by the CEO upon suggestions from different sources. 
 
 
 
M2-S1-P1  
Project Director/Senior Project Executive 
(Only two functional areas covered due to lack of time. Left halfway through the interview.) 
30 yrs. Established by Acrow Limited of Britain. Since 5 years ago the company has increased its activities in oil, 
gas and petrochemicals projects. 
Most shares are held by Sadra. 
We manufacture products to all industries. However, our concentration is on oil, gas and petrochemical.  
Since last 2 years have restructured the firm. I have been here for the last 5-6 years. We did not (have) a 
projects and implementation division. The role of deputy director who is in charge of operations oversees all 
departments. Now all PMs report to this person. 
I decide who should be the PM for new projects. I was working for a company that establish (constructs?) new 
factories. Worked in different roles. 
Most of Iranian organisations have tended to focus on the individuals as CEOs. Everyone looks up to the 
CEO/Director General. Our senior managers act mostly as followers, not acting as true decision makers. 
Investment on education and training is always considered a waste. In our organisation (as well as in others) no 
training is conducted but I spent time to personally mentor my new recruits. The main reason for such attitude is 
poor profitability of firms. Just like front-end studies of projects people consider these as unnecessary. However, 
this is essential for success. 
Story told: A man was using a blunt saw to cut a log. Someone told him: “Why don’t you sharpen your saw? It 
will be quicker”. The man replied: “I know this but I don’t have time to stop work and sharpen my saw”. 
He (M2-S1-P1) said that this story applied to development of human competencies in all organisations as well as 
changing of culture. The same attitude is often expressed in respect of front-end project studies where 
significant savings in both time and cost can be made if proper value engineering and design work is conducted. 
But often people want to get on with it and do things regardless of optimality or suitability etc. 
 
 
M4-EP2-P2 
Project Engineer 
Trained chemical engineer 
Started with construction (C1) seven and a half years ago. 2001 joined EP2 to coordinate piping and others 
disciplines (electrical etc.) Went to site management. Joined the (P2) project team two and a half years’ ago. 
Responsible for piping and ancillary electrical etc. systems. 
Every Saturday he releases an Issues Sheet which goes out to project manager. Issues covered include what is 
happening, what is going well, what isn’t etc. He initiated this now every PE uses it. Covers political and 
technical issues. Good lessons learned document. 
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(CPD1101) - Very good. Very self-directed. The direction, motivation and management of individuals and teams 
is largely self taught but also learning from experience. (The awareness of, respect for and accommodation of 
individual lifestyle, beliefs and norms) – he tried to bring team together but they have personal problems. To 
overcome this he has learned that it is important that, when bringing team together, where there are personal 
problems aim is not to control the problem, not the people. 
His role is more that of a coordinator more than a manager. 
He studied PMBoK himself. Also did self study in Pm and on the job learning by talking with experienced 
managers and PEs. He found that there is a big difference between university courses and what is required on 
the job. All courses are too theoretical. No intention to add industry knowledge to the courses. For example there 
is no learning about Hazmat or applicable standards. No graduate in chemical engineering knows about 
controls, towers, piping, effective design etc. They have studied only academic subjects. It can take people up to 
6 months to come up to speed by reading about the subject. 
(Managing governance and decision making) – Governance guidelines are provided by PM – PE then breaks 
these down to team level. However, chain of command is easily by passed if the PE/PM is seen to be unable to, 
for example, fix problems. 
Decision making is an important skill for PEs. 
(Project human resource management) – staff development and training is important but he doesn’t have the 
authority to carry it out or organize it. 
(Project communication management) – any meetings are self-initiated. (In his area) they have had 9 project 
teams change over at 4th Aromatics and therefore there is no continuity of lessons learned. 
Learning from others means learning that others have had to teach themselves. 
Project management is powerful function of the culture. 
PE should be specialist in the area he/she is responsible for. Generalist PE competency is okay for others non-
specialist projects. However, generalist PEs could bring more confidence to project and PM. 
Toyo PEs have 12 years training – 3 months in different disciplines. In Iran this does not happen. 
(Project scope management) Scoping – (1) looks for EP2’s business/strategic goals, (2) analyses long/short 
descriptions of the contract, (3) looks at client’s requirements, (4) looks for items relevant to his own area, (5) 
looks for discrepancies. Scoping is based n experience – for example understanding whether or not there are 
going to be ‘downstream’ effects caused by changes to the scope. 
Resource utilization only relevant to people, not other resources. 
(Project cost management) – when budget is being broken down PE works with PM on detail for own area. 
(Project quality management) – no process for quality of product. Responsibility transferred to engineer 
response for functional discipline. 
(Project risk management) – This is not available in Iran. It is a new competency. (In his opinion nobody knows 
about risk management.) 
Vendors don’t follow responsibilities and we don’t have the power to make them. 
 
 
M5-EP2-P2 
Project Engineer 
PE for static equipment design. Has more than 40 static equipments. Had to hire Korean and Iranian engineers 
in the detailed fabrications drawings. These drawings (and material) supplied to vendors. 
Joined team when 4th Aromatics 3 years ago. Project design department then project as PE. Coordinates project 
engineer’s designs. 
(CPD 1101) – Cultural empathy is a major problem in Iran. Different communication styles sometimes causes 
conflicts. 
They have formal change processes in place. Lessons learned are referred to on new project start up. These are 
captured. 
Attended PMBoK induction course. Continuing to attend seminars and is going to do PMP exam. Tries to follow 
PMBoK. Have some templates on intranet as part of PM methodologies. Some manages are running seminars 
and are developing methodology across the company. There are also plans for establishing training courses for 
PEs. There is also coaching and mentoring for PEs. 
Reporting to PE are – lead engineers of each discipline for which PE is responsible. Also procurement and lead 
reports to PE. However, PE doesn’t get a say in who is appointed or the skills they have. Has responsibility for 
coaching and mentoring them where needed. 
(Project integration management) – change control only insofar as the work that others do and his own 
schedule.  
(Project scope management) – scoped own work from main contract. What documents etc. are needed. From 
both master plan and contracts. Checks for completeness and accuracy. Monitors project performance only 
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(Project time management) – just extracts data from master plan – doesn’t do own plan 
(Project cost management) – mainly responsible for cost control. Engineer (not PE) works with PM to identify 
shortfalls and requirements. Engineer works with PM and PE on ensuring quality achieved within budget. 
(Project quality management) – PM, engineer and procurement lead looked after this. A lot of whether or not the 
PE does these depends on the PM and his/her management style. 
 
 
M8-CL2-P2  
Project Manager 
Electrical Engineer 28 years in constructon, both supervision and execution. 15 years with EP2 mostly in the role 
of site supervision. I was Aromatic+Methanol manager for supervision and field engineering. Turkmenistan Gas 
Project. In this project I have had a team of up to 93 persons, dropped to now 19 persons. We have two type of 
responsibilities. 1-QUALITY CONTROL  2-TIME AND COST CONTROL. Field engineering to clarify problems 
that contractors have. 
In our organisation we have JQAR (Job Qualifications, Authority and Responsibility). In Aromatic I was well 
informed prior to the start of the project. 
 
 
M1-EP0-P0  
Manager, Quality manager of training 
Since 7 years ago started as Manager of Quality and Training. Prior to that I was an electrical engineer. 
Graduated from Sharif University. I worked to Quality standards in elect engineering prior to obtaining the 
ISO9000:2001. We are working towards ISO9001:2004.2. DPARTMENT quality management (4+1+1) 4:staff   
1:see   1:new appointee. Training has 2 staff members. They do the coordination but do not actual training. Our 
various departments teach and train the new staff. 
 
 
M1-S2-P2 
Project manager P2/S2 
S2 in a well matrix organisation. No personnel in directly under the PMS supervisions, except special projects 
that in tune through took force. 
Not applying earned value management. No formal procen/method applied. We apply our experiences for 
shadow and come up solutions. 
 
 
M2-S2-P2  
Head of planning and scheduling department 
15-16 persons report to him. There is a performance assessment system. It relates to promotion; commitment is 
included. We have an education and training program to teach the basics e.g., PMBOK or teach EXCEL etc. 
Over 2 months everyweek 2 days PMP trained person gave lectures on PMBOK-9 attended software training 
e.g., MSProject, Primavera. 
No project HR plan his unit, not including HR, Quality Risk and Procurement. Critical projects are done through a 
team and the company designate such project as special e.g., South Pars projects. 
All decisions about production aspects the project are conducted in departments not as part of the project. 
Basically this firm operates on the basis of matrix. However, not an integrated project plan in prepared. 
We have a planning system. We record parts and accessories that are manufactured by the project control team. 
M2-S2-P2 , 14 years worked in MSO. 5 years control of materials and warehousing . 2 years programming and 
control. 5 years project control. 3 levels of planning: Level 1: plan time and deliverables, BAR, CHARTS, CBS, 
WBS in response to the client’s needs depends on the type and needs of contracts signed. Part of the PM’s 
duty. PM in the contact person the planner works through. PM Level 2 and 3: are for production purposes the 
work within the organisation. Much of it is done by production engineers. 
 
M6-EP2-P2  
Project Manager 
25 years worked with EP2. Started as a graduate engineer (Bachelor of Fluids Mech. Eng, MSC Sharif). Then as 
engineer. Then engineering manager of project. Then as a project manager of commissioning. Then small 
project of gas. Then Aromatic 3. I was engineering manager with Aromatic 4. I was deputy PM from EP2. While 
also still involved with Aromatic 3. M1-EP2-P2 was the PM while he was also project director of another project. 
Right now I am division direction of division 1. Up until 405 years ago people were trained on the job; we did not 
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attend training workshops. Some were very brief seminars. After that EP2 started to follow PMBOK and training 
of PM’s. I have PMP and have completed PM training. 
 
 
M3-S2-P2  
Manager of Foreign Purchases 
From 18-19 years ago started working with S2. Now in commercial department. I was in charge of foreign 
procurement of South Pars phases 6-7 to 7-8. as an individual within S2. Now in charge of the commercial 
department for foreign purchases. I know English well as a translator. I was in charge of all aspects up to the 
point of materials were on factory floor for South Pars Gas contracts signed by S2 and the client. Including all 
commercial aspects. Orders. Permits. Payments Shopping around 8-9 million Euros. 
 
 
M2-EP0-P0  
Senior Project Executive 
Training workshops for ISO9001, ISO10000 and … currently PM for project staff. We don’t have selection 
criteria. We examine people. From English through to various other subject expertise. We worked for years as 
engineer only (E). we had problems with becoming (EP). We had to change the perspective of our discipline 
leaders to also focus on time and cost as well. We emphasize quality of our services. We have pioneered in 
many areas offshore oil platforms large scale structures. 
30-40% work is normally sub-contractors. 
 
 
M3-EP0-P0  
Engineering Manager 
M3-EP0-P0 is manager of engineering. Responsible for civil, process mech. Electronics etc. Our firm applies tow 
methods. Matrix and task force. Under task force, members are arranged to task. Normally bigger projects (EP 
and Construction) we are responsible for the design and quality of our services. We try to design our goals 
based on the strategies and goals of the firm. Our vision for the department is aligned with the firm’s e.g., all 
disciplines have improvement goals (in terms of quality or productivity) we have a principle that each person 
must have one manager. 
280 personnel work under engineering manager with outsourcing can grow to 1000. 
Since years ago we started training. 7-10% of time of personnel are applied in training. Since 3 years ago we 
employed 30% of our personnel a fresh graduates. We transfer knowledge to them. For all current staff we have 
a card that has the qualifications needed defined e.g., English language, experience and also testing people for 
roles to see if they have the required qualifications. If not then they are trained through intensive courses. We 
systematically extract and record all lessons learnt. These are given to all new persons. 
 
 
M4-EP0-P0  
CEO 
BSc in Mech. Eng from Sharif University. MSc in Control 1972. consulting engineer. Before 1979 were active in a 
joint Iranian US consultant. Afterwards it became Iranian and changed to EP0. I am MD since then. I have 
oversight of all operation, engineering, procurement. I focus on technology and processes in the project. Also 
focus on Iranian market and export services. Also focus on systems e.g., cost control system, or IT or QC. Also 
client relations but not yet tune systematically. I’ll try to delegate as much as possible.  
I wish to promote a culture of all for one to work toward one objective. We have agreed on a set of principles. It 
is a slow process, needs time and patience. Iranian context is different to that in the west. In the US don’t need 
to justify your vision. In Iran you need to convince all layers of management beforehand. We introduced test 
sheet for 10 years of management. 70% in technical, 15% management, 15% cost concerns (value creation) 
recently introduced psychometric testing. 


