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Achieving a consistent global standard for projects, people and processes is a daunting task.

Siemens has tackled the problem head-on by categorising projects and roles, as well as introducing

comprehensive training. Ken Lane fi nds out more from Paul Hodgkins and Adrian Logan.

o rvhat is your iclea of a small project? Is

it less than d20k, les than d200k, or less

than ll 5 rrrillion? For many companies

a d1 5 nillion project would call for all the

project skills they cor.rlcl muster.

-At Siemens a d1 5 nrillion projccr would be

classifìed, simply on its value alone, as a small

project In fact, it will har:dly register on the

global radar in amongst the 50% of their €87

billion turnor.'e¡ that canre from projects business

in 2006

As with all global companies it is hard to grasp

the sheer scale ofthe projects that are under rva¡,

at any one tinre: pot,er generation. postal

autorlatiorl syster]rs, nrcdical systenls,

conmunication systenls, consulner rvhite goods;

the list is endless

All these projects have to be rnanagecl and it
rvas in 2000 that Echi'ard l{rubasik, a menrber of
the global board at Sienrens AG, highlighted the

fact that the group's revenLre u'as becoming

relialt on fer.er but nuch rnore complex

projects and thel needecl to be managed

successlulll'.

ln fact, Sienens l-rad lea¡nt thc harcl rvay

through some u'a)'u'ard projects that it needed a

better approach But Krubasik's vierv r-as not

simply about plugging any gaps, it rvas about

creating a project û-amervork to rvhich all the

business nnits could snbscribe and s,hich rvould

add value and conrpetitive edge to their project

processes, tools, prodtrcts and solutions

Setting the scene
When 1,ou ar-e an organisation of .+60,000

cnrployees arouncl the rvorld lvorking in some

190 countries, it seenred a good idea to have a

frameu,ork lor projects One that u.ould provide

à comnon experience for cmployce s and

custonrcrs, but s'ithout aclcling burear.rcracy in a

group that had adopted a federal approach to its

control of business units

It s¿s fì'om these ilsights that PM@)Sier.rens

u,as boln, says Paul Hoclgkins l,ho is resporsible

lor embedding the ir.ritiative in the UK and

North'W'est Europe.

The 12 nodules ancl 53 recomrnendatiols

contained s'ithin rhe PM@Siemens handbook

reflect Sier.nens rierv of horv projects ancl

programllres should be lun rvithir.r its oun
organisational culturc and requirerrents.

Le:rrning Canrpus, the German centre, supported

by regional hubs rcross the lr.or-ld provides rhe

expertise that sets the s¡andards globalll:

Paul is keen to en-rphasisc that it is not just

about tlrc'project man¿ìger'r the fr'¿rnrervork is

concerned rvith all tbose rvho are invoh.ed in
projecrs fi-onr bid and sales nrnagers, to rccount
rìanagers, HR, procuremetrt and legal; in fact,

arl)/one conìlcctcd u'ith projccts.

,As rvelì as the frarlervork, Siernens has

identified a nurnber of project roles rvithin its

career rloclel at the top of s.hich is project
direc¡or Alyone either l'anting, or already

s,i¡hin a project nran:rgernent role is assessed

against the corìpetellce levels for these roles

nsing a tool developed b1' Siemens knor.n as

PMFu¡ureWorld This process is sripported by

revierv boards where integrity and qualiry is

rrsulcd: thc proJ( cr rìrail¡geI oI senioI p|o¡ect
malrâger can be certified. and potential project

directors can be nonrinated for assessrnent by

Learnilg Carnpus in Germany.

Projects are categorised on a sliding scale

from A F, rvhere A u'ould typically be of a

higher risk, or vrlue, s'hen compared to a

categor)¡ D or belor-, rvhich *.ould be

recognisecl as a 'srnall' project Siemens has

deviicd a tool rvlrich a\sc5scs a neri project

agaìnst benchrnark criteria ¡o ûnd l.here it fits
on the scale

JUNE 2OO7 Reprinted for The Projects Group Ltd . Tel: +44 (0120 8722 8366 Project Manager



Developing a common language
'PM(fSieners is not r prescriptive nre thodology,'savs

Par¡1,'iti an approach that explains hol' our projects

shoulcl be r.nanagecl fì'om begilning to erd.
'The 12 nrodules cover such subjects as processes

lncl roles, contrâcls, controlline projects, etc. Processes

alrcl roles, lor instance, is :rbout definrng the life c).cle

¿rnd r.nilestones One the rnajor benefits of
PM@)Sierner.rs is that anyone rvorking on an1, project,

in an1' of our bnsincssc's thronghont the u-orlcl, u'ill
ulderstancl rvh¿rt js rlcalt b), milestone PM 20 for
exanrple; they nill all knos'thrt is the poir.rt:rt t'hich
a bid dccision is n:rde

'Lr thc past rve rvould all have ¡llkecl :r diffelent
lalguage NorH rvc litcrally a1ì silg ftom the sane h1'nrr

sheet.'

G:ir,'ir.rg trio fìrther errnrpìes he says: 'The secold
rrodulc is lll ¡bout coiltract rììarìrgeillent Onc aspect

of this is to ensurc tl.r¿t tbe profile of the projecr is

aligned rvith the rieht q,pc ofproject resources. It also

covers things like l¡icl/no bid procedures, limits of
âuthorit)/, the role of cottract nìanagenlent ât the

acqtrisi tion phase '

'In tÌre "Project Controlling" rnodule rve look at

reporting structures, success criteria, and the

orgalisational sllpport structr-rre, rvhile the "Personnel

Managenrent" module addresses the project nÌanager

in terms of a career model'
Srraller companies often struggle in setting a câreer

structlrre for their project managers They either hn'e
too leu projecrs ro gu:ìr'rntee contil)uit),. or cJrìrìor

provide an increasing range of challenges as their
projects tencl to be all ofa certain size rnd type At
Sierlens none of these restrictions apply. The
developrrent ofpeoplet project skills is seen as a vital
part of the 6'amelvork.

'Project nanagernent is not jLrst a function 1ou do:

ìt's a pr-ofession and therelore rve needed â career: path

for our peopie,'sa)'s Parìl It is a lar cry fr-orl Pauli or""'n

brckglorrnd.When he s¿s ¿n ¿srirt¿nt plojecr engineer

20 ;'ears ago no such ladcler of opportunity existed 'I
secmcd to bc making projccts s'ork so I rvas promoted,
but there \\'as no s)/stem that identified my strengths or

project.'

The Sierneus career model exþJains

colìrpetences and attributes that people are exþected !o.
delnonsrrate, s.hether as a project
project nranrrger or a project directo
allot,s :r ¡rrojcct rnauager anywhere

benchnrarked against the Siernens' standard.

It looks ar thc prcjects an indit'iclual has managed,

the size ;rnd conrplexitl, of those projects ancl the
le:rdership rec¡nired, rs u'ell ¿s getting them to answer

clnestions b:rsed on various categories linked to the
nrodules ¿ltl rccornnrelrdatiolls in the Êamework and

the job role descriptiol
ln theorl this lrre:urs that there is a resotrrce pool

rhat can be ;n¡tched àq:ìinst crtegorised projects to 6nd
the right people t-or the rieht ptojects In pmctice, rhis

is s,orking bcsr tòr pl:rcìng project directors and senior

project managers :rnd Pnì adllits th¿t thev are srill
working to improve this rcross rrlì c¡reer levels 'lr's an

issue in the UK that rve are sdll grappling u'ith but at

lcast *'e lorv have the inforrnatiot.r to nÌake ir happen

rnore consistently'

UK focus
PM@Siemens has been around now for six 1'ears but,
apârt ñ-on project direccols, it isn't pracrical to send

ever)/one for training in Gernrany rvhere the Learning
Campus alread¡, þ¿s plr progrrlrllnes. So Siemens UK
recenlly established its orvnAcademy to filI the training
gaps identified by PMFutureWorld

Paul, together u'ith his coJleague Adrian Logan,
learning and developnent consultant, star¡ed this UK
rnitiative, rvhich is adminis¡ered by their Learning and

Development colleague Cathy Nixon. The UK
,\cademy wâs the first in the u.orld to get the green

light from Sierlens Learning Campus in Gerrnany for
the breadth of offering it provides.

One of ¡he advantages of the Siemens PM approach

is that it is deliver:y locused The skill set of the project
teans has been standardised, but the rvay in rvhich each

countÐ¡ chooses to derclop those skills is rcÐ, flexible
So Paul and Adrian nrre able to pick relevant modules

.'1s a ptil L¡l rltt lrL¡¡ilotí0il_lttt tltc t.'li
.4ttdt nt1',.1 dri¿n (lcii l úul l)trl

(ti.gltt 1 lttr -lì'atrnLd itt tlt¿ [:r'llrttr¡,
i.rsl¿ o/-.Si¡lr¿ris{ lK

'flt :,ulc i-ç,çrc -cir,r¡lr¿ri lht ttttd lìu t

rctt:nt piojrct til¡st Sictttcn: )luliL¡l
.{¡'/¡¡¡ir¡¡.r,llr/ .\rrrr, ili I It t t rr¡¡ i ¡1

Co t ¡tt t t t t t ¡ ir't I i o t¡ s prot, i J e'd t lt ¿ t t tt d iatl

rqtiflut ttt nutl i¡t¡ntts intin,tttttttrtt.lit
rlu t¡ut, 9J9-b¿d Qrrcett's Ho-'1tit,rl in

RoutJircl..4 I)ltl initi,trír,u lL:rl hy

Cht;tLyst ) Itdtlt,art, it ittvoh'cd

rlal u r ri t tg tt t ùl I ú t( t t n rtí t t t a i t t i tt,g tt t t, rc

tltntt 4,00() pítres ,,l- Sialrctt; lrtliral
t'r¡r r i1t t t en I pl t t s : î t r e- tr[- t I t t>tr t

Itltpltottc syslcrtt.
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Sientctts tonstnttted a treatntcttt phtttt uthkh cotn:erts u,ûste u'ater ittl() drinkírry water-for Singapore's

u)úct supply. 40,000 nt' oJ'ulatcr are ffeatcd daillt p¡¡, the help of riltra-thin ntembran¿s and

gernrkillirryLíI/ ra1,s. Síngapore pl,.¡t'rs lo expantl tlte plantts cttpacitl' to 210,000 n' per day ¡¡ ¿¡t¡'¿r

209 qf Singapore's water rcnsuntption.

Siemens UK Academy, but since the launch it
has gone from strength to strength and he

expects over 300 nominations booked by the

end of the year. By April it had become the most

popular learnìng and development programne

in the UK.
Paul says:'W'e have designed the programme

so that the individuals and the businesses can set

the speed at which chey tackle modules. This

means, for instance, that any one module can be

reinforced by a period back in the business

before the next level is tackled.

'As well as modules we also have, for instance,

a one-day beginners'course which is ideal for

people in, say, HR or sales who want a better

understanding of project management.There is

also a nvo-day PM fundamentals course which is

ideal for members of project teams who need

the basics of project management but maybe will
not be following the project management career

path, or to ref¡esh the knowledge of those who

are, or wi11.'

Having a cent¡alised programme for

developmenc means that all those who pass

through the courses have the same experience.

Even more importantly from Siemens'

viewpoint, that experience is based on what the

business needs, and not on the Perception of
different training suppliers' interpretation of the

needs of a multitude of different Siemens

businesses.

Another plus, says Adrian Logan, is that people

from different backgrounds and sectors can

necwork through the course structure, sharing

their experiences of project management in, for

example, the medical world or power generation

In such a vast organisation none of the

PM@Siemens initiatives could work without
highJevel sponsoiship. It begins at the top with
Klaus Kleinfeld, ceo of Siemens AG, who says

that projecc management is at the top of his

personal agenda, whìle in the IlK, Paul's sponsor

is Jens-Peter Saul who is managing director of
Siemens Power Generation business in the UI{.

Klaus Kleinfeld sums up their objective:'It's
up to all of us to work together to make "projecr

management - the Siemens way" a permanent

part of our corporâte cultu¡e' Siemens llK is

well on its wây to meeting that objective.

from Germany, and rnapped those against

ever¡hing Íìom the needs ofan aspiring project

manâger to seruor proJect manâger level, and the

requirements of PMFuture.World, as well as the

APM body ofknowledge.

What they have ended up with ìs a series of
modular prog¡aÍìmes that Êts with che model for

proJect management careers at Siemens.

The next question was how to deliver those

programmes. Different Siemens businesses had

thei¡ own development progrenmes using their

own preferred conLractors.The idea was to move

to one focus for delivery and, following a

selection process, they chose The Projects Group

based on their track record - some of which was

with Siemens businesses - and a feelìng that the

training company had a similar ethos to
developing PM skills as the Siemens model.

They asked The Projects Group (TPG) co

establish a progrâmrne of training at three levels

in accordance with the PM@Siemens

Êamework.The courses had to be consistent with
the APM's body of knowledge but delivered in a

way that was compâtible with the approach taken

in other Siemens regìons around the worid.

Adrian Dooley,TPG's managing director, says

that they used thei¡ own Ìearning and

development system (TPG Academy) to
constrllct â progrâmme that ranges from basic

principles of project nunagement at the lowest

level, through more detailed topics and

simularions ât the next level, to advanced business

change and project management ât the top level.

The overall programme is set to meet all the

requirements of the PM@Siemens,{cademy, but

in addition allows individuals to progress on to

any UK quaìification with the minimun of
additional effort.

Paul Hodgkins says that December (2006)

wasn't perhaps the ideal month to launch
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KLus Kleinfcld

New software from Siemens Medical
Solutions is being used to support the

treatnrent of cardiac arrhythmia syngo

DynaCT Cardiac delivers slice images

of an organ in motion and the software
provides rhree-drmensional dìsplays
of the ventricle

JUNE 2O(]7 Reprinted for The Projects Group Ltd 'Tel: +44 (0)20 87228366 ProiectManager


