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Editorial Introduction

Professor Harold Kerzner is a globally recognized pioneer and leading scholar in project management, particularly known for
his contributions to strategic project management, project management maturity, project governance, and academic literature.
He is the author of the widely recognized reference textbook Project Management: A Systems Approach to Planning,
Scheduling, and Controlling, published by Wiley.His scholarly contributions have also reached Iranian academic and
professional audiences through Persian translations of several of his works, published by Iranian publishers including Oloom
Rayaneh, Danesh Negar, Ariana Ghalam, and Farhang Parsian.In this exclusive scholarly interview, conducted by Dr. Ali
Ghorbani for Civil & Project Journal (CPJ), Professor Kerzner shares his perspectives on contemporary project management
challenges, accountability, organizational governance, value creation, artificial intelligence, education, and the future of the
profession.
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ORIGINAL ENGLISH INTERVIEW
QUESTIONS AND ANSWERS

Question 1 — Project Execution and Emerging Challenges
Question — Dr. Ali Ghorbani

Your 2026 book, The Global Project Management Playbook: Strategies for Mid-Project
Challenges, examines the challenges that emerge during project execution.

In your view, why do organizations often remain insufficiently prepared for such
challenges, and what should project leaders do differently?

Answer — Professor Harold Kerzner

| have been involved in project management directly and indirectly for more than 60 years.
During that time, | have seen an abundance of domestic and global challenges that either remained
unresolved or were corrected slowly and painfully. The biggest issue was not what the project leaders
should have done differently, but what senior management failed to do.

Over the years, there have been numerous project challenges such as poor planning, scope creep,
inappropriate project frameworks, excessive team member friction, and using team members that did
not possess the necessary skills. Early attempts to resolve these issues included the assignment of a
project sponsor who was usually appointed from the senior levels of management. This was partially
effective, especially for projects that remained entirely within the parent company.

As companies undertook larger and more complex projects, especially strategic projects,
significantly more challenges appeared. Executives became fearful that, as more projects were
implemented and needed assistance, they did not have the time to function as sponsors without
sacrificing their other organizational responsibilities. Many companies then established project offices
and project management centers of excellence to replace executive sponsorship and assist project
managers in resolving challenges.

The growth in use of project management, especially on strategic rather than traditional or
operation projects, was accompanied by a growth in severe challenges and issues. In many companies,
more than 60% of their projects, especially large and strategic projects, were listed as failures. Rather
than trying to salvage some value from the projects, executives preferred to cancel the projects that had
issues and move on to other projects. Canceling a failing project and replacing it with another project
appeared as the best approach for many executives that were fearful of the impact on their career if their
name were attached to a failed project.

Project managers most often have the authority to make many decisions related to project
execution. Unfortunately, studies of the most significant project failures indicated that the real failure
was the lack of organizational and executive governance that required executive level decision-making.
There are still challenges that can impact success. But with the support of decision-making by
established company governance personnel, project managers should be able to overcome most of the
challenges and increase project successes.

Question 2 — Responsibility, Authority, and Accountability
Question — Dr. Ali Ghorbani

In major construction and infrastructure projects, project managers are frequently held
accountable for outcomes without having sufficient authority over critical resources and decisions.
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How should organizations redesign project governance to establish a more effective
balance between responsibility, authority, and accountability?

Answer — Professor Harold Kerzner

Accountability is the acceptance of the consequences of one’s actions. This includes
responsibility and ownership. Accountability can rest in the hands of either one person or a team.

Accountability is usually defined as responsibility plus the authority to make the necessary
decisions. There have been many situations where people that were expected to demonstrate ownership
and accountability were afraid of damage to their career if the project failed. Even though they were
accountable, they often felt unqualified to make certain necessary decisions. They would then create a
false image of accountability and try to delegate decision-making to others so that they would have
someone to blame in case things progress poorly.

Accountability and responsibility are interconnected, but not necessary with decision-making.
On some global projects, especially when companies must work together, governance personnel may
accept accountability and work together, but not everyone on the governance team will possess the same
level of authority and will participate in decision-making. Accountability usually cannot be delegated,
but authority and responsibility can be distributed among team members. Companies must establish
organizational governance for all projects and share in the accountability. There are many projects where
the project manager does not have the necessary knowledge and needs governance decision-making
support.

Question 3 — The Limits of Traditional Methodologies
Question — Dr. Ali Ghorbani

As projects become increasingly complex, uncertain, and interconnected, where do
traditional project management methodologies remain effective, and where might different or
hybrid approaches be required?

From a systems perspective, what should guide the selection of an appropriate project
management approach?

Answer — Professor Harold Kerzner

We are now working on projects that are significantly more complex than those in the past. We
must accept an environment that includes possibly continuous changes that can occur during the life
cycle of a project related to revised stakeholder interests, risks, expected project outcomes, dependencies
between activities, and allocation of resources. Traditional project management methodologies which
are inflexible appear unable to meet these ongoing challenges and the high levels of uncertainty that
accompany the complexity appearing on new projects.

In the future, project teams will focus heavily upon flexible methodologies that can be
customized perhaps for each project and may undergo significant changes as the project progresses.
Based upon the importance of each stakeholder, there may exist different customized methodologies or
frameworks used on a project at the same time to support decision-making needed for stakeholders and
ensure successful completion.

Project teams will have the right to select the type of methodology that is best for their needs.
The teams will also be allowed to select the components, such as the processes and tools needed. Teams
will also be allowed to change what they selected as the projects progress to overcome the challenges
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and improve chances for project success. In some situations, approvals from organizational governance
critical stakeholders may be necessary.

Question 4 — Artificial Intelligence and the Future Project Manager
Question — Dr. Ali Ghorbani

As artificial intelligence assumes a greater role in scheduling, forecasting, risk analysis,
and decision support, which human competencies will become more important?

Who should retain ultimate accountability for Al-supported project decisions?

Answer — Professor Harold Kerzner

There are numerous books and journal articles that discuss how artificial intelligence (Al) is
being used in project management. Much of the material focuses on projects that use the same processes
and have similar activities. In my opinion, the three biggest challenges impacting roles and competencies
resulting from Al applications are in global projects where several companies must work together, and
especially on the creation of new types or products or services.

In global projects, governance personnel, as well as project managers, in each country may be
using different Al systems. Based upon the Al system used, and the way that information is obtained
from Al, each governance group may have a different response coming from Al even though the same
guestions are being asked. The challenge occurs when the governance groups must make a decision but
find it difficult to come to an agreement because of the differences in Al generated information. The
biggest challenge will be the decision-making process on use of Al information.

The second and third challenges on global partnership projects involve legal issues.
Determining whether information obtained from Al has copyright implications may require that all
global teams have at least one team member that understands the importance of identifying copyright
issues. The individual must also understand the legal issues related to the local cultures, politics,
procurement policies and government regulations.

Global project management partnerships, where projects may have multiple owners, may place
restrictions on which Al systems can be used and how the information will be evaluated. This can place
restrictions on the competencies and authority of some partnering project managers.

Question 5 — Genuine Project Management Maturity
Question — Dr. Ali Ghorbani

Many organizations adopt sophisticated project management systems, maturity models,
and reporting procedures, yet continue to experience significant project failures.

How can executives distinguish genuine project management maturity from procedural
compliance and unnecessary bureaucracy?

Answer — Professor Harold Kerzner

Organizational maturity in both repetitive businesses and project management refers to the
ability of the organization’s business model to continuously improve over time and manage the
challenges and issues needed for organizational growth. Organizational maturity is therefore expected
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to change over time. Effective organizational governance is a necessity to obtain the right level of
maturity and in a reasonable timeframe.

Organizational governance is a management framework for supervision and effective decision-
making to maintain growth toward organizational maturity. The governance framework must make the
necessary decisions to align organizational goals to the expectations of stakeholders.

When projects fail or business expectations are not met, governance is most frequently blamed
for the unsuccessful outcome. Governance personnel are expected to make decisions about what is in
the best interest of their company. Unfortunately, they often have personal agendas that take precedence.
As an example, governance personnel often assign the best resources and make decisions favoring the
short-term projects, the completion of which can impact their yearly bonuses, and letting the long-term
efforts that may be in the best interest of the company to suffer. They also can make decisions that
benefit their personal career goals rather than company interests. Effective governance is a necessity for
organizational maturity and continuous business success.

Given the future of project management as discussed in Question #3 above, governance
personnel must become more knowledgeable about project management. Executives now realize that
almost everything needing to be performed in a company can be treated as a project. We are now
managing our business by projects. Project management has become one of the four or five critical skills
and organizational career paths needed for company growth. Executives must attend educational
programs on present and future project management practices to understand the differences between
project management compliance and project management growth.

Question 6 — Redefining Project Success
Question — Dr. Ali Ghorbani

Should a project that meets its time, cost, and scope targets but fails to deliver meaningful
long-term benefits be considered successful?

What additional dimensions should a modern and practical definition of project success
include?

Answer — Professor Harold Kerzner

Probably everyone that works in a project management environment understands that change is
inevitable. Unfortunately, people often do not realize that the impact of just one change, even if the
change appears easy to implement initially, can lead to a significant number of other accompanying
changes sometime in the future. This is what happened to many companies worldwide that used only
the waterfall project management methodology when the definition of project success changed.

Traditionally, project success was defined as creating deliverables for clients and stakeholders
within the time, cost and scope constraints outlined in the project’s business case. Today, the most
important word in defining project success is “value.” From the contractor’s perspective, project success
is measured by the financial value brought to contractor’s company. From the perspective of the client
or stakeholders, success is measured by the amount of business value created when using the products
or services created. The client’s success definition is measured by value-in-use.

The definition of project success has also created a new definition for project management
success and has required companies to create new or updates project management processes, tools, and
guidelines in working with a variety of stakeholders. Today’s definition of project management success
is the development of a lifetime partnership between the customer and contractor for the creation of
focused business value outcomes that can be customized for the clients and stakeholders. The contractor
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is now viewed as a business value solutions provider where project outcomes focus on the customer’s
expected business value to be received. Project outcomes are now directly related to business value and
are replacing traditional project outputs that were simply called deliverables.

As business value changed our definition of project success, other project management practices
have also felt the impact and changed. This included:

The impact of value in establishing the best governance group
The impact of value in accepting accountability and how decisions are made

How value considerations must align projects to the strategic business objectives of both
contractors and stakeholders

How value has influenced which methodologies or frameworks will be used
How value impacts the competencies that project managers must possess
How value impacts communication, collaboration, and the content of status reports

How value impacts the traditional project management tools that focus mainly on creating
deliverables

Understanding and relating to the customer’s definition of business value has helped contractors
build trust and possibly lifetime partnerships with clients and stakeholders. However, to achieve the
success of a lifetime partnership, the contractors must have a clear understanding of the client’s or
stakeholder’s business model and adapt accordingly.

The days of rigid methodologies such as the waterfall approach and inflexible processes, tools
and techniques are disappearing. Adaptability and customization in project management are now critical
practices for business growth and possibly survivability. Customers would like contractors to adapt their
project management methodologies, life cycle phases, tools and practices to the way that the customers
conduct their business. This makes it significantly easier for the customer to collaborate effectively and
participate in decision-making. This also builds trust and support for a lifetime partnership.

Question 7 — Governance, Strategy, and Sustainable Value
Question — Dr. Ali Ghorbani

How should project, program, and portfolio management evolve to ensure that
organizational strategies are translated into sustainable value rather than merely completed
deliverables?

Answer — Professor Harold Kerzner

Project management appears in the literature as starting in engineering companies. Most of the
project managers were engineers and responsible primarily for managing the project’s technical needs.
Project managers made technical decisions, and the project sponsors made business decisions. The
business decisions focused primarily on providing the desired deliverables outlined in the project’s
business case rather than the creation of business value.

As the importance of project value creation on all projects became more evident, the need for
project managers to participate in business decision-making grew. In many companies, project managers
are now involved more in making strategic business decisions rather than only technical decisions.
Project managers must ensure that the outcome of their project is aligned with the organizational
strategy, goals and objectives of their company as well as their client’s company. Some of the new skills
being taught to project teams for alignment and sustainable value creation include project tailoring,
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adaptability and flexibility. These new skills are a necessity because value is usually defined by the
client based upon value-in-use. Usually, the closer the outcome of the project is aligned to the client’s
business model, the greater the client perceives the value they receive from using the project.

Creating sustainable business value requires managing projects that lead to organizational
change outcomes. The most difficult projects to manage are those requiring organizational change
outcomes. Effective governance is needed to ensure that the changes are implemented smoothly and
successfully while minimizing disruptions and maximizing stakeholder acceptance. The resulting
changes can be strategic, operational, technological, cultural, behavioral or structural.

Governance personnel are needed because many of the issues resulting from the changes cannot
be easily managed by project teams. Some of the challenges with organizational change projects include
dealing with uncertainties, changing objectives, impact on existing priorities, disruption of existing
processes, removing people from their comfort zones, and unavailability of critical resources.
Governance personnel must ensure that the new culture, assuming a new culture is created, will support
project management and be accepted by the workforce.

Question 8 — Rethinking Project Management Education
Question — Dr. Ali Ghorbani

Having been involved in establishing an undergraduate Project Management Engineering
program in Iran, | am particularly interested in your perspective on university education.

If you were designing such a program today, which competencies would you prioritize?

Answer — Professor Harold Kerzner

How would you balance engineering knowledge, management, leadership, artificial
intelligence, systems thinking, critical thinking, and practical project experience?

Most companies and universities seem to do an excellent job providing continuous project
management learning opportunities. The focus is usually on updates to the traditional skills outlined in
the PMBOK® Guide such as project leadership, risk management, and communications. Some of the
newer skills being identified include brainstorming, creative problem-solving, design thinking, and
innovation leadership.

However, there are additional competencies needed especially for those companies hoping to
expand their businesses globally. Managing projects with global partners requires new skills which
traditionally are not taught in most certification courses. A woman in the United States was a PMP® in
a Fortune 500 Company. She oversaw her company’s PMO and was offered a new position in her
company as a global project manager, which she accepted. Her company then assigned her the
responsibility of managing all of their projects located on one continent outside of the United States.
After spending a month collaborating with new teammates in various countries on the continent, she
stated that she was totally unprepared for her new role as a global project manager. She commented that,
in all of her project management education, she had never received any training in working with different
cultures, religions, politics, and each country’s legal and regulatory requirements. She was also
unprepared as to how to communicate with governance stakeholders in each country that had their own
personal agendas and requirements that were often in conflict with other global stakeholders.

Competencies needed will change as project management practices change and we embark on
different types of projects. PMOs and governance personnel must be proactive in identifying the new
competencies needed and how they will be achieved. This will require executives to attend project
management courses which will certainly be customized for the particular audience.
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Executives have historically refused to attend project management courses. When asked why,
executives stated that they did not want the others attending the course to hear the questions they would
ask or the answers to the questions. | have conducted several project management courses in well-known
companies which had a few executives in attendance, and | was instructed prior to the course not to ask
executives any questions during the class. In the future, | expect to see more courses customized for
executives only, and especially on project governance.

My belief is that in the future, companies will want customized project management education
based almost entirely on how the company does business rather than based solely upon the instructor’s
knowledge area. Organizations will be creating their own project management training programs
conducted by their own personnel.

Question 9 — The Future of the Profession
Question — Dr. Ali Ghorbani

Looking toward 2035 and beyond, what fundamental transformation in project
management do you believe the profession is currently underestimating?

Answer — Professor Harold Kerzner

What advice would you offer to the next generation of project managers, educators, and
researchers?

Companies have finally understood that projects are managed by people, not tools or processes
or even artificial intelligence. Emphasis for future project management should be on the development
of the interpersonal and leadership skills needed to better engage and collaborate with team members.
This will include a better understanding of:

The impact of team member diversity
The impact of different personalities
The impact of different cultures

The impact of new methodologies
The impact of using new metrics

Team members are being assigned to projects for longer time periods than in the past. Workers
that have possible personality issues can now cause significantly more damage than in the past. Project
managers must effectively deal with technical prima donnas, lazy workers, toxic team members that
create friction, and underperforming team members. Failure to meet each worker and understand their
emotional needs can lead to workers having toxic emotions, abusing their power, and acting in an
unethical manner.

Question 10 — Professional Principles and Reflections on CPJ
Question — Dr. Ali Ghorbani

Drawing on your extensive academic and professional experience, what fundamental
principles do you believe should guide the future development of project management,
particularly in an era of increasing complexity and technological change?

Answer — Professor Harold Kerzner
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Additionally, should you find it of interest, we would greatly welcome any observations or
suggestions you may wish to share regarding the scientific direction, international development, or
future priorities of Civil & Project Journal.

Your perspective would be especially valuable to us, although we fully understand that any such
comments would be entirely at your discretion.

As stated previously, companies have realized that they are managing their business by projects
where almost all activities can be treated as projects. Therefore, as expected, project management has
now become one of the four or five most important skills and career paths for organizational growth.

In a 2026 article, PMI projected about 25 million new project management positions needed
worldwide by 2030. This is to be expected because companies are working on more projects than ever
before and many of the projects are accompanied by new and more complex challenges. Fortunately,
professional organizations, universities, and private companies are taking the lead role in providing the
necessary education.

Unfortunately, even with excellent project management education, the pressure placed up
workers to satisfy organizational growth needs and over the challenges is causing workers to sacrifice
the work-life balance. My position is that what a worker has waiting for him or her at home at the end
of the day is significantly more important than any company project. Proper organizational governance
for projects should assist team members in overcoming challenges and maintaining the proper work-life
balance. Excessive and prolonged overtime should not become a way of life. Project management is,
and always will be, a team effort that includes effective governance from above.
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