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Abstract
There is a growing talent gap in the project management field, as project managers
(PMs) are exiting the field due to job dissatisfaction. Though existing literature
addresses employee job satisfaction, few studies have examined the specific needs of
the PM. The purpose of this qualitative Modified four round Delphi study was to find
futuristic, desirable, and feasible solutions to PMs’ job dissatisfaction in the United
States. The research question was designed to identify solutions to PMs’ job
dissatisfaction. This study was grounded in Hackman and Oldham’s job
characteristics model, which says that skill variety, task identity, task significance,
autonomy, and feedback are positively related to work job satisfaction. The
participants included in the surveys were 16 members of the LinkedIn PMI Project,
Program, and Portfolio subgroup who lived in the United States, had a minimum of 5
years’ experience, and were PMP certified. Thematic data analysis led to four themes:
communication and awareness; support, boundaries, and work-life balance;
experience training; and pm relationship with governance, stakeholders, and
budgetary concerns. The solutions that were endorsed by 70% of the expert PMs
moved from one survey to the next. In Survey 2 the solutions were rated for
desirability and feasibility, and in Survey 3 they were ranked by importance. In
Survey 4, the ranking in Survey 3 were endorsed by 80% of participants. The
implication for a positive social change includes improved job design that leads to
PMs’ job satisfaction, more successful projects, and ultimately more profitable

organizations in United States business communities.
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Chapter 1: Introduction to the Study

The project management field is critical to business success, and skilled project
managers (PMs) manage the most strategic projects for their organization, thereby
helping their companies to reap big profits. However, PMs themselves are often
dissatisfied with their career due to a lack of attention to their job satisfaction needs (Ling
et al., 2018). Since the second half of the 20th century, organizations have been moving
from the old functional structure adopted globally earlier in the century to a project based
or matrixed organization (Asalan, 2010; Kerzner, 2004; & Rwelamila ). This change has
come about as different industries have joined IT and contracting companies and are
using PMs as they move to a customer focus production (Rwelamila & Asalan, 2010).

This chapter will discuss the background of the study, the problem statement, the
purpose of the study, the research question, the conceptual framework that the study is
grounded in, the nature of the study, definition of terms used, assumptions, scope and
delimitations, limitations, and the significance of the study to contribute to the
conversation in the field regarding PMs job situation and dissatisfaction. The chapter
ends with a summary and transition to the next chapter.

Background of the Study

Project managers (PMs) spend a considerable amount of time learning their trade
even after obtaining their college degree. To become a certified PM, the industry requires
a 4-hour examination and a recertification every 3 years to maintain the certification.
However, many PMs view their role as temporary and may not see advancement in their

career trajectory (An et al., 2018). There is a need for PMs to be ready to deal with the



challenges of the 21st century with its technology and global marketplace (Cerezo-
Narvéez et al., 2018). PMs must be versatile in leadership skills, and at the same time,
learn how to reduce stress and find satisfaction with their career choices. These
challenges and opportunities that stemmed from increased global competition and virtual
workplace poses more issues for PMs (Nieto-Rodriguez,2018). Therefore, the role of
PMs needs to be redesigned with adequate skills development in schools and training on
the jobs. To measure performances, organizations should use different strategies for the
different individuals (Wynen & Verhoest, 2016).

Many organizations are still learning how to work with PMs as they start to
engage in projectized efforts. Many PMs do not feel adequately respected or
compensated for the work they do (Ballesteros-Sanchez et al., 2019; McKevitt et al.,
2017). In other instances, PMs have left the industry due to retiring age, stress, or
uncertainty, and at the same time the availability of new skilled PMs is scarce (PMI,
2017).

Although researchers have investigated the job satisfaction issue extensively,
there is little or no literature on specific solutions to resolve PMs’ job dissatisfaction in
corporate America. There is a gap in PM turnover research (Ekrot et al., 2016). PMs’
continual turnover negatively affects the organization’s bottom line as well as the morale
of individuals that are part of the ongoing projects. Academic research on IT-related
project and program management is still in its infancy and needs to be enhanced to
improve practice (Kyakulumbye et. al., 2019). Addressing PMs’ job dissatisfaction could

be helpful in keeping PMs motivated and ensure most companies initiatives are
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successfully completed. The feasible and futuristic solutions I seek with this study could
be leveraged by organizational leaders and human resource managers (HRMs) in their
hiring practices and in development and retention of their PMs. Offering the right PMs
who has the requisite individual aptitudes, and the right developmental opportunities can
produce leaders who can effectively perform global leadership tasks and activities
(Caligiuri, 2006).

In this research, | explored existing literature and examined PM issues that leads
to job dissatisfaction in the workplace. The problems found in my literature review were
shared with a panel of PM experts and they were requested to share desirable, feasible,
and futuristic solutions to the problems. The recommendations from the experts can help
curb the PMs’ job dissatisfaction and turnover rate to improve retention of skilled PMs
and the cost of organizations’ continuous search for skilled PMs (see PR Newswire,
2015).

Problem Statement

PMs are dissatisfied with their profession and tend to leave their organization
(Ling et al., 2018). Even after managing several projects, PMs still feel stuck in their jobs
with fewer career opportunities for development (Mckevitt et al, 2017). The general
problem is that project managers are dissatisfied with their jobs and lack of career
opportunities (Ekrot et al., 2018). The PMI (2017) claimed that there is a growing talent
gap in the project management field, stating that globally, employers will need to fill 2.2
million project management vacancies each year up to 2027. While many articles exist

that discuss some of the reasons for the gap, few discuss comprehensively the job



dissatisfaction issues that PMs face (Cutting Edge PR, 2020). There is limited research
completed to-date to consider the human side of project management thoroughly
(Kalogeropoulos et al., 2020). The specific business management problem is that due to
increasing job dissatisfaction of project managers, they tend to leave their jobs, which
creates a problem for the team and organization in terms of project completion and
benefits realization (Oerlemans & Bakker, 2018). The dissatisfaction that leads to PMs
exiting their organization results in loss of human capital and value that would have been
realized from the proposed organizational projects (Benoy & Gracias, 2015).
Purpose of the Study

The purpose of this qualitative modified Delphi study is to find desirable, feasible,
and futuristic solutions to the problem of PMs’ job dissatisfaction in United States and
rank the solutions based on importance. This study may contribute to positive social
change by providing solutions for the problem of job dissatisfaction that PMs face in
corporate America. Upon completion of this study, business leaders, HRMs, and PMs
will have the feasible solutions that the expert PMs will provide from this study that can
be leveraged in their efforts to improve job satisfaction at their organizations. With
strategic implementations of the proposed solutions, PMs and organizations in the United
States may be able to reduce PM dissatisfaction, ensure retention, and enjoy cost savings
from organizational projects that would be completed, reducing PM shortages and
returning prosperity to the community.

Research Questions

What are the futuristic, desirable and feasible solutions to PMs’ job dissatisfaction



issues?
Conceptual Framework
This study is grounded in Hackman and Oldham’s (1980) job characteristics
model. The model focuses on what it takes to create a highly motivated workforce based
on job design considering organizational, environmental, and behavioral factors
(Hackman & Oldham, 2015). According to this model, five aspects of a job—skill
variety, task identity, task significance, autonomy, and feedback—are positively related
to job satisfaction and internal work motivation (Fried & Ferris, 1987; Hackman &
Oldham, 1980; Humphrey et al., 2007). The degree to which PMSs’ jobs are designed to
allow more of these characteristics will determine their job satisfaction. The more variety
there is in the job that a PM performs, the more the job is exciting and leads to job
satisfaction (Hackman & Oldham, 1980). PMs have a sense of ownership where they can
begin and finish a project as the owner (Oerlemans & Bakker, 2018). The lack of
autonomy over the project that PMs run leads to dissatisfaction for most PMs. PMs are
happier and more satisfied if they can make decisions for their projects (Ling et al.,
2018). Frequent feedback from their managers to the PM also helps them improve their
performance on the job and ensures they are satisfied and that the stakeholders are happy.
For various PMs, different characteristics will apply more than the others. Management
must be vigilant to ensure they understand which of these characteristics impact their
PMs the most and put practices in place to address them appropriately.
Nature of the Study

The future-oriented focus on strategies, an expert panel, and the iterative process



of data collection and analysis in a modified Delphi study (Davidson, 2013) made this
research design appropriate to answering the research question. Following the approach
of Linstone and Turoff (1975), this modified Delphi study consisted of multiple iterative
rounds of online questionnaires provided via Survey Monkey. Data collection for each
round of the survey was done electronically and saved on my desktop and external
storage.

The first round of the survey introduced the PM experts to the list of problems I
found in the literature review. They were asked to add any others and provide solutions
for the identified problems PMs face. In the second round, the experts were asked to rate
the solutions on a 5-point Likert-type scale for desirability and feasibility. In the third
round, all solutions rated as both desirable and feasible by 70% of the panel were
presented. The expert panel were asked to rank the top 5 solutions based on importance. |
used a weighted means with the solution rated (i.e., Number 1 getting 5 points, and
Number 5 getting 1). | then added the scores for each solution and divided them by the
number of answers. | presented the ranked items in Round 4 and asked the panel how
much they agreed or disagreed with the list. | then computed the percentage of people
who agreed or disagreed with the list.

The other approaches considered for this study were case study and grounded
theory. The case study approach allows in-depth, explorations of complex issues in their
real-life settings (Crowe et al., 2011). The case study approach would have led to a study
of the PM in their natural work environment, which may require multiple case studies to

establish a pattern. This was not a good match for my study as observing over 25 PMs at



their various work locations would have been ineffective. Grounded theory is a general
methodology with systematic guidelines for gathering and analyzing data to develop a
middle-range theory (Charmaz & Belgrave, 2015). | did not select this approach because
grounded theory starts with concrete data and ends with translating them into an
explanatory theory. | was not looking for a translation and did not have concrete data, so
this was not the right approach for this study. The modified Delphi method is the best
option for seeking solutions to the problem of PMs’ dissatisfaction as it offers
independent opinions from unanimous experts in the field without any peer pressures.
From their response, the most favorable solutions helped formulate the futuristic
solutions this study aspired to uncover.

The participants of this study were 28 U.S.-based PM experts. These experts have
practiced for at least 5 years and have their certification as project management
professional (PMP) from PMI. | requested and received approval from the administrators
of the PMI Project, Program, and Portfolio group in LinkedIn to solicit PMs that are
members of the group to participate in this study. From those who responded to the
solicitation and completed Survey 1, | intended to review the respondent profiles to
identify the first 25 participants needed from the LinkedIn group. If I did not get the 25
participants needed, then | was going to ask the participants to help introduce others who
met the qualification. If this approach had failed, then I would use user interviews method
to find participants and collect the needed data. Since the user interview method could be

cost prohibitive, | hoped the other methods would yield the 25 participants.



Definitions

Job characteristics: Including skill variety, task identity, task significance,
autonomy, and feedback; the degree to which they are present in a PM’s job will
determine their job satisfaction. (Hackman & Oldham, 1980).

Job dissatisfaction: A motivator for leaving one’s job (Yitshaki & Kropp. 2016).

Job satisfaction: As a judgment of employees after they have assessed their work
while the meaning of work is the compliance between employees’ aims and values and
the organization or job’s goals and values (Akgunduz et al., 2018).

Motivation: Motivation is viewed as the energy or drive that moves people to do
something by nature (Morgan et al., 2010).

Project manager (PM): PMs are the key players for projects’ success. The project
manager is a member of the project team and is accountable to stakeholders for
representing the interests of the project, making sure that project goals are achieved,
directing the project team, representing the project to relevant environments, overseeing
the creation of project documentation (Gareis, 2005; Lutas et al., 2020).

Assumptions

The following assumptions were made in this study. | assumed the modified
Delphi method would ensure that experts can make their recommendations without
worrying about groupthink but provide their honest feedback. Delphi Method provides
the anonymity of each expert. The opinions of the expert can be assumed to be the
experts’ true opinion without peer pressure. This is the best way to gather sensitive data

and not have anyone intimidated to agree with the others. The anonymity of the experts



from each other ensured more accurate futuristic solutions. | also assumed that the
participants selected were willing to provide solutions to PMs’ job dissatisfaction
presented to them. | further assumed that the experts provided the solutions that they have
seen work with the identified problems or their honest opinion on what solutions they
think would work. Finally, | assumed a representation of U.S. PMs could be reached by
15 participants; however, the study planned to start with 25 participants initially so that it
can maintain saturation even when some participants drop out of the study. This way, |
could account for participants who drop out of the study due to other commitments and
demand on their time.
Scope and Delimitations

The study’s participants included 28 participants who are PMP certified and had
been members of the PMI for 5 years. | shared the issues | uncovered from my literature
review on the causes of PMs job dissatisfaction with these PM experts. | focused on any
additional problems that they had to add to the list and the solutions that they suggested
that are futuristic, feasible, and desirable. The surveys were based on 28 PM experts who
had time and interest to provide their expertise and solutions. It is possible that some of
the experts could drop out of the study or that | did not receive PMI support, so | planned
to use a snowball method to add participants. | presumed that with 15 or more experts,
the study would reach saturation. Ten extra PMs were included initially in case some of
the participants were not able to continue with the study survey to the end.

The study did not include new PMs with less than 5 years’ experience in the

project management field or PMs who are not certified as PMP certificate holders.
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Nonmembers of the PMI were also not contacted. This is because soliciting PMI
members guarantees that participants are practitioners with experience and who are
recognized in their field as in good standing with the management body. PMs who have
been in the field for several years with no certification or are not members of the PMI
were not included. This is not because their work is not recognized but to provide a focus
on a specific group of PMs that trained for the profession and are maintaining their
certification.

The solutions provided by the experts were reviewed considering the model to
examine how well they will help improve job satisfaction for PMs in the United States.
The study is delimited by the problems presented in this study. The results may not
provide solutions to all PM issues as a limited number of PM issues were addressed in
this study. Additional issues experienced by PMs outside of the United States will not be
included in this study.

A modified Delphi study provided the measure for how job redesign for PMs will
ensure that they are satisfied in their redesigned job. The solutions identified were
desirable and feasible to help reduce job dissatisfaction for PMs in the United States,
currently in the project management field, and that has dealt with the dissatisfactions
discussed in this study. A new study will have to be conducted to see how well the
solutions proposed here work for other PMs in other communities or in another period.

Limitations
Potential barriers included expert willingness to participate in the study and

fearing that they could be identified based on their responses. It is possible that I did not
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get enough PMs through LinkedIn PMP subgroup. If that happened, | planned to use
snowball sampling and ask PMs whom I know if they know others who fit the study’s
parameters. If needed, I planned also use User Interviews to get more PMs. There is an
associated cost with User Interviews that may be prohibitive or require me to look for
funds to pay for this service.

| was careful not to poll PMs who are close to me, who may be biased to the study
because they believe | will be able to see their recommendations. As a PM myself, | was
careful not to be biased about solutions that were proposed that | may find primary as a
seasoned PM of over 20 years. Therefore, these expert solutions were ranked on a 5-point
Likert type scale to capture how much the experts agree with the highest feasible and
desirable solutions provided by the experts.

Significance of the Study

This study is significant in that the expert panel provided solutions to issues that
PMs face today that results in their leaving their jobs. Research has covered job
satisfaction of employees including PMs, but none have provided futuristic solutions
from experts in the field that can feasibly address the specific job satisfaction of PMs
(Ekrot et al., 2018; Oerlemans & Bakker, 2018). This study provides a list of solutions
gathered from PMs in the field to the current problem of PMs’ job dissatisfaction.
Companies can use the proposed solutions to make their environment more conducive to
PMs through HRMs and leadership support, recognition, and training. Such actions in
turn may reduce turnover rate, increase retention of skill PMs, and improve their job

satisfaction. The organization benefits by not spending money to keep hiring PMs over
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and over and can complete their projects on time and within budget.
Significance to Practice

The experts’ recommended solutions that were gathered from this study may lead
to solutions to PMs’ job dissatisfaction. The collective knowledge on how to ensure PMs
can overcome their issues in the profession will add to the pool of knowledge of
successfully managing a project management career. Experienced PMs have failed at
some point and at other times they have found business strategies to proceed to drive
their projects to successful completion within budget and on time. The PMP-certified
experts who were participants in this study have passed a 4-hour exam from PMI that
shows that they can successfully resolve most PM issues on any project. The solutions
they provided can serve the profession in better preparing PMs going into the field.
Significance to Theory

The logical connections between the framework presented and the nature of my
study included Hackman and Oldham’s (1980) characteristics model, which stated that to
achieve job satisfaction, motivation, and performance, these five characteristic models
must be present in a job design including skill variety, task identity, task significance,
autonomy, and feedback. Conceptually, I will examine to what degree the expert PMs in
US proposed solutions that are desirable, feasible, and futuristic in mitigating the
application of job characteristics to improve PM job satisfaction.

As PMs work on various projects, the more the variety of the required skills, the
more PMs feel stimulated and motivated to work hard and are satisfied with the results of

their work. PMs often lack the opportunity to articulate all the tasks they own and
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consistently finish them (Oerlemans & Bakker, 2018). The temporary nature of projects
has changed the traditional career paths for PMs, and they should be seen as a generalist
because project management can be versatile in various projects and industries (Fan et
al., 2015). Not having the autonomy to move the project whichever way they see fit,
often causes dissatisfaction (Moodley et al., 2016), as the team may deem the functional
manager as the one with the power. Finally, not receiving feedback from their managers
on their performance, robs the PM of the opportunity for improvement from feedback and
may lead to dissatisfaction (Mahjoub et al., 2018).
Significance to Social Change

There is an opportunity to improve PMs’ job satisfaction and reduce turnover in
organizations. HRMs and leadership can learn how to provide the right training and
development for their PMs. PMs may have reasons to like their jobs better than they have
in the past if their jobs are re-designed with job satisfaction in mind (Mckevitt et al.,
2017). All of these may lead to PMs retention and businesses saving money from having
to search for skilled PMs and to complete their projects as planned on time and within
budget. Schools may be able to improve their curriculum to better prepare project
management students for real-world scenarios (Ramazani & Jergeas, 2015; Turner et al.,
2019). These solutions to PMs’ job satisfaction will contribute to a positive social change
by providing feasible and desirable futuristic solutions that will improve the community's
job satisfaction and organizational profits.

Summary and Transition

In this study, | sought to fill the research gap in PMs’ job dissatisfaction that
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results in turnover (see Kyakulumbye et. al., 2019) and find solutions that can help with
their job satisfaction. There is a need to find future-looking solutions that PM experts
believe can help curb the job dissatisfaction of PMs and turnover rate to improve
retention of skilled PMs. Statistics show that 70% of projects undertaken fail without
achieving their time, budget, and performance objectives (TeamStage, 2022).

In Chapter 2, I will expand on the literature search conducted to uncover current
literature on the problems PMs face and the reasons why they are dissatisfied with their
jobs. I will discuss the conceptual framework of the study and the literature review I

conducted on the study of the problems of PMs’ job dissatisfaction.
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Chapter 2: Literature Review

Because PMs are dissatisfied with their jobs, they tend to leave the profession
(Ekrot et al., 2016). In this study, I used a qualitative modified Delphi study to determine
how a panel of U.S.-based PM experts view the desirability, feasibility, and importance
of forward-looking solutions to PM job dissatisfaction. The expert solutions gathered
from this study may help in creating a better job design for PMs. A better job design for
PMs may help improve PM retention and reduce job dissatisfaction.

Literature Search Strategy

The keywords and databases searched included articles relating to the PM’s job
dissatisfaction or any other issues that could lead to PMs not wanting to continue their
career trajectory. The key search phrases | used were PMs Dissatisfaction, PMs Job
Dissatisfaction, "Information technology industry" project management issues. | used
Walden Library Thoreau, Elsevier/Research-Intelligence, and Google Scholar for the
searches.

The initial Walden Library Thoreau search on PM Dissatisfaction yielded only a
limited 3 articles. A search in Elsevier/Research-Intelligence for PMs Job Dissatisfaction
577 matches, a lot more journals found here relating to PMs struggles and project
management stressors. Using Google Scholar, | found 163 articles, discussing issues PMs
experience in building their careers including the complexity of projects, turnover of
PMs, and strategies for reducing stress among other topics.

On all the search engines that | used, I also searched for articles on how we arrive

at employee job satisfaction, job design to create motivation and satisfaction, great PM,
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and project management career. In each of these searches, there were several articles in
publication regarding PMs’ issues in areas of education, training, development, and
organizational support, but not a wide range of solutions proposed by expert PMs in the
field who would have real applicable solutions that they may have tried or seen others
used that worked. This study taps into these expert’s experience for applicable solutions.
Conceptual Framework

| used Hackman and Oldham’s (1980) characteristics model to analyze PM job
design and to understand the characteristics that may be important to their job
satisfaction. When examining Hackman and Oldham’s characteristic of job satisfaction, it
is important to note that job satisfaction applies to all employees. PMs like functional
managers should experience a high degree of the five characteristics of job satisfaction:
(a) skill variety required for the various activities and types of projects they work on, (b)
task identity, (c) task significance, (d) autonomy power to decide how they run their
project gives PMs a sense of satisfaction, and (e) feedback. Task identity is where PM
can work a project from beginning to end gives the PM a sense of accomplishment PM.
Task significance refers to whether the job has high visibility or seems important to
leadership. Feedback means that PMs receive timely communication from their
managers, which will help PMs to make adjustment in their approach. The more of these
skills the PM has, the more fulfilled and satisfied the PM will be.
PMs’ Job Dissatisfaction Concept

PMs are stressed by the demands of their jobs and tend to leave their profession

for many reasons. Some of them include
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e lack of leadership direction (Nieto-Rodriguez, 2018; Ramazani & Jergeas,
2015);

e lack of organizational support from HRM and leadership (Ekrot et al., 2018;
Ling et al., 2018);

e lack of organizational training and development (Rumeser & Emsley, 2018);

e lack of schools’ adequate preparation of students for the professional demands
(Ramazani & Jergeas, 2015; Turner et al., 2019);

e lack of ownership of the project from beginning to end (Casey et al., 2012);

e lack of authority, except for inferred authority over the project (Casey et al.,
2012);

e lack of respect from the project team due to not being the Subject Matter
expert (McKevitt et al., 2017);

e dead end or lack of appealing career trajectory (An et al., 2018; PMI, 2020);
communication hold up or no supervisory feedback (PMlI, 2020);

e lack of work-life balance (PMI, 2020); and

e lack of PM understanding of people, culture, process, tools, or integrated
technology to effectively manage projects (Bizjak & Faganel, 2020; Lima &
Patah, 2016; McCafferty, 2014).

All these issues make PMs leave the field.
To address PMs’ dissatisfaction, work designed must be addressed in a way that
considers the nature of the job itself (Humphrey et al., 2007). Because of their

coordination role, the job design must ensure that the PM oversees the project and that
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they are rewarded when the project is successful. Education preparedness is critical in
having a successful PM career (Turner et al., 2019). PM expertise is taught in
universities, and students are grounded in the processes and knowledge areas as provided
by PMBOK Guide from PMI, which provide a framework for PM work activities
(Ramazani & Jergeas, 2015). Schools must ensure that they are training PMs for real-
world scenarios.

For PMs to be successful in their jobs they need the support of both the company
leaders and the work prioritization by the functional managers so that employees will
complete the assignment from the PM (Moodley et al., 2016). Functional managers have
authority over the company resources and the resources look to then for work
assignments. Without this agreement, employees may end up working on other priorities
from their functional manager or other PMs, putting the project in danger of cost overrun
and not finishing on time. When upper management works closely with the PM on a
project, the rest of the team shows more willingness to work with the PM (Ling et al.,
2018). When there is a conflict with the employee’s other responsibilities, with upper
management support, the PM can negotiate with the functional manager to prioritize
project work for the employee (Moodley et al., 2016).

Figure 1 shows the conceptual view of PM preparedness with job design
correlation, educational preparedness, and organizational support. The idea is that job
design must be done in a way that it will keep the interest and motivation of the PM. The
PM should have a formal university education or learn the PM skills on the job. Above

that, the organization needs to support their PMs and help in their growth and job



19

maturity. With maturity, the PM can manage a complex project successfully. However,
PMs still experience some level of stress due to the issues that they face on the job, like
complexity of the job, dealing with difficult stakeholders and customers, not having ideal
work environment, and not having their leadership support. Therefore, this study reached
out to U.S.-based expert PMs who are members of the PMI with over 5 years’ experience
and PMP certification. From their experience this study plans to reach an agreement with
them on the most feasible and desirable solutions to the issues PMs face.

Figure 1

Concept of Project Manager Job Satisfaction

Project Managers’ Job
Satisfaction Concept

Project Expert

Managers Project
Managers
Job Design
Correlation Y
v

. Project Project Manager
Educatlc_m Managers” Job Satisfaction
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Note. Conceptual view of project managers attaining job satisfaction.
PM Job Design

The concept of job satisfaction stemming from a job design is useful in examining
the effects of job design on the behavior of human performers. Based on Hackman and
Oldham’s (1975) study, jobs should include skill variety, task identity, task significance,
autonomy, and feedback. Skill variety is the degree to which a job requires a variety of

different activities that utilize the use of different skill and talents. Task identity is the
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degree to which a job requires completion of a whole and identifiable piece of work—
that is, doing a job from the beginning to end with a visible outcome. Task significance is
the degree to which the job has a substantial impact on the lives or work of other people,
whether in the immediate organization or the external. Autonomy is the degree to which
the job provides substantial freedom, independence, and discretion to the individual in
scheduling the work and in determining the procedures to be used in carrying it out.
Finally, feedback is the degree to which conducting the work activities required by the
job results in the individual's obtaining direct and clear information about the
effectiveness of their performance.
Educational Preparedness

Formal education and on-the-job training can help PMs thrive and be seen as an
asset in the organization. PM students graduate and enter what is known as a stressful
profession where the occurrence of project failure, job insecurity, and burnout is high
(Turner et al., 2019). However, a focus on student resilience in PM education is scarce.
Education and training systems must do more to prepare PMs on their journey from good
to great (Ramazani & Jergeas, 2015). Three main areas for educational institutions to
consider in developing future PMs include (a) developing critical thinking for dealing
with complexity, (b) developing softer parameters of managing projects, especially
interpersonal skills and leadership as opposed to just technical skills, and (c) preparing
PMs to be engaged within the context of real-life project (Ramazani & Jergeas, 2015).
Organizational Support

Organizational support from HRMs in developing a training curriculum for the
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PM career path could enable the PMs to feel more valued and have a sense of longevity
in their jobs (Ling et al., 2018). If people are the most valuable asset of an organization,
then PMs are key players for projects’ success (Lutas et al., 2020). However, non-
existence of organizational training and development exists in organizations today
(Rumeser & Emsley, 2018), and a high number of projects fail due to PMs’ insecurity
about their role on the team due to the disrespect from the team members (Ling et al.,
2018). Without training, PMs cannot become better at delivering projects or building
improved confidence as they deliver successful projects (Casey et al., 2012; Ling et al.,
2018). Without upper management support, HRM is not able to implement training
curriculums that will support the growth of PM careers in the organization. When
leadership supports PM training, the rest of the organizations will follow suit (Ekrot et
al., 2018; Ling et al., 2018).

Lack of leadership direction also makes the PM dissatisfied (Nieto-Rodriguez,
2018; Ramazani & Jergeas, 2015). When PMs are not familiar with the strategic goals of
their organization, they will not have the business drivers for their assigned projects. To
increase employee experience, it is best practice to engage the assigned PM at the onset
of a project or at the initiation phase (Gupta & Shaheen, 2017). This way the PM has the
background of the project and understands the why and the strategic objective. But
organizations often leave the PM out of the discovery and the business case development
of the initiatives (Bos-de Vos et al., 2019). Many organizations are not using business
analysts and product owners to work with the PM so they understand what the project

must accomplish. Not getting a clear direction from the leadership causes confusion and a
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lack of understanding of the importance of the project or how it ties to the overall high-
level strategic goal (Gupta & Shaheen, 2017; Lu et al., 2016).
Sense of Ownership and Communication

PMs work on the projects assigned to them by their managers. Often these
projects have already started, or the previous PM has just left the company. This situation
leads to PMs joining project teams that are already performing. At other times PMs are
asked to leave their current project and go help start up another project. The PM
managing many different projects or jumping on projects midstream could be because of
management trying to align resources expertise to the appropriate project or balance
workload (Acharya & Mahanty, 2008; Lutas et al., 2020).

At other times, management directs the PM on how they want the project run. The
best practice is to provide the PM with the goals and leave the PM and team to figure out
the how, because the PM facilitates resolving internal team issues to get through multiple
alternatives to the best solution (Brodzinski, 2021). Some leaders, however, like to tell
the PM what they want to be done as well as how they want it done. This management
style may be from their previous experience with similar projects. Though lessons
learned are great from a previous project to a future project, outright dictating how to do
the project or get a task done is not a way to set the PM and team up for success (Casey et
al., 2012). These practices of not allowing the PM to truly lead the team leave the PM
feeling out of sorts not having full ownership of their project from beginning to end
(Casey et al., 2012).

Communication and feedback from a superior are also critical to the continued
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success of the PM. Communication with the PM and PM communication with all
stakeholders at the appropriate time will ensure the project is moving smoothly.
However, team members and stakeholders can withhold information and make the project
hard for the PM to manage (Hackman & Oldham, 1980). Additionally, if the PM
manager does not provide timely and regular feedback on performance to the PM, the PM
may end up working on eggshells not knowing how they are doing. Gallup analysis in
2016 found only 1 in 3 U.S. workers strongly agreed that they had received recognition
for doing an excellent job in the past 7 days (Cutting Edge PR, 2020). Employee
recognition is important to ensure the that the employee continues to be motivated. Lack
of timely feedback and recognition may cause stress and dissatisfaction for the PMs
(Cutting Edge PR, 2020).
Literature Review

Project Management as a Profession

Before the corporate world recognized project management as a profession, work
was performed by teams of people within the same group that reported into a functional
manager. Today, more industries are completing their initiative in the form of projects. It
has become more common for organizations in recent decades to complete their work
using projects teams (Kendra & Taplin, 2004). Some organization operates as a matrix
organization where people come from diverse groups in the organization to work on the
project reporting to the PM as the coordinator and manager of the work while they still
report to their human resource or functional manager (Kendra & Taplin, 2004). Some

companies have a strong projected environment, whereas others have a weak projected
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organization. Whatever the form, PMs are now more responsible for the successful
completion of projects than ever before.

To become a PM takes some preparation either in an academic setting to get a
degree in project management or in another business degree or some years of experience
on the job. PM qualifications required to succeed include excellent communication,
motivation skills, transformational leadership, attention to details, and organization skills
(Hawley, 2019). Finding all these skills together in a recruit is sometimes difficult for
HRMs (PMI, 2017). Further, providing PMs formal developmental training in project
management, like as a career path or qualification opportunities, as well as establishing a
formal lesson learned system both positively relate to project management competence
retention (PMCR) (Ekrot et al., 2016). PMCR is positively associated with average
project success of the organization. But not all PMs see their role as a career, some see it
as a temporary effort, which have implications on project management careers,
professionalism, and organizational support. PMs with an elevated level of
professionalism achieve validation from external project networks reducing the reliance
on internal organizational support (Mckevitt et al., 2017).

Motivation and Job Satisfaction

Herzberg et al. (1959) proposed that an employee’s motivation to work is
understood best when the attitude of that employee is understood. Most employees want
to do an excellent job and get rewarded accordingly. This concept of motivation is
individual and internal, and the attitude of the employee reveals the most pragmatic

information regarding the motivation of the worker. With the factors-attitudes-effects (F-
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A-E) complex, Herzberg took a different approach to study F-A-E complex within
individuals rather than in a group (Herzberg et al., 1959; Tietjen & Myers, 1998).
Herzberg et al. (1959) study of F-A-E complex within individuals led to the developing
two distinct lists of factors. The motivators or job factors caused happy feelings or a good
attitude within the worker. These factors are task-related like recognition; achievement;
possibility of growth; advancement; responsibility; work itself. The hygiene factors or
extra-job factors are present when feelings of unhappiness or bad attitude were evident.
Herzberg said hygiene factors are not related to the job itself, but to the conditions of the
job. Salary; interpersonal relations - supervisor; interpersonal relations - subordinates;
interpersonal relations - peers; supervision - technical; company policy and
administration; working conditions; factors in personal life; status; and job security are
considered hygiene factors (Herzberg et al., 1959).

The difference between Herzberg’s two factors is the inherent level of
satisfaction/dissatisfaction within each factor. House and Wigdor (1967) stated that job
satisfaction contains two separate and independent dimensions, which are not on differing
ends of one continuum, but consist of two separate and distinct continua. Herzberg
(1968) stated that the opposite of job satisfaction is not dissatisfaction, but a simple lack
of satisfaction. In the same way, the opposite of job dissatisfaction is not satisfaction, but
rather “no dissatisfaction.” Consider for instance a hygiene factor like work conditions, in
an office where the air heater is not working when it is cold, employees will be
dissatisfied. On the other hand, if the heater worked all day as expected, the employees

will not be particularly satisfied by taking notice and being grateful.
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Only motivational factors can have an impression on a worker’s attitude,
satisfaction, and performance (Herzberg, 1968). Steininger (1994) stressed this point by
saying workers perform best when the stimulation is internal and work-related. Omran
and Baharunddin (2017) supported Herzburg’s stating that multiple attributes contribute
to PM job satisfaction and turnover. His study of common factors that influence PMs’
turnover in Penang showed that factors like job satisfaction, organizational environment,
individual development, career motivation are all causes of turnover. In criticism of
Herzberg (1968) motivational factors, Locke (1976) stated that satisfaction and
dissatisfaction come from different causes, that the two-factor theory is parallel to the
dual theory of man’s needs, and that the two-factor theory is inconsistent in categorizing
factors of satisfaction (Tiejen and Myrs, 1998). His 1976 adjusted view of satisfaction
and dissatisfaction was defined as a positive emotional state that results from the
appraisal of one’s job experiences (Locke, 1975). The closer the expected is to the
outcome, and the greater the achievement of one’s values, the higher the yield of
satisfaction (Locke, 1976).

According to Herzberg et al. (1959), motivators cause positive job attitudes
because they satisfy the worker’s need for self-actualization (Maslow, 1954), the
individual’s ultimate goal. Part of the recognition that PMs seeks in their jobs can be
attributed to this need to reach self-actualization. The presence of these motivators has
the potential to create excellent job satisfaction; however, in the absence of motivators,
Herzberg (1959) said, dissatisfaction does not necessarily occur. Similarly, hygiene

factors, which simply cause temporary action, have the potential to cause great
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dissatisfaction, but their absence does not provoke an elevated level of satisfaction. It can

be said that PMs and other employees become dissatisfied when they experience a lack of
motivator and a great degree of negative Hygiene factors. The life-cycle theory stated that
the role of the leader played by each manager directly influences what how the employee

will be motivated and how they find satisfaction.

Additionally, Blanchard and Hersey (1996) renamed the theory of leadership
“Situational Leadership” emphasizing “task behavior” and “relationship behavior” rather
than attitude (Tiejen & Myrs, 1998). In an attempt to provide clarification to managers,
Blanchard and Hersey (1996) explains that people managers need to understand that
successful leadership of their followers involves collaborating with them as people. This
provides a framework for managers dealing with a new and diverse workforce as
compared to that of the workforce of the 1970s and 1980s.

Motivation of PMs

In their 2018 research, Ling et al. stated that HR Management strategies that give
rise to higher job satisfaction include a system to recognize and develop talent, as well as
one that takes active steps to identify and develop backups for the key roles. Nieto-
Rodriguez (2018) and Ramazani & Jergeas (2015) further supported this point by saying
that strategic approach from organizational leaders should include the leaders
understanding of what PMs do, which requires that the leaders be interested in how PMs
work, their issues, their welfares, and the reward system for their PMs. However, PM
dissatisfaction could come from lack of follow through on systematically recruiting and

retaining talented PMs, not encouraging PMs to plan for their careers, not offering



28

performance and development coaching, and lack of appraising employees Ling et al.
(2018)

In 2018, Ekrot et al. described PMs job satisfaction because of PMs perceived
organizational support (POS). Both from a career management and from a project
portfolio management perspective, they concluded that POS related positively to PMs’
job satisfaction and retention, and negatively to their turnover intention. A career path for
PMs was positively associated with POS, especially when it was accompanied by
adequate qualification opportunities. As part of building and maintaining a competitive
organization, it is therefore necessary for HRMs and organizational leaders to provide the
necessary support, encouraging atmosphere, and training opportunities to their PMs
(Ekrot et al., 2018; Ling et al., 2018; Rumeser & Emsley, 2018). The involvement of the
Sponsor and their communication with the PM and team on the importance of the PM
role creates POS, which helps the project team to respect and work better with the PM
(Bertsche, 2013; Casey et al., 2012). As HRMs and leaders pay more attention and
improve PM recognition, training, development, and bonus, the PMs will have more
reasons to be satisfied in their positions and remain with the company.

PM Job Satisfaction Benefits Organizations

Rezvani et al. (2016) reviewed how PMs’ Emotional Intelligence (EI) contribute
to project success. Razvani et al. argued that job satisfaction and trust play a significant
role in a PM’s emotional intelligence and subsequently in their project success.
According to Rezvani et al. (2016), El and trust is important for a PM to drive the

execution of the projects as he or she collaborates with various individuals on various



29

project teams. El ensure the PM can deal with the internal issues with the project team
members individually with successful results.

Complex projects are increasing in many sectors, and no longer just in
construction and IT alone, but also in health care, manufacturing, and infrastructure, with
challenging opportunities. Projects serve as instruments to realize business value and
implement corporate strategy (Valcic¢ et al., 2016). If top management recognize the
importance of PMs’ job satisfaction and trust, that will help to booster the success of
complex projects (Rezvani et al., 2016). For the PM, trusting the Sponsor shows that they
perceive the Sponsors support, which is needed to lead the project team and for the team
to follow the PM lead (Ekrot et al., 2018; Rezvani et al., 2016). All of which leads to the
PM felling a sense of job satisfaction.

Wau et al.’s (2019) study was conducted to understand the influence of role stress
ambiguity and conflict on job performance in Chinese construction industry. With Job
Demands Resources model, the study introduced career calling as the moderating
variable, to develop a theoretical model and he concluded that: 1.) role ambiguity has a
significantly negative effect on job burnout and job performance; 2). role conflict has a
negative effect on job burnout but has a non-significant influence on job performance; 3).
job burnout has a negative impact on job performance; 4). career calling negatively
moderates the relationship between role ambiguity and job burnout, and positively
moderates the relationship between role conflict and job performance. Wu et al.’s article
showed career calling can positively moderate the effect of role conflict on job burnout

inadvertently supporting Herzberg’s two factors theory.
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McCafferty (2014) discussed the report of “Harvey Hash Technology Survey:

Disruptors & Disrupted - The New Tech Flux” revealed that information technology (IT)
employees increasingly value job stability and work-life balance. However, the
Technology disruptors has created challenging opportunities for IT workers including
PMs. McCafferty research shows that 46% companies surveyed plan to increase
headcount in the current year, 51% of employers said they have a shortage of IT skills.
29% of tech the interviewed workers would actively seek new jobs while 54% would
entertain call from a recruiter McCafferty (2014).
Difference Between Employee and PM Motivation

Both PM and other employees are motivated by work-life balance. They take their
cue from leadership perceived values of the organization (McCafferty, 2014). As human
beings they seek self-actualization, as they maintain the home (shelter), sense of
belonging, love, and self-esteem (Maslow, 1954), they have achieved in their journey on
Maslow’s hierarchy of need pyramid. Self-actualization is the last stage of Maslow’s
Hierarchy of needs and once we reach there one continues to find ways to self-actualize
(Maslow, 1954). Activities or jobs that do not allow self-expression and recognition then
do not motivate human beings trying to reach this self-actualization goal.

The way that PMs are motivated is different from the way that other members of the
project team are motivated. Promotions based on traditional management model does not
address career development for PMs as a legitimate management discipline, Madter et al
(2012). While members of the team can come and go, PMs are motivated to see a project

through to completion. Technical employees are often more in number on the team than
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PMs. There may be 1 PM to many technical staff or Engineers on a project. If there is
work to be completed, these employees are likely to continue to enjoy their employment,
however the PM can be the first to be let go if the project budget gets slashed when the
plan for the project is already in place or priorities change (Bertsche, 2013).

Unstable or changing leadership and cuts in budget affects PMs job stability
(Bertsche, 2013) more than it affects the other team members as they are needed to finish
the project or are shifted to other priorities. According to Marion et al (2014), not all
projects fail, but studies in successful projects highlights the importance of PM’s skillset
and capabilities that are often based on standards set by PMI and on mastering human
behaviors. Project Cost Management plays a key role in the bottom line of the company
(Chen et al, 2019). Along with managing cost the PM is responsible for the overall
success of the project. The PM is motivated and derives job satisfaction from the success
of their project, while the Functional manager is motivated by the collective effort of his
team members.

It is important to note that while so many years ago, work was more individual
base, today most work force are organized into teams and departments. Adler et al.
(2007) stated that by reorganizing work to better accommodate task interdependencies,
and by leaving team members a margin of autonomy in deciding how to manage these
interdependencies, teamwork is often presented as a “win-win” policy, making work
simultaneously more satisfying for employees and more effective for the business. This
approach seems good for employees, PMs and Functional most people appreciate having

a counting opinion in their workplace. However, While both PM and other employees are
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motivated by advancements in their careers, the career path of a PM is different from the
traditional career of an Engineer or a Functional manager. These others, who work on the
same technical team or industry for most of their professional life are promoted within
their groups. Since various industries complete work using projects, Organizations should
see the project management professional as a generalist (Fan et al., 2015). A PM can
work in health care industry today, in IT tomorrow, and in construction at another time.

The PM could also be assigned to an accounting team in one organization today
and be on an assignment in a manufacturing inventory team next. PMs are trained to be
able to work in any kind of industry practicing the skills of project management (Harrin,
May 26, 2020). A PM promotion to the next level as senior PM, advance PM, or Program
Manager could come at any time and within any of the groups and industries they are in
at the time.

To continue to be an effective PM requires the PM to maintain a good relationship
with the sponsor, the stakeholders, third party vendors, and members of the core team.
Employees of the core team do not have this as a motivating factor. Ramaswamy and
Dawson (2014) study of why IT projects fail suggested that PMs need strong project and
stakeholder management skills to manage IT projects effectively. If there are issues in the
PM managing any of these groups, the effectiveness of the PM may be in question.
Therefore, it is not only important for a PM to exhibit an effective communication skill,
but also to build good rapport with the people on the project in addition to doing
administrative task. To this end, PMs are required to wear multiple hats, be good leaders,

communicators, coordinators, mediators, and motivators (Hawley, Aug 4, 2019).
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Lack of Motivation and Dissatisfaction

Lack of organizational understanding of what a PM does brings about several
factors that create job dissatisfactions for PMs. Rwelamila and Asalan (2010, September)
study on South African Construction project managers (CPM) showed that even some
PMs do not fully understand the project management best practices that makes a project
successful. Ling et al. (2018) further explained that factors that bring about PM
dissatisfaction may include lack of leadership support, lack of HR Management practices
for developing and training PMs, and lack of real ownership of the projects that PMs are
assigned.

Jepson et al. (2017) study of 25 PMs in Australia result indicated that PMs are
affected by stressors like the lack of resources, lack of control of the project, and
increasing accountability. HR Management practices that do ensure adequate PM
coverage in the organization contributes to this issue. Ling et al. (2018) supported this
idea by saying PM dissatisfaction comes from lack of HRM follow through on
systematically recruiting and retaining talented PMs. The reduced number of available
PMs cannot cover opportunities for all organization initiative (Jepson et al., 2017),
leading to projects that cannot be executed in the timeline they are needed and further
resulting in loss of revenue growth.

Another way that PM expects support from their organization is through training
and development in their field. Rumeser and Emsley (2018) said that lack of
organizational training and development is another reason PMs are dissatisfied with their

jobs. An et al. (April 2018) added that many organizations fail to develop and retain their
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PMs. In this virtual world of global economy, not having opportunity to train and develop
could mean that the PM is stagnant in the opportunities they could apply for and hence
are limited in upward mobility in their career. Both Ramazani and Jergeas (2015) and
Turner et al. (2019) agreed that lack of schools’ adequate preparation of students for the
professional demands of their profession could be another source of dissatisfaction. Many
PMs enter the industry not fully understanding what to expect or how to start off a new
project. The stress of having to learn on the job without looking totally inexperience
causes stress.

PMs experience lack of motivation in organizations where there is no clarity of
alignment with the strategic goals. This causes chaos and delay in the progress of the
project objectives and the team may have to redesign the solution multiple times. Zidane
and Andersen (2018) shared that causes of delays in the Norwegian construction industry
includes poor planning and scheduling, poor decision-making, bureaucracy, resource
shortage, poor communication, lack of sponsor commitment, and lack of clear goals and
objectives. Early engagement of the PM and clearly tying the benefit analysis to the
organization strategic goal may be one way to avoid this stress and dissatisfaction. PMs
turnover, which sometimes happen during execution of a project affects corporation’s
bottom-line. The main causes is related to career and personal development and
dissatisfaction with the organizational culture and project management role (Parker &
Skitmore, 2005).

Current Situation—Ensuring PM Motivation

Chen et al. (2019) study found that significant differences in project management
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competencies exist at various levels of the career model developed with six large Chinese
companies. On the other hand, the distribution remains the same at various project
management position levels for conceptual, organizational, human, and technical
competencies. Chen et al. (2019) argued that most studies treat project management
competencies as static constructs without considering their dynamic changes as a career
path advances. Chen et al. (2019) suggested that a formal career path for PM will provide
the practitioners with a sense of occupational identity as well as highlight how they
directly impact the company’s bottom-line. Some organizations do not have a project
management career path laid out but creating a career path for PMs shows a recognition
of PMs skills and successes. The cost of an employee recognition is small, even cost-free,
and the benefits are large compared to the benefits of happy and loyal employees you get
in return (Chen et al., 2019; see also Cutting Edge PR, 2020).

Card and Nelson (2019) studied how automation and digital disruption are
shaping the workforce of the future by interviewing HR leader in various organizations to
understand how they will adapt to the changing future of work and automation in the
workplace. Card and Nelson argued that the current unemployment at 50-year lows will
not last forever. Employees need to be prepared to adapt to new ways of working in their
industries. According to Card and Nelson (2019) enterprises are re-skilling employees to
adapt to the rise of automation and IT skill gaps. This phenomenon impacts PMs as they
need to keep up with the latest skills and automation that makes their jobs easier so they
can focus on the more complex tasks.

Simonet and Castille (2020) study results highlighted numerous situational and
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personality effects on work meaning and possible causal pathways linking various traits
to experiencing meaningfulness at work. Interventions to encourage long-term changes in
work meaning (e.g., job redesign, career coaching, job crafting) may require individuals
to undergo changes in how their personality is structured and adjust to the work
environment. Simonet and Castille (2020) provided insight to the impact of stressors on
PMs. These stressor and the situational personality effects of the PM determines how
much they will be dissatisfied with the job.

It is important to note that this construct of the PM personality and Job
characteristics presents the other side of the argument that Manager need to collaborate
with their people and that their approach many changes based on their environment.
Naoum et al. (2018) contribution is that stressors on PMs at project closing phase puts
PMs under pressure and they tend to first lose control of the ask with less strategic
importance. Finally, Mahjoub et al. (2018) showed that there is a positive relation
between management of strategic talent and project success. When PMs receive
recognition and timely feedback from their managers, they are encouraged to keep
working hard.

Talking to experts in the field of project management shed lighter on the impact
of the issue of PM shortage in our society. In April of 2019, PMI Today Interviewed J.
Davidson Frame, PhD, PMP, and a PMI Fellow on how critical the PM talent shortage is,
and what industries are most impacted by the shortages? (Frame, April 2019). Frame’s
answer helped to clarify what issues this gap created. His answer showed how difficult it

is for organizations to overcome the Talent Triangle, which focuses on possessing both
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classic emerging project management skills, using strategic perspective to select and
implement projects, and having leadership skills to get people to follow. Frame said the
Finance industry is one that experiencing this gap because PMs are not experts in the
business strategy or leadership skills. On the other hand, consumer-oriented businesses,
like retailers and restaurants, do not understand how to use a project or the value of
leveraging the services of PM for profitability and profits (Frame, April 2019).

On the question of what organizations can do to anticipate and bridge the PM
talent gap, Frame (April 2019) answered, that organizations need to conduct an inventory
of their talents and understand the extent of the gap in mastering project management,
understanding the business in its strategic context, and in leading teams and organizations
to function effectively. Project Management gap is the easiest gap for the organization to
fill by providing training and mentoring. When organization provide training and
mentoring, the PM sees this as the organization committing to their career aspirations and
willing to help them continue to grow. This trust of the PM of their HRM and leadership
coupled with job satisfaction are what Rezvani et al. (2016) claimed will boost the
success of a complex projects. In Frame’s view the most important skill sets for PMs in
the near and distant future are mastering project management fundamental, emerging
project management tools with emerging techniques, and perspectives. PM are expected
to hit the ground running on their first day on the job, having the project management
skills under their belt, ready to think on their feet and have strong leadership skills.
Project Management Preparation

Ramazani & Jergeas (2015) and Turner et al. (2019) suggested that school may be
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the best place to prepare project management students for real-world scenarios, but they
are not doing an adequate job. Schools may need to rethink their project management
course offerings. This may mean revamping their curriculum to include approaches to
better building rapport with the project team members, the Sponsor, and Stakeholders.
This is not an easy task as it goes hand in hand with developing interpersonal skills.
Emotional Intelligence will have to be developed as well, but how do you teach these soft
skills in a classroom?

This is the challenge that higher institutions and schools will have to overcome to
improve their offering of project management courses and degree. The challenge may be
made more complicated as student learn in virtual classrooms as we have seen during
Covid-19. Virtual classrooms may be missing some of the elements of human interaction
compared to a face-to-face classroom, but the work environment is also undergoing the
same virtual mode of communication in the 20" century. This is a global human problem
that affects both scholars and professionals the same in a virtual global community.

One way to tackle these important needs for students is to start students of project
management in teams just like they would experience in real world (Turner et al., 2019).
While working in teams on school projects, the provision should be made to ensure
students build up their facilitation, negotiation, conflict resolution, and decision-making
skills. Along with these soft skills, the position of a PM also requires technical skills as
well. While the soft skills may be something that the PM continuously learn, technical
skills need to be learned and put under the PM’s belt. These will become tools, processes,

and procedures they will use throughout their careers.



39

The tools as provided in the PMBOK Guide that document the project

management body of knowledge was first published in 1987. Now, PMBOK is on the 7th

edition, and it captures project management skills the PM has to be able to apply to

projects effectively (PMI, 2017; Uplandsoftware.com, n.d). According to PMI (2017, pg.

23), the PM must be conversant in the following 10 knowledge areas and know how to:

1.

2.

8.

9.

Integrate the project

Scope it

Figure out the cost

Apply quality

Manage time effectively

Use the assigned human resources efficiently
Communicate with the team and stakeholders effectively
Manage project risks

Manage the Stakeholders expectations

10. Procure software and hardware as needed

While working on a project, PMI required the PM to manage all specified

knowledge areas as listed above including Integration, Scope, Cost, Quality, Time,

Human Resource, Communication, Risk, Stakeholder, and Procurement (PMI, 2017, pg.

25). The PM must also work using the 5 processes laid out by the PMI and take the

project from Initiating to Planning, Executing, Monitoring and Controlling, and then

Closing (PMI, 2017, pg. 23). Projects are completed with the PM applying these

knowledge areas and using the processes. Therefore, it is important that the PM
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understand and can lead using these tools. Since the rest of the team are not experts in
project management, they will rely on the PM for this expertise.
Career Modeling

On the job, the PM continues to gain more skills and knowledge as they work on
various project of different complexity. While it is true that PMs can work in any
industry, the PM job is classified under the construction job industry (DiVincenzo, 2006;
U.S. Bureau of Labor Statistics, 2019). It is possible that the construction field is where
project management first started, but PMs are now used in various industries to complete
initiatives in the forms of projects and programs that roles up into Portfolios (PMI, 2017).
The portfolios represent every work effort a business unit is responsible for. Around the
world PMs are used to managing projects in various industries including Constructions,
IT, Retail, Manufacturing, Health Care and much more. The Bestcollegereviews.org.
(2021), further clarified that 5 top industries utilizing PM services are Construction,
Finance, Information Technology, Energy, Health Care.

The PM is not expected to be the subject matter expert in the development of the
work to be completed. PMs can work in any industry as their expertise is in the project
management skills that they bring to the project. PMs are responsible for creating the
project scheduled that fully detail all the task of the project. They can complete this by
meeting and working first with the project team to break the effort down into work
packages. The work packages are then scheduled and assigned to members of the team
for completion with durations and predecessors to show dependencies among the tasks.

The PM only needs to understand the work at a high-level to be able to collaborate with
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the experts and provide useful feedback as it relates to planning work to fit in the time
and budget allocated (Bestcollegereviews.org., 2021).

A competent PM is one that can build rapport with the team members and all
stakeholders. He commands respect by leading the team and letting the team members do
their work without too much distraction. PMs must wear multiple hats while working
with their project teams. It is possible for a PM to work on multiple projects at a time.
The PM must keep the projects straight and each project team and team site separate. The
PM must be able to think on their feet and effectively facilitate each of their team
meeting, work sessions, and executive meetings. Effective PMs are easily identifiable by
their preparedness to meetings, facilitating the meeting in a way that the meeting achieves
its goal, and presenting the status concisely and helping the team to identify risk and
issues on a regular cadence.

Since the year 2000, many PMs have been tasked with also being a Scrum Master
(SM) in Agile software development (ASD) projects. Shastri et al. (2016) argued that
since the 1990s the Agile methodology and the use of Scrum Masters (SM) has eroded
the significance of the role of a PM as used in waterfall projects. Shastri et al. (2016)
sought to answer the question whether PMs are still relevant in Agile software projects.
The result of their survey was that PMs are very much relevant and are being used in
teams with greater than 5 to 7 people, which the CM manages. The larger team that the
PMs manages were aggregates of the smaller teams the Scrum Masters manages. Also,
teams that were geographically spaced used PMs. While the duties of a PM and a SM are

similar, a PM tend to do more that the Scrum Master is responsible for (Shastri et al.,
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2016). The SM is a role that any member of an Agile Scrum team can play but is most
closely relate to the tasks that PMs perform. Since there are no PMs on Agile teams, the
PMs responsibilities are divided into the role of the SM and the Product Owner. PMs can
be found in different companies embracing the role of SM. This is a change necessitated
by recognizing that some projects can benefit from both an Agile methodology that is
iterative in delivery and a waterfall methodology that takes the approach to plan out work
from inception to completion.

The PM in 20" century must be versatile enough to work in any industry, from
construction to IT, to Retail. Global projects are now part of our lives and PMs are
expected to be able to manage collaborating with people in all parts of the world,
communicating effectively, managing the cultural differences among members of the
team, and addressing with the team the risks and issues for the project (Bizjak & Faganel,
2020). U.S PMs collaborating with teams in India or China and other parts of the world
must be flexible in their style of management, understand global mindsets, be skilled in
dealing with different culture, geographical location, resolve conflicts, and be
understanding of the different customs, value systems and, language differences of the
members of the team (Bizjak & Faganel, 2020; Lima & Patah, 2016). The PM must get
used to early morning meetings to accommodate for the time difference in the other
regions of the world that could be anywhere from 12 to 16 hours’ difference, understand
cross-cultural communities, different organization, multiple languages, and facilitate
cross location collaboration (Binder, 2009; Bizjak & Faganel, 2020). To manage

language barriers, sometimes a member of the offshore team may be brought to the U.S
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office to help in translating in some of these meetings and help coordinate work with the
offshore team.

One way that some organization help to acclimate their new PMs is to provide
them with a PM as a buddy. The buddy helps the PM to come quickly up to speed with
the processes and procedures of the company. Companies that have an Enterprise Project
Management Office, also provide templates. processes, and procedures (Thompson &
Cox, 2017). The fact that at its fundamental level, a project is often conceptualized as a
temporary organization of resources aimed at achieving specific goals (Turner and
Miiller, 2003), makes this effort to orient the new PM abortive or not enough to ground
the new PM in their role. As Maslow (1954) explained, humans try to satisfy one level of
the Hierarchy of needs before they reach to fulfil the next. The PM wants to be fulfilled
in their self-esteem need by being competent in their jobs. The learning curve or
proficiency in the PMBOK and the PMI standards sometime holds PMs back. PMs need
the ability to continue to pursue project management as a career or to continue to work to
obtain their PMP certification, which provides a recognition that the PM is on par with
other PMs around the world.

Ideal PM

To be an ideal PM, the individual must understand project management as a
discipline, have undergone PM training at school and / or on the job. Project management
is also a full-fledged career for a many people. Membership in the PMI quadrupled in 6
years’ period, growing from about 43,000 members in 1999 to more than 208,000 in

2005 (DiVincenzo, 2006). To be a PM, the person will need to be able to demonstrate all
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the PMBOK knowledge areas and PMI process in executing their projects (PMI, 2017).

They must have effective communication, facilitation, conflict resolution, and people
skills. They must execute projects on time and within budget. Lutas et al. (2020) argued
that PMs are valuable asset of an organization, and key players for projects’ success.
Leaders in organization are happy and often ready to work with skilled PMs who
demonstrate the necessary skills that make projects successful because successful projects
mean improved revenue.

Dumitrascu-Baldau and Dumitrascu (2017) research revealed that, to increase
performance and the involvement of virtual team members, and for international projects
to be successfully completed, PMs must possess specific skills and competences, with a
view to being able to adjust to the new work environment. Consequently, they should
know how to build a team in the virtual work environment, understand how it functions,
how to communicate effectively selecting and using the most appropriate virtual
instruments the - support for collaborative processes-, etc. The paper presented the main
challenges that international PMs encounter and proposes a model of the international
PM's profile. As the world continues to operate as a global market, the skills discussed in
this article are important for PM’s competency.

As more organizations perform projects to complete their strategic initiatives,
statistics show that more than half of projects fail, without achieving their goal, time, and
budget objectives. (PMI, 2013). This is a challenge for PMs. To meet these challenges,
PMI proposed that PMs in collaborating with colleagues and clients from diverse cultures

and remotely must pay more attention to ‘soft’ skills including leadership,
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communication, interpersonal skills, understanding cultural diversity, because the
emergence of internet and virtual work environment imposed a greater emphasis on these
skills. The realities of successfully managing a virtual team requires PMs to be a leader.
Being a leader and a change agent is the most important aspect of the work of a PM, and
it is closely followed by communication skills (Dumitrascu-Baldau & Dumitrascu, 2017;
Grisham., 2011).

Ballesteros-Sanchez et al. (2019) believed that in twentieth century organizations,
with increasing reliance on projects execution to achieve organizational goals, there is a
growing number of people whose roles are being redefined as PMs or project owners.
Practitioners and scholarly communities no doubt experience the impact of this shift on
employees and organizations (Hodgson et al., 2011). Being a PM is stressful with
difficult and challenging project objectives and a tall order of responsibilities
(Ballesteros-Sanchez et al., 2019; Berg & Karlsen, 2007). This is mostly difficult in a
projectized environment where PMs have more responsibility and demanding conditions,
little management experience, no authority, poor support and lack of recognition and
opportunities (Hodgson et al., 2011; McKevitt et al., 2017).
Project Management Compensation

This section recaps the Project Management Survey 10" Edition conducted by the
PMI in 2017. This report provided in-depth insight to my research on how PMs are being
compensated in the industry and by various categories., Since majority of USA
companies follow the PMIs standards of PM, it follows that the PMI is seen as the

world’s leading association for projects, program, and portfolio managers (PMI, 2017).
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PMI, which was founded in 1969, through its global outreach, bringing practitioners
together, research, advocacy, and education claims to deliver value for more than 3
million professionals working in different countries of the world (PMI, 2017). There is
evidence of this as the PMI standards are considered best practices in the industry.
Practitioners use their methodology and uphold their ethical standards.

Therefore, when PMI conducts research and publish the result, it is considered the state
of the industry and professionals reviewed results for alignment by their companies.
Project management professional relates to the results published in this report, which
speaks to several positions and job aligned to project management. The survey results
shed light on the state of project management personnel compensation in 2010 by
positions for PM I, PM 1I, PM IIl, Program Manager, Portfolio Manager, and Director of
PMs. The report was categorized by country, years of experience, PMI certified or not,
and project size. All these statistics were provided in percentile. The local compensation
in each country have been converted to USA dollars for ese of comparison. | have
summarized the result for 6 randomly chosen countries in each category below in Table 1

to illustrate income range in the industry.
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Table 1

Project Management Salary Summary

Average salary based on country of employment

Switzerland  United States  Australia India Nigeria Egypt
$130,966 $112,000 $108,593 $25,959 $21,498 $10,159
Years of experience
<3 $94,698 $75,000 $68,827 $17,102 $12,505 $11,030
3-5 $101,879 $85,000 $76,474 $21,378 $22,330 $7,280
5-10 $121,536 $100,000 $92,000 $24,432 $28,710 $10,269
10-15 $136,003 $115,000 $111,652 $31,304 $38,280 $12,271
15-20 $146,077 $122,000 $122,358 $38,175 $14,190
20+ $161,189 $130,000 $133,830 $45,810
PMP certification status
PMP $136,003 $115,000 $110,887 $27,486 $21,542 $10,754
< 5 years $128,951 $103,000 $114,711 $23,821 $19,140 $9,100
<10 years $141,040 $120,000 $122,358 $30,922 $26,796 $13,071
10+ $151,115 $130,000 $100,811 $38,175 $20,097 $13,545
Non-PMP $121,718 $92,000 $20,264 $8,273
Position
PM I $110,817 $87,426 $86,415 $19,851 $13,079 $7,258
PM 11 $127,944 $96,500 $92,534 $23,501 $20,735 $9,789
PM 1 $136,003 $110,000 $108,593 $27,486 $30,305 $10,368
Program manager $141,040 $121,650 $122,358 $32,067 $26,796 $13,236
Portfolio manager $151,115 $134,000 $133,830 $37,793 $30,624
Director of PM $154,137 $140,000 $137,663 $37,030 $34,069 $13,788

Note. Adapted from “Earning Power: Project Management Salary Survey, 10" Edition,”
by E. Power, 2017, Project Management Institute, pp 8-11. Copyright 2017 by Project

Management Institute, Inc. Used with Permission. https://www.pmi.org/-

/media/pmi/documents/public/pdf/learning/salary-survey-10th-edition.pdf?v=b803aa7a-
711f-42e4-8a86-3853fefldafc&la=en

As recorded in Table 1, Western countries pay project management professionals
better much better than third world countries. Switzerland leads the pack in top pay for
the PM professionals, while Egypt pays the least (Power, 2017). The average pay in
Switzerland for this profession is $130,000 while India, Nigeria and Egypt pay less than
$30,000. In the US, a PM who is in the industry for 3 or less years can look to be paid an

average of $75,000 while one with 20 or more years of experience can takes home
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$130,000 on the average. For most of the countries, income increase with PMP
certification and number of years. However, in some countries like Switzerland and US,

Non-PMP holders made as much and sometimes better pay than PMP holders with 10

years of experience.
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Figure 2

Project Management Salary Comparison
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Note. Adapted from “The Big Project Management Salary Comparison,” by L. Tran,
2016, InLoox,Inc. Copyright 1999-2023 by InLoox.Inc. Used with permission.

https://www.inloox.com/company/blog/articles/the-big-project-management-salary-

comparison-infographic/

Tran blog on Wednesday 21 September 2016, collaborated the project
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management compensation in the PMI (2017) salary survey report. The graphs below
represent his summary of the commendation for project management professionals. Tran
advised professionals to get their PMP as PMP holders make 20% more than those who
do not have the certification. The breakdown below collaborates the fact that the project
Managements professionals make significantly more money as they advance in their
positions, numbers of years of work experience, by years of years worked in project
management, and by PMP status. Table 2 shows that in each industry, project
management professionals make competitive salaries ranging from a median $108,000 in
Financial Services to $125,500 median in Pharmaceuticals. According to Tran’s 2020
project management growth forecast, the demand for project management professionals
will grow by 12%.

Table 2

Project Management Salary by Industry

Industry Salary

Pharmaceuticals $125,500
Resources (agriculture, mining, etc.) $120,640
Consulting $120,000
Aerospace $115,000
Engineering $112,000
Utility $110,425
Government $110,000
Information technology $110,000
Legal $109,000
Financial services $108,000

Note. Adapted from “The Big Project Management Salary Comparison,” by L. Tran,
2016, InLoox,Inc. Copyright 1999-2023 by InLoox.Inc. Used with permission.

https://www.inloox.com/company/blog/articles/the-big-project-management-salary-

comparison-infographic/
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Professions

As can be seen in the table above, PMs are rewarded handsomely for their skill
sets. To see how well PMs are being compensated, | compared PM salary median to that
of professionals form other industries. | compared income of other professions with
similar training and education. If we compared the PM position to other industries like
Accounting, Engineering, and Service Managers, the result shows, that for the number of
years of training, the PM makes a better income that some. More than anything else, the
project management skills that the PM builds from years of experience like business
knowledge, leadership, problem solving, conflict resolution, and negotiation skills all
translates to handsome salary for PMs who displays these kill sets and use them to help
the organization complete projects successfully on time and on budget.
Related Studies to The Research Questions and Approach

The research question, how does a panel of U.S based Project Management
experts view the desirability, feasibility, and importance of forward-looking solutions to
PM’s job dissatisfaction? What solutions will they rate the highest to bring about a
positive social change to PM job dissatisfaction? In studying PM work identity and job
satisfaction, Mckevitt et al. (2017) wanted to find out to what degree PMs identify with a
project management profession and how this leads them to career satisfaction. For their
study, Mckevitt et al. (2017) used survey data from 207 PMs and a theoretical framework
to hypothesize relationships between project management identity and career satisfaction.
The moderating effect was how PMs see their role as either a job, a career, or a calling.

Mckevitt et al. (2017) concluded that project management is a career where the individual
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is solely responsible for their job satisfaction. This is one view others may believe that
the opportunities that exist play a part in how PMs sees their job. A PMs who has worked
series of 6 month’s contracts may see his/her job as temporary, whereas one that is on a
full-time position may see his or her job as a career or even a calling depending on how
they feel about their opportunities up to that point.

Ekrot and his team conducted two studies on 