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Dedication 

Sunil Prashara, PMI’s new President & CEO, effective March 5, 2019:  
 
Namaskaram. I applaud your first public statement in your new role and offer this 
response. Alexander and the Indian King can be distilled as five pithy recommendations 
for improving PMI: 
 

1. Modernize and prioritize PMI’s core values.  
 

2. Distinguish the essence of PMI (the aspects of PMI that are essential), and 
cease all PMI activities that are non-essential, especially those that create 
conflicts of interest. Get all the wood behind one arrow, so to speak. 

 
3. Establish and enforce a strict policy that PMI shall never compete with 

professional services firms that operate within the field of project management.  
 

4. Implement emerging technologies to decentralize, accelerate, and improve the 
creation and updating of PMI standards using an open source model. 
Decentralize copyrighting, and make all standards free-of-charge for PMI 
members to use without any constraints.  

 
5. Base all PMI certifications on PMI standards and on decentralized third-party 

assessments of an individual’s competence (as opposed to knowledge).  
 

हमारे मन ममल सकते हैं 
 
Sincere regards, 
 

 
John Schlichter 
Founder, OPM Experts LLC 
March 6, 2019 
  

https://www.pmi.org/about/leadership-governance/updates
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Main Idea 

"Organizational Logics” are constructs that denote the rationalization of what an organization 

can do in the context of views about its purpose, legitimacy, and morality. An organization’s 

dominant logic dictates its ability to develop practical virtue in terms of value rationality and 

praxis. Leaders give their adherents contextual cues that create meaning out of the ways 

they exercise power, thereby creating the categories of action-taking to which adherents 

subscribe. Leaders can invoke value rationality in praxis by asking the questions of 

phronesis. Case in point, PMI's executives have cultivated a dominant logic punctuated by 

explicit cues that explain actions adherents have taken to expand operations outside of PMI's 

scope as a trade association whose mission is to institutionalize project management throughout 

society, and in doing so PMI has rationalized competitive behavior that creates a conflict of 

interest between the trade association and those whom the trade association needs to achieve its 

mission.  
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Part 1 

Some people believe the Project Management Institute’s primary purpose should be to advocate 

the project management profession (the profession of the vast majority of its members) through 

standards applicable to all projects and certifications that denote competence in those standards, 

which legitimizes practitioners as professionals. Ancillary activities may include hosting 

conferences pertaining to all aspects of projects, facilitating networking events that help project 

management practitioners associate with each other globally, and publishing educational 

materials that increase knowledge regarding all aspects of project management. This view 

prioritizes institutionalizing project management throughout society. Alternatively, others 

believe PMI’s primary purpose should be to ensure the growth of PMI through profitable 

commercial endeavors whereby PMI provides all manner of professional services in ways that 

elevate the profile of the institute. That view prioritizes scaling the institute, which some critics 

argue looks like empire-building. While the latter (scaling the institute) could certainly be used 

to support the former (institutionalizing project management), which takes priority? In either 

case, where do we draw the line between PMI’s nonprofit role to do charitable work in the 

interest of elevating the field of project management to the profession of project management and 

PMI’s commercial role to dominate profitable ventures to scale the institute? Does PMI 

undermine itself by offering professional services?  

By comparison, other trade associations like the American Medical Association and the 

American Bar Association largely eschew professional services from their menus. There are 

some exceptions, instances of professional services corresponding to the unique concerns of 

members, e.g. risk retention or insurance. But trade associations largely limit their activities to 

the development of standards, the management of certifications, and the distribution of 

educational materials, which is why the AMA is not a healthcare provider and the ABA is not a 

law firm. PMI’s incoming CEO would do well to make this distinction as PMI engages in the 

most fundamental question of strategy, namely deciding courageously what not to do, and as 

leaders ranging from Jack Welch to Jagdesh Sheth have said, doing that by focusing on 

differentiation, making PMI’s specialization(s) sticky, emphasizing strategy implementation in a 

way that is transparent and honest. To my mind PMI’s leaders should start by revisiting PMI’s 

values, beginning with consideration of perceptions that past decisions fomented and the 

implications for redressing those perceptions by recasting PMI’s values. If PMI’s next CEO were 

to recast PMI’s values in a way that prioritized institutionalizing project management by 

focusing exclusively on delivering only those products and services that PMI alone can furnish in 

its role as the premiere trade association for project management, the chief executive could 

expect to be celebrated like Alexander the Great upon cutting the Gordian Knot and fulfilling the 

prophecy that doing so would unite the world.   

Popular accounts tell us Alexander encountered the knot early in his campaign and that an oracle 

had foretold the man to free its intractable yoke would become the ruler of all Asia. Alexander 

slashed the knot in two with his sword and then conquered the Achaemenid Empire of Persia 

before proceeding into India’s subcontinent, which the Greeks believed marked the end of the 

world. Once there, upon defeating an Indian king, Alexander asked the royal how he wanted to 

https://www.youtube.com/watch?v=xsEtVQCHYpE
https://www.youtube.com/watch?v=6GzIvukLNHY
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be treated, and the proud king invoked the Golden Rule, replying “How would you wish to be 

treated?” Alexander was so impressed by the king that he returned his lands and title. An 

alternative history told by some Indians to this day is that Alexander was defeated by the king, 

whose war elephants literally unseated Alexander, who fell from his horse on the battlefield and 

broke his back, inspiring Alexander to ask for a halt to hostilities. By that account, the Indian 

king agreed to his opponent’s plea for peace, as that was the Indian custom, not only invoking 

the Golden Rule but embodying it. In either case, whether the legacy belonged to the emperor or 

to the king, a leader had brought peace to the land by invoking values and choosing courageously 

what not to do. Therein lies a lesson for PMI’s incoming CEO, which I would enroll the 

executive to reckon by recounting a more recent history in what follows. 

I represent many people involved in the creation of PMI’s foundational standard called OPM3 

(Appendix A). It is clear to me that significant differences abound between the facts of what 

transpired in the evolution of OPM3 and perceptions of those facts, and the implications reach 

far beyond OPM3 itself, challenging PMI’s identity, its fidelity, and even its viability. Soon after 

OPM3’s publication, PMI entered the software business, removed the most valuable components 

of OPM3 from the standard, and sold them at a price orders of magnitude higher than any PMI 

standard to date as software named ProductSuite, a database version of OPM3. Users were 

supposed to use ProductSuite to perform assessments of organizations and plan improvements 

based on those assessments. That is what happened, but what some people made it mean was that 

PMI valued revenue and control more than promoting goodwill and freedom. Though I doubt 

PMI believed such a trade-off had occurred, it is clear to me confusion about it resulted from 

different views of values. And after PMI removed OPM3’s most valuable components from the 

standard, PMI withdrew those components altogether from the marketplace. Consequently, 

OPM3’s users could no longer use OPM3 to assess organizations accurately and improve their 

organizations’ capabilities in the many ways that OPM3 was designed to help them improve their 

capability to implement strategies through projects successfully, consistently, and predictably. 

That is what happened, but what some people made it mean was that PMI failed to respect an 

implicit agreement with volunteers that the fruits of their labor would not be abandoned. PMI 

acquired its own consultancy as a subsidiary of PMI to provide assessments for hire using a 

proprietary model which was not OPM3. PMI viewed ProductSuite and this other new model as 

apples and oranges, not as a replacement of one by the other. That is what happened, but what 

some people made it mean was that PMI’s noble charter to institutionalize project management 

had been compromised and that PMI’s charitable functions had given way to profit motives that 

personified their fears. Eventually PMI decommissioned that acquisition, which brings us to the 

present. Looking back, PMI’s executives and PMI’s volunteers had shared the goal of supporting 

project managers and elevating the profession, but there was great division between different 

camps who envisioned accomplishing that shared goal in very different ways. 

I believe that in the case described above an organic sequence of events occurred, driven by a 

persistent logic that has dominated PMI for the better part of twenty years, a logic that confuses 

ideas in the minds of many stakeholders about what PMI should do (i.e., institutionalism) with 

ideas about what PMI can do (i.e., commercialism). I believe some of the people involved may 

not fully appreciate the distinction. Others may simply believe “institutionalism versus 

commercialism” is a false dichotomy. Whatever the case may be, different views about PMI’s 

values appear to have produced different ideas about how PMI should serve society. Recognizing 
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the presence of a plurality of views regarding PMI’s values, we should create the possibility of 

discussing disagreements about these things publicly to cultivate empathy and alignment, which 

creates an internal consistency that produces strength, which is called integrity. These are values 

relevant to PMI’s mission, which I have imagined in the hope that 

discussing values dispassionately will resolve rampant division 

and lead PMI away from a ditch that lies dead ahead and into an 

unimaginably awesome future that transforms the way we live, 

work, and play as a species. 

Ryan Berman, author of Return on Courage, wrote “Values-

based, socially responsible, and purpose-driven companies are the 

ones that are winning today’s business game.” In his book, 

Berman presents a business model for what he calls "courageous 

change." He wants organizations to take thoughtful, calculated 

risks when developing a new product, implementing an 

innovative strategy, or simply voicing an opinion that upsets the 

status quo. Berman’s five-step process, called P.R.I.C.E., is based 

on his experiences advising prominent brands like Major League 

Baseball, PUMA and Subway, as well as interviews with leaders from Apple, Google, Dominos, 

Zappos and other successful companies. The process includes five steps undoubtedly familiar to 

PMI’s next CEO: 

• Prioritizing Through Values – Leaders must modernize, prioritize, and then utilize their 

core values as critical decision-making filters for their organizations. Leaders must strive 

to embody those values in everything they do as leaders and as an organization.  

• Rallying Believers – Leaders who are cheerleaders to their followers are not effective. 

We must create believers out of an organization’s employees, prospects, customers, and 

stakeholders. Believers may deliver bad news from time to time, but they always put the 

organization first and prioritize what the organization needs, even when it’s difficult.  

• Identifying Fears – Performing an audit of fear is a more up-to-date, effective way to 

perform a SWOT analysis. Successful businesses proactively smoke out and address their 

stakeholders’ biggest fears instead of suppressing them. By identifying fears — industry 

fears, product fears, service fears, and perception fears — organizations begin the process 

of conquering their most complicated problems. They drum up courageous solutions that 

shrink down these difficult, progress-halting hurdles. 

• Committing to A Purpose – A powerful purpose is more than just words. Having an 

authentic cause drives conviction and keeps people motivated to work (or volunteer), 

even on tough days. True purpose becomes ingrained in an organization’s culture. 

Injecting a “rally-cry-in-your-why” permeates outside the walls of an organization to 

transform customers and stakeholders into raving fans. 

• Executing Your Action – When it’s time to innovate, courageous organizations get their 

most meaningful messages into the hands of advocates by utilizing the 4 P’s – Passion, 

Precision, Promoters, and a Point of View. 

To the extent that PMI’s executives can view disagreements through the lens of empathy, this 

article can help them get PMI’s P.R.I.C.E. right, starting with the prioritization of values that 

“Leaders must 
modernize, 
prioritize, and 
then utilize their 
core values as 
critical decision-
making filters 
for their 
organizations.” 

 

 

 

 

https://www.forbes.com/sites/sunniegiles/2019/03/03/how-values-as-principles-for-behaviors-can-help-produce-innovation/#5fc9a792b281
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predicate a differentiation strategy for PMI. I offer the following values to start that process 

(followed by carefully articulated definitions for these values in the appendix): 

• Accountability  

• Appreciation 

• Aspiration 

• Clarity 

• Coherence 

• Discernment 

• Empathy 

• Empowerment 

• Freedom 

• Integrity  

• Openness  

• Pragmatism 

• Privacy   

• Prudence  

• Purpose 

• Responsibility 

• Usefulness  

• Wisdom 

PMI’s next CEO would be wise to consider the sequence for developing these values (Figure 1). 

The sequence holds the secret to slashing the Gordian Knot. My proposal is that PMI’s 

leadership and stakeholders would collaborate on the elaboration of these values in a sequence 

that enables learning and iterating as the basis of renewal and transformation. Doing so could 

help PMI’s next CEO make an existential choice between two mutually exclusive alternatives: 1) 

increasing PMI’s commercialization in ways that risk trading the institute’s noblest aspirations 

for more pedestrian ambitions, or 2) eschewing PMI’s commercialization in pursuit of PMI’s 

true purpose: reification of the profession most essential to solving the wicked problems that 

humanity faces in the exponential future accelerating toward us.  

 

https://en.wikipedia.org/wiki/Wicked_problem
https://www.youtube.com/watch?v=TNyDX1jnDv8
https://www.youtube.com/watch?v=L6xp6a3vdWE
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Figure 1: Values suggest a sequence that may be the secret to PMI’s next CEO achieving an 

unprecedented transformation. 

Why is the matter existential, and why is clearly making a trade-off decision so important? 

Answers can be found in “The Rule of Three,” a book by the widely esteemed Jagdish Sheth 

(who was one of my professors at Emory’s Goizueta Business School before I graduated and 

joined the faculty as both alumnus and adjunct). A key message of this classic from Sheth and 

his co-author Rajendra Sisodia is that market specialists consistently destroy themselves if or 

when they try to evolve into “full-line generalists.” The company falls into what Sheth and 

Sisodia call “the ditch,” per Figure 2.  
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Figure 2: As PMI is lured away from its specialization of focusing on standards, certifications, 

conferences, networking events, and educational materials toward expanding professional 

services, it risks falling into the ditch. 

I recently met with Professor Sheth and asked how he would apply the “Rule of Three” to PMI. 

He responded “PMI is a market specialist. So long as PMI keeps the individual members as the 

market segment it serves, PMI can add more services that target the future needs of those 

members. The idea is to gain more share of wallet from its target market (namely the 

practitioners of project management) and to increase PMI’s stickiness.” Per Sheth, who was 

recently lauded as one of India’s foremost thinkers on competitive strategy by the Prime Minister 

of India, where project management is poised to grow more explosively than anywhere else on 

Earth, PMI’s winning strategy would be to focus on PMI members (project managers) and how 

to get members to stick to PMI for successive customer intimacy. One would do so by helping 

project managers demonstrate their professionalism, not by providing undifferentiated 

professional services to their bosses, other executives, or organizations writ large. Persistent 

disagreements about these things amongst parties in every part of PMI’s ecosystem present a 

problem as gnarly as the knot greeting Alexander on his way to glory. We should “cut” to the 

chase by taking a reflective and realistic view, having a positive attitude, confirming shared 

values, and co-creating the best version of PMI for the future of the profession. That starts by 

looking in the mirror.  

 

https://www.youtube.com/watch?v=EN-U6Ec9IMo


           
 

©2019 OPM Experts, LLC Version 0313190140 11 

Pragmatism 

As a practical matter to enable a constructive discourse about issues and solutions, I have 

removed from this article the names and personal details of anyone whom I have perceived as 

responsible for a decision by PMI that I have challenged. I do not question the intelligence, 

competence, or integrity of any PMI employees or PMI at large. I have offered arguments and 

their counter-arguments. If the reader believes the result leaves out anything salient which would 

lead to different conclusions or is unfair to parties on either side of a debate, he or she should let 

me know so the article can be corrected or improved. To craft the most compelling yet 

constructive account of reality, I have spent months writing and rewriting this story, repeatedly 

engaging a global brain trust of thought leaders in the process, displaying my multitudinous 

imperfections in each iteration, and relentlessly subjecting my ideas and words to the purifying 

rituals of criticism. The aftermath is both my story and the story of countless others. 

Having said that, I realize readers would be hard pressed to believe the twists and turns of this 

yarn if I were unable to show that I know this story because I was involved in each skein as it 

unraveled. I guess you could say I have skein in the game, if you’ll excuse the pun. In the spirit 

of pragmatism, I have taken liberties by writing from a personal perspective that emphasizes my 

own involvement in plain language not because I think anyone should care about my own part in 

this story but because first-hand details communicated accessibly are necessary to demonstrate 

authenticity. It would be impossible for readers to appreciate the variety of important questions 

various stakeholder groups have about where PMI is heading (and therefore impossible to 

appreciate suggestions for PMI’s leaders) without a compelling description of the events I shall 

describe. It is “my truth,” and others will have their own truths, which is a way of saying that this 

article is not just about the facts: it is about what respective parties have made facts mean. We 

can be sure everyone involved in any aspect of these events experienced them in their own ways. 

Different views of the same events are natural, as anybody who’s been married knows. Some 

people will derive congruent meanings from the facts and agree with each other. Other people 

won’t, and that’s OK. Intelligent people often disagree, and I believe that disagreement is 

healthy, that one should keep an open mind, scanning for opportunities to reveal another’s 

conception of events as if walking through a door to another reality. It is critically important to 

listen to those with whom one disagrees, to allow straight talk, and to do so without creating fear 

of reprisals. We are endowed with intent, and empathy unlocks power. I am well known for 

believing these things and acting accordingly, 

and though I speak to you as myself, I speak for 

many: the disenchanted ones who have no 

words, the wonted ones who have no voice, and 

the hopeful ones who dream what is possible 

(per Appendix A).  

Articulating values without a clear context for corresponding behaviors is a waste of time. In 

what follows (Parts 2 through 5), I will elaborate a context, explaining the backstory to each 

value, which PMI’s leaders and stakeholders can critique and discuss to dismantle conflicts, 

cultivate alignment, and co-create the future. Some of PMI’s most celebrated and long-standing 

advocates have lauded my efforts to introduce strategic distinctions helpful to PMI’s members, 

 
“I speak for many others.” 

 

https://hbr.org/2019/03/how-to-speak-up-when-it-matters
https://www.cnbc.com/2019/01/08/facebook-culture-cult-performance-review-process-blamed.html
https://www.cnbc.com/2019/01/08/facebook-culture-cult-performance-review-process-blamed.html
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PMI’s leadership team, PMI’s Board of Directors, and PMI’s incoming CEO. A key takeaway 

for leaders: the more you validate the act of speaking up, the more people will speak up. There’s 

a huge upside to raising voices, which is an essential element of the solution to issues that have 

plagued PMI. Greater diversity of thought can lead to less-biased decision-making and greater 

collective intelligence, and it can cancel out the downsides of power imbalances. One of PMI’s 

leaders recently said this article “should be required reading for the new CEO.” Though I doubt 

PMI’s new CEO needs me to explain how to keep PMI 

out of a ditch, I do know that by formulating reality 

through the lens of pragmatism and articulating what 

others have made events mean is how the mind creates 

opportunities for empathy.  

 

Empathy 

The source of conflicts is often expectations that don’t match reality. We expect one thing, but 

something else happens, and upsets ensue. The disagreement often begins unconsciously. A 

revolutionary and now widely accepted theory called "predictive mind” explains that automatic 

processes of the mind play a central role in our lives. "Many people stubbornly cling to the old 

distinction between the instinctive unconscious and rational consciousness, with a preference for 

the latter," wrote Steve Ayan in Scientific American, "but this view is untenable." We are 

actually running on auto-pilot most of the time. When things do not go as predicted, they cause 

us to become conscious of circumstances that merit our attention, which enables us to avoid the 

pitfalls of automatic processing and adjust to changes in our environment. I suggest that 

disagreements can serve a similarly constructive function, jarring us awake and causing us to 

consider each other. We can benefit from an episode like that by learning to create empathy. A 

disagreement or empathy episode can help us to become more conscious, collaborative, and 

capable. An episode of empathy can lead to smoother, simpler relationships, success, and 

happiness.  

Per Harvard Business School’s Novartis Professor of Leadership and Management Amy C. 

Edmondson, leaders who are serious about success in the modern economy must create fearless 

organizations, because creating psychological safety for individuals to express dissent is 

essential to success in the knowledge economy. She wrote, “What good does having access to 

talent do if no one is able to speak their mind? The traditional culture of ‘fitting in’ and ‘going 

along’ spells doom in the knowledge economy. Success requires a continuous influx of new 

ideas, new challenges, and critical thought, and the interpersonal climate must not suppress, 

silence, ridicule or intimidate.” In Dare to Lead, Brene Brown wrote “Leaders must either invest 

a reasonable amount of time attending to fears and feelings or squander an unreasonable amount 

of time trying to manage ineffective and unproductive behavior.” It is not just a practical matter 

of succeeding in today’s business landscape: it’s how leaders create virtuous organizations. 

“Courage,” wrote Aristotle, “is the first virtue that makes all other virtues possible.” If I were 

PMI’s next CEO, I would make this my top priority. As Peter Drucker used to say, “Culture eats 

strategy for breakfast.” 

“Empathy can lead to 
smoother, simpler 
relationships, success, 
and happiness.”  

 

https://membership.neuroleadership.com/the-science-of-speaking-up/
https://neuroleadership.com/portfolio-items/preview-include/
https://neuroleadership.com/portfolio-items/preview-include/
https://www.strategy-business.com/article/Why-Our-Brains-Fall-for-False-Expertise-and-How-to-Stop-It?gko=86dcc
https://www.scientificamerican.com/article/the-brains-autopilot-mechanism-steers-consciousness/
https://www.psychologytoday.com/us/basics/priming
https://www.inc.com/greg-satell/new-accenture-strategy-report-shows-how-trust-can-be-a-competitive-advantage.html
https://www.inc.com/greg-satell/new-accenture-strategy-report-shows-how-trust-can-be-a-competitive-advantage.html
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Part 2 

 

By some estimates, the sum of all human knowledge is doubling every twelve hours. The pace of 

technological change is perpetually redefining human-technology relations to such an extent that 

every leader inherits an identity crisis as soon as he is collected to any organization anew. In this 

context, it is not only natural but necessary for PMI’s incoming CEO to face the question: “What 

is PMI?” Is it a developer of technology? An architect of abstractions? While PMI may be many 

things in the minds of many people, what is it essentially? What structures and functions are 

indispensable to PMI’s meaning? In much the same way one might ask “What makes a horse a 

horse?” PMI’s CEO must ask “What makes PMI whatever it is?” After everything PMI could be 

is removed, and nothing more can be removed without losing what it means for PMI to be PMI, 

what remains? PMI should cleave from itself and terminate all entrepreneurial endeavors that 

other companies can do and re-focus all its energy on revolutionizing those things which only 

the premiere trade association for the profession of project management can do.  

The one interest common to all stakeholders of project management is for projects to be 

successful. Toward that one common goal, all stakeholders want project management to be not 

only a field of activity but a profession. The field of project management cannot become the 

profession of project management unless the practitioners subscribing to the profession are 

widely perceived as adhering capably to standards. Although trade organizations may obtain 

many structures (e.g. a non-profit organization, a federation, a network), the preferred structure is 

whichever one facilitates most efficiently and sustainably transformation of the field to the 

profession by enrolling a critical mass of adherents to a shared vision based on shared values.  

To reiterate a predicate from Part 1, some people perceive PMI’s values in such a way that they 

believe the Project Management Institute’s primary purpose should be to advocate the project 

management profession (the profession of the vast majority of its members) through standards 

applicable to all projects, certifications that denote competence in those standards, conferences 

pertaining to all aspects of projects, networking events that help project management 

practitioners associate with each other globally, and educational materials that increase 

knowledge regarding all aspects of project management. This view prioritizes institutionalizing 

project management in society.  

Alternatively, others perceive PMI’s values in such a way that they believe PMI’s primary 

purpose should be to ensure the growth of PMI through profitable commercial endeavors 

whereby PMI provides all manner of professional services. That view prioritizes scaling the 

institute. While the latter (scaling the institute) could certainly be used to support the former 

(institutionalizing project management), which takes priority? In either case, where do we draw 

the line between PMI’s nonprofit role to do charitable work in the interest of elevating the field 

of project management to the profession of project management and PMI’s commercial role to 
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dominate profitable ventures to scale the institute? By offering professional services, does PMI 

undermine itself?  

Aspiration  

Consider what is at stake. Projects dominate our world, whether the Human Genome Project or 

humanitarian projects in Sudan or Syria, projects to create everything from new information 

security platforms to new mobile phones and futuristic technologies; projects that deploy 

technology infrastructures or urban infrastructures, projects that consolidate businesses or 

expand businesses, and projects that improve all manner of processes, systems, and cultures. 

When project managers mismanage projects, damages occur. The scale of damages from poorly 

managed projects is enormous, whether that is due to any given mega-project that costs billions 

of dollars in overruns or countless smaller projects with smaller failures in organizations of every 

kind across the globe that, in the aggregate, eclipse individual mega-failures. By creating 

technical and ethical standards which distinguish good practices from bad and helping people to 

be certified in these, we can help both the persons who are certified and their stakeholders gain a 

confidence that has real value. We can also discourage bad or irresponsible practices. Every 

essential trade recapitulates these principles toward institutionalization as an intrinsic telos 

inured to the benefit of society.  

If a professional association prioritizes commercialism and becomes a competitor to commercial 

organizations of the field, it degrades its legitimacy and therefore its ability to perform the role of 

defining standards that distinguish what is professional from what is not. Why do you think 

baseball umpires are prohibited from owning a baseball team governed by the standards they 

arbitrate, much less prohibited from betting on teams? PMI cannot be the arbiter of any standard 

of ethics, for example, if it has a vested interest in competing against others governed by that 

standard, no matter how one structures UBTI. It must choose to be one or the other, the advocate 

or the player. If it chooses to be the advocate, it must recuse itself from being a player.  

Rumors abound that PMI has refreshed its strategy (in something called PMI 2.0) to resume its 

original mantle: the mission PMI had when it was first formed in 1969 — service and support for 

project management practitioners. In pursuit of the institutionalism of project management as an 

indispensable and implicit practice for solving problems at all scales, will PMI aspire to elevate 

project management as a discipline on par with medicine and law? Or in pursuit of the Project 

Management Institute’s growth and revenue goals, will PMI weave its way through every stage 

of the value chain associated with professional services that enable strategy implementation 

through projects, vertically integrating one stage after another in an inexorably totalizing drive to 

commercialize the full line? Whether one path is righteous and the other is reprobate in anyone’s 

eyes will depend on what that person makes “service and support for project management 

practitioners” mean. For example, in what appears to some to be a contravention of the rumored 

refresh, PMI appears to be going down the latter path of commercializing professional services 

vis-a-vis a marketing campaign called the Brightline Initiative, which is marketing assessments 

and capability development offerings that pit PMI against any other company offering similar 

services. 

http://www.opmexperts.com/battelle/
http://www.opmexperts.com/eu-external-action-service/
http://www.opmexperts.com/kurdistan-regional-government/
http://www.opmexperts.com/deloitte/
http://www.opmexperts.com/deloitte/
http://www.opmexperts.com/panasonic/
http://www.opmexperts.com/harris-corporation/
http://www.opmexperts.com/johnson-johnson/
http://www.opmexperts.com/amana/
http://www.opmexperts.com/remington/
http://www.opmexperts.com/melco-crown/
http://www.opmexperts.com/sap/
http://www.opmexperts.com/valassis/
http://www.opmexperts.com/saudi-ministry/
https://papers.ssrn.com/sol3/papers.cfm?abstract_id=3248999
https://www.linkedin.com/pulse/good-bad-practice-understanding-curbing-cost-overrun-flyvbjerg-%E5%82%85%E4%BB%A5%E6%96%8C-/
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I offer the following hyperbole for readers to take with a grain of salt, hoping that it helps make a 

useful distinction. After PMI strategy design training, after PMI maturity assessment services for 

organizations, and after PMI capability development offerings to help organizations develop 

capabilities, what’s next? PMI recruiting and placement? PMI productivity and workplace 

communication technologies? PMI project management software? PMI PPM tools? PMI 

business process outsourcing? PMI accounting, financial planning, investment management, or 

actuarial services? A PMI bank or a PMI law firm? How about artificial intelligence, which is all 

the rage these days? PMI could make AI products for each and every one of these things: an AI 

for strategy design, an AI for maturity assessments, an AI for capability development, an AI for 

recruiting and placement, an AI for productivity and workplace communications, an AI for 

project management software and PPM tools, an AI for business process outsourcing, an AI for 

accounting and financial planning and investment management, an AI for actuarial services, an 

AI for all the project managers’ banking needs, an AI for all the project managers’ legal needs… 

And how about an AI companion to give lonely project managers a virtual hug when the going 

gets rough? An AI Buddy from PMI that can help you get through the day! While we’re at it, 

let’s start that day right. How about PMI cereal for a hearty breakfast? Project managers need to 

eat breakfast, right? Picture it: a never-ending PMI conglomerate with PMI vitamins and 

workout videos, PMI time-shares and reverse mortgages, PMI chat bots and robots. In that 

prospective plot, it is only a matter of time before the people served by this entrepreneurialism 

are eclipsed by a cataclysm of competitive forces pitting PMI against behemoths like Amazon or 

gargantua like Google (two leaders in artificial intelligence) in ways reminiscent of Oliver Twist 

and his master. PMI serves three million customers compared to Amazon’s three hundred and 

ten million and Google’s cool billion. 

I imagine most people would agree this Tower-of-Babel scenario is preposterous, but how 

preposterous exactly? Everyone probably agrees that cereal and workout videos or time-shares 

and reverse mortgages are a bridge too far. But read the list of possibilities backwards and see 

where you draw the line. As we approach the second decade of the 21st century, AI- ambitions 

can awaken anyone’s inner Alexander in ways that would put the globalists of Davos to shame. 

It is instructive: different people have different views about what PMI’s scope of operations 

should be, which is a situation crying out for clarity and alignment. I would argue that each step 

PMI takes beyond creation and arbitration of technical and ethical standards to support project 

managers in their pursuit of professionalism degrades PMI’s legitimacy and therefore its ability 

to transform the field of project management into a profession. That includes all forms of 

commercialism rationalized as service and support for project managers. Is PMI a business, or is 

it the creator of the profession that defines the future of work? This is the strategic question 

facing PMI’s next CEO.  

 

Freedom 

If PMI’s most noble aspiration is institutionalization of project management through creation and 

elevation of the profession of project management, then creating and arbitrating technical 

standards and ethical standards that enable free association is PMI’s highest good. That is why 

https://www.youtube.com/watch?v=Ex2r86G0sdc
https://www.youtube.com/watch?v=Ex2r86G0sdc
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PMI must not reduce standards development to a commercial endeavor. It must value freedom 

more than commercialism.  

Leaders instantiate standards uniquely all the time, 

specifying which of their own resources correspond to 

different parts of a standard and the aspects of 

performance that are most important to them, 

decisions which may differ one organization to the 

next. Standards create the possibility of behavior 

governed by higher organizing principles but 

independent in detail. To grasp what standards are 

conceptually, consider the example of roads, which became de facto standards as the way travel 

occurred, real standards by fact of use, i.e. the first level of standards as prevailing practices, 

which may hide important details, differences, or contingency variables that only emerge later. In 

terms of roads, tacit knowledge of paths is translated into explicit knowledge, e.g. maps that 

codify popular routes, i.e. the second level of standards as paradigms or frameworks whose 

authority is asserted, though one person may use a map one way and another person another way. 

Standard practices of traveling are accompanied by rules or standards de jure (that is, officially 

or by law), e.g. weights, measures, coinage, i.e. the third level of standards as abstractions 

contrived to enable interaction (without necessarily dictating what those interactions shall be). 

Standards must be allowed to evolve at each of these three levels through practical use and 

experience, answering the question "Does this work?" The question is recursive, and standards 

evolve constructively without compromising value by maintaining historicity and traceability.  

What makes the evolution of standards at each of these three levels capable is widespread use 

and vetting of the standards. To enable that, a professional association must promote the 

following four freedoms: 

• the freedom to use the standards however you wish 

• the freedom to help yourself, i.e. the freedom to study the source materials of standards 

and change the standards to do what you wish 

• the freedom to help your neighbor, i.e. the freedom to copy the standard and distribute 

copies to others when you wish 

• the freedom to help your community, i.e. the freedom to publish or distribute a modified 

version when you wish 

To paraphrase Richard Stallman, if our fundamental freedoms do not guide standards 

development then “it is not 

development. It is colonization.” 

When our freedoms are compromised 

by a professional association due to 

commercial interests, the association 

risks questions of legitimacy that can 

prevent the field from being 

perceived as a legitimate profession. 

When commercial interests take 

“If our fundamental freedoms 
do not guide standards 
development then it is not 
development. It is 
colonization.” 

 

“If our freedoms are compromised by 
the professional association due to 
commercial interests, the association 
risks questions of legitimacy that can 
prevent the field from being perceived 
as a legitimate profession.” 
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priority, a professional association becomes something altogether different that naturally 

develops quasi-monopolistic characteristics, i.e. something less like the American Medical 

Association or the American Bar Association and more like a profit-driven corporation. 

Reporting on themes of 2018’s Drucker Forum, Steve Denning summarized that, for many 

leading companies, “their very success has turned some of them into quasi-monopolies, giving 

rise to the risks that monopoly always brings. The <manipulation of workers> and issues of 

privacy and exploitation of personal data are also present in some cases. In other cases, there are 

steps backward after steps forward.” Is PMI becoming a quasi-monopoly? Do volunteers 

working on PMI’s behalf feel they have been manipulated? Has the commercialization of PMI 

standards resulted in privacy issues or the risk that personal data could be exploited? Is PMI’s 

Brightline Initiative a step backward after PMI’s so-called “strategy refresh” was a step forward? 

Have commercial interests thwarted the four essential freedoms for standards development? 

What are the implications for transforming the field of project management into the profession of 

project management?  

 

Coherence 

Our six empathy episodes begin with an anecdote in which I 

fell through the air, my life flashing before my eyes. Up 

until the turn of the century, PMI viewed elaborating and 

promoting the management of individual projects as an end 

unto itself. Recruited by PMI to develop industry standards, 

I responded to the 1998 Standard’s Committee’s interest in 

developing standards for organizations, standards that they hoped would help organizations 

deliver successful projects more frequently. My first assignment was to analyze the viability of 

creating a project management maturity model for organizations; I wrote a report for the 

Standards Committee titled “Organizational Project Management Maturity Model Deliberations” 

and presented it on August 15, 1998 before heading to an amusement park to ride a roller 

coaster, which one might say foreshadowed the crazy ride ahead for OPM3. I nearly dislocated 

my jaw emitting a scream I am not proud of on the 5th tallest roller coaster in the world after my 

cohorts talked me into an adventure they clearly knew more about than I did (Figure 3).  

Hours before I plummeted 207 feet to Earth on the Wild Thing, I had proposed to PMI’s 

Standards Committee that the OPM model should help organizations implement their strategies 

through projects, not merely promote project success. I argued that a standard for organizations 

should help organizations accomplish their goals, that organizations implement strategies 

through projects systematically, and that this system, which I coined “Organizational Project 

Management,” could be made capable. I named it “OPM” simply to distinguish it from the 

management of individual projects that are temporary endeavors, emphasizing the link between 

an enduring organization’s goals and the goals of an organization’s many temporary endeavors. 

Paul Dinsmore encouraged me to keep the name “OPM” for the emerging standard, perhaps 

because he wanted to distinguish his own book on the subject, which he described as Enterprise 

Project Management (EPM), in which he described “managing organizations by projects 

“I fell through the 
air, my life flashing 
before my eyes.” 

https://john-schlichter.squarespace.com/s/Screen-Shot-2018-12-12-at-65014-PM.png
https://www.pmi.org/learning/library/pm-maturity-model-project-office-5065
https://www.amazon.com/Winning-Business-Enterprise-Project-Management/dp/0814404200
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(MOBP).” At a subsequent meeting, the team endorsed my observation that OPM integrated 

project management, program management, and portfolio management in virtually every kind of 

organization structure, and that OPM could be implemented in any organization that was a goal-

directed entity, including any subset of a larger organization, such that OPM did not require 

enterprise (or enterprise wide) project management (EPM). The naming was fortunate insofar as 

the term “organization” is appropriate for the manifold structures that such systems obtain, and 

these distinctions (the integration of project, program, and portfolio management to implement 

strategy) were formally approved as essential principles of an OPM standard. I was invited to 

PMI HQ for a budget request meeting and recommended to PMI’s CEO Virgil R. Carter that 

PMI should embark on this new trajectory, which concluded by Virgil approving the request for 

funding to develop PMI standards reflecting this idea.  

 

 

Figure 3: After I proposed OPM3, several PMI Standards Committee members went to the 

Valleyfair Amusement Park. Clockwise from lower left: me (PMI OPM3 Program Director), 

Cindy Berg (PMI Person of the Year), Debbie O’Bray (PMI Board Member and PMI Fellow), 

and Bill Duncan (PMI Director of Standards). 

“Marketing the 
concept of 
strategy-
implementation-
through-
projects (OPM) 
soon became 
PMI’s dominant 
logic.”  
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PMI correctly pivoted to “strategy implementation through 

projects” (OPM) as its new paradigm, identifying the purpose of 

projects as more than the means to achieve project goals and 

instead as the means to realize organizational strategies, which 

was reflected in PMI’s new tagline “Making project 

management indispensable for business results.” Marketing the 

concept of strategy-implementation-through-projects (OPM) 

soon became PMI's dominant “logic.” Did this logic become an 

inexorably totalizing drive to commercialize every stage of the 

value chain associated with professional services that enable 

strategy implementation through projects? Strategy Professor 

Robert Kazanjian (who was one of my former professors at 

Emory’s Goizueta Business School before I joined Goizueta’s 

adjunct faculty), defined organizational logic as the “underlying 

cognitive glue” encoded into the minds of organizational actors 

who create institutions. As Kazanjian has explained with co-

authors Robert Drazin and Mary Ann Glynn in the Oxford Handbook of Organizational Change 

and Innovation, an organization’s logic binds one’s techno-economic views about 

instrumentality (means and ends) with one’s normative views about the purpose, legitimacy, and 

morality of one’s actions. This raises important questions in my mind. Does an organization’s 

dominant logic (or the coherence of perceptions regarding an organization’s actions and 

perceptions regarding the organization’s purpose, legitimacy, and morality) dictate its ability to 

develop practical virtue in terms of value rationality and praxis? In other words, does the 

rationalization of what we can do versus what we should do determine how capably an -

organization’s actors cultivate practical virtue? For example, if an organization’s leaders believe 

in winning at any cost, will constituents reflect that in their actions by deciding, for example, that 

the organization is either “charitable” toward its stakeholders or, conversely, “less sympathetic” 

toward them? Foucault has argued that social categories must exist for individuals to perform the 

actions that prescribe to either category to which they identify. Do you think leaders give their 

adherents contextual cues that create meaning out of the ways they exercise power? Do you think 

the ways leaders exercise power either encourage or discourage adherents to pursue practical 

virtue? Oxford’s Bent Flyvbjerg argues that we can encourage the cultivation of practical virtue 

(phronesis) simply by asking the following questions: 1. Where are we going? 2. Who gains and 

who loses, and by which mechanisms of power? 3. Is this development desirable?  4. What, if 

anything, should we do about it? See Appendix C for resources. 

Promoting the concept of strategy implementation through 

projects (OPM) became both a mission and a cause for 

PMI’s agents, playing out over subsequent years in 

consequences that were often unintentional and 

occasionally pathological. It began nearly 20 years ago 

with the creation of the foundational standard, which was 

created by PMI volunteers and named the “Organizational 

Project Management Maturity Model” or “OPM3®.” It 

was a Capability Maturity Model (CMM) designed to help 

users assess and improve the capabilities necessary for 

“An organization’s 
dominant logic 
binds one’s techno-
economic views 
about 
instrumentality 
(means and ends) 
with one’s normative 
views about the 
purpose, legitimacy, 
and morality of 
one’s actions.”  

 

“I suggest that an 
organization’s dominant 
logic dictates its 
capability for practical 
virtue in terms of value 
rationality and praxis, 
i.e. phronesis.”  

https://www.psychologytoday.com/us/basics/priming
https://www.amazon.com/Essential-Foucault-Selections-Works-1954-1984/dp/1565848012
https://john-schlichter.squarespace.com/s/Aristotle-Foucault-and-Progressive-Phronesis.pdf
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organizations to implement an organization’s strategies through projects. After the PMBOK 

Guide, OPM3 was PMI’s second foundational standard, and drove the creation of the Standard 

for Program Management and the Standard for Portfolio Management, which were the third and 

fourth of PMI’s four foundational standards. The PMBOK Guide (which elaborated the 

management of an individual project), the Standard for Program Management (which elaborated 

the management of groups of projects together for benefit realization), and the Standard for 

Portfolio Management (which elaborated the management of portfolios through selection and 

management of projects and programs) represent three interlocking subsystems that reflect 

OPM3’s three domains. Incidentally, that is not what the numeral “3” denotes. Contrary to 

popular belief, when I first created the acronym “OPM3,” I did not abbreviate “Organizational 

Project Management Maturity Model” as “OPM3” to denote OPM’s three domains. I did it 

simply because it was easier to say “OPM3” than “OPMMM.” Over the years, it’s been amusing 

to see this convenience produce one isomorphism after another as others created similar models 

which always incorporate the number three in their names, e.g. the UK Office of Government 

Commerce’s P3M3. 

OPM3 was designed to help organizations implement their strategies through projects no matter 

what an organization’s strategies were or how those strategies were formulated. Helping 

organizations to assess and improve strategy design capabilities was outside the scope of PMI’s 

mission. As a Capability Maturity Model, OPM3 focused instead on integrating portfolio, 

program, and project management via Capability Statements that articulated specific capabilities 

one would assess and develop in one’s organization to implement strategies through projects 

successfully, consistently, and predictably. 

 

Empowerment 

Empathy episode #1: Just as disagreements often begin unconsciously, actions often have 

unintended consequences. The original fragmentation of OPM3 did not seem to me to be the 

result of any commercial objectives on the part of PMI’s executives, but it may have been the 

result of a failure on the part of PMI’s executives to empower the original leaders of the OPM3 

Program to deliver their research based product in the manner it was designed, built, and tested 

to work, which inadvertently created the conditions necessary for OPM3’s subsequent 

commercialization, which occurred the way it did precisely because of the incredible way OPM3 

was fragmented.  

Around 2003, PMI decided that users did not need the 

OPM3 Capability Statements to perform OPM3 

assessments, which was like saying you don't need 

apples to make apple pie. The fact that OPM3 was a 

Capability Maturity Model (CMM) should suggest the 

problem. This was the lynch pin in PMI’s flagship 

standard embodying PMI’s new dominant logic. The 

OPM3 Capability Statements were the specific statements 

of capability that described what organizations should do 

“Saying you don’t need 
the OPM3 Capability 
Statements to implement 
OPM3 is like saying you 
don’t need apples to 
make apple pie.”  
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to implement Organizational Project Management (the system for implementing an 

organization’s strategies through projects) and what they should do to increase maturity in OPM. 

Each OPM3 Capability Statement defined the corresponding outcomes for that capability and 

key performance indicators (KPI’s) for those outcomes. Every single Capability Statement was 

defined in terms of all other Capability Statements that were its predecessors and successors. 

An intentional byproduct of creating such a model was that these Capability Statements could be 

used to assess an organization’s maturity level in such detail that assessments were highly 

actionable. To be clear, the Capability Statements were the standard (based on extensive primary 

research that identified de facto practices in organizations of all kinds), and the assessment 

protocol emerged naturally from it, much like a college curriculum is a model of education based 

on proven practices that a grading rubric emerges from. In other words, the Capability 

Statements were not only the most essential aspect of OPM3; they were also the key to 

undertaking maturity assessments and making improvements that enable organizations to 

implement their strategies through projects. But PMI decided this highly researched structure 

endorsed by the entire OPM3 Program management team and hundreds of other people could, 

should, and would be reduced to a handful of questions, which PMI asserted was a perfectly 

effective way to perform OPM3 assessments. To empathize with PMI, I assume they did this 

because they thought it would simplify things for users, whom they probably imagined being 

overwhelmed by hundreds of Capability Statements. However, one would never need to assess 

all the Capability Statements at once for the same reasons that freshmen aren’t graded in the 

same subjects as seniors until they reach the senior level. A little-known piece of history is that 

something similar had occurred on the SEI’s famous program to create the first widely known 

CMM prior to OPM3 when someone at the SEI released a questionnaire to summarize the 

original SW-CMM as it was first published, but the SEI community rose immediately to 

eliminate that attempt to recast the SW-CMM, which saved it. The nascent OPM3 community 

had no such luck in its 11th hour coup, and the die was cast, eventually leading to a schism.  

I tried to reason with PMI’s executives regarding the folly of 

reducing the OPM3 Capability Statements to a handful of cryptic 

assessment questions (dubbed the “Best Practice Self-Assessment 

Mechanism” or SAM), and I speculated that my warnings were 

ineffective because the OPM3 program had recently undergone a massive revolt in which most 

of the team of volunteers had quit PMI. Trust is the root of empowerment, and in arguments over 

copyrights, many volunteers felt PMI had broken a sacred trust by issuing a new copyright policy 

giving PMI total control of the deliverables that volunteers were creating, and the volunteers 

were convinced that one day PMI would monopolize their work (which turned out to be correct 

and is explained in the following pages). Many volunteers who weathered the storm were less 

confident in PMI than they had been before, but I remained committed and began rebuilding the 

team immediately. In the aftermath, despite my objections, PMI published the SAM and then 

launched OPM3 Online as an online version of OPM3 without the Capability Statements, an 

apple pie without any apples, which created a lot of confusion. OPM3 Online did not enable 

users to determine how to increase their maturity level because it lacked the Capability 

Statements, and PMI soon withdrew it.  

“Trust is the root of 
empowerment.” 

http://opmexperts.com/pmi
https://hbr.org/2016/03/the-most-important-leadership-competencies-according-to-leaders-around-the-world
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I recall this well because I was involved from cradle to grave (no pun intended). I was the person 

who originally conceived and proposed OPM3 to PMI (on August 15, 1998). I was described as 

the visionary for OPM3 (per Appendix A). I wrote the plan for creating the standard, designed 

the governance structure, appointed team leads, and formed a steering committee. I recruited the 

original team members, literally cold-calling and recruiting every project management, strategy 

implementation, and CMM expert I could find. At the request of a gentleman named Bill Wright, 

I documented the architecture I had proposed for OPM3 as a logical data model (which DNV 

later used to create a database version of OPM3), and I personally authored the criteria that 

distinguished the maturity levels (which I based on a paper about statistical process control by 

Professor George Easton, one of my professors at Emory University’s Goizueta Business School, 

who had been instrumental in the development of the Malcolm Baldrige National Quality 

Award). I personally created the OPM3 prototype that integrated all content from both the team 

and the public at large, content that was obtained through extensive primary research that I 

conceived and directed. Therefore, you can imagine how invested I was in the success of PMI’s 

OPM3 Program and understand why I have all the information to support these details.  

But my investment was nothing 

compared to the team’s. The larger 

part of the effort to create OPM3 

was performed by a vast team 

spanning 35 countries. Hundreds of 

volunteers performed extensive 

research to develop the Capability 

Statements, analyzing dozens of 

maturity models, surveying 30,000 

professionals, and contributing thousands of hours to refining the Capability Statements before 

the SAM gutted their work. It broke my heart for the volunteers, with whom I had formed strong 

bonds (per Appendix A). Despite utterly failing to prevent the team’s work from being 

compromised and despite being unable to negotiate an open source and decentralized platform 

for evolution of the standard (to mitigate prospective monopolization of the volunteers’ 

contributions), I was lauded by PMI’s CEO in a message he distributed to all PMI members 

saying "John has contributed greatly to PMI.” The Chair of PMI’s Board of Directors Becky 

Winston added "In John’s role as the leader of PMI’s OPM3 program, he has immeasurably 

contributed to the growth of the profession.” It was a pyrrhic victory, and that comment 

regarding the growth of the profession was, in retrospect, ironic. PMI’s growth was remarkable 

in the coming years (especially under CEO Greg Balestrero), but growth of the project 

management profession could have been exponential if the priority had been openness and 

sharing instead of commercialism and control. PMI’s initial decisions regarding the OPM3 

Capability Statements were the canary in the coal mine, signaling more decisions to come that 

may have been governed by logic at the expense of wisdom.  

 

  

“PMI’s initial decisions regarding the 
OPM3 Capability Statements were 
the canary in the coal mine, signaling 
more decisions to come that may have 
been governed by logic at the 
expense of wisdom.” 

https://john-schlichter.squarespace.com/s/OPM3-Program-Plan-Excerpt.png
https://www.youtube.com/watch?v=4JJfdWXSOHE
https://www.youtube.com/watch?v=4JJfdWXSOHE
https://www.youtube.com/watch?v=4JJfdWXSOHE
https://en.wikipedia.org/wiki/Wikinomics
https://en.wikipedia.org/wiki/Wikinomics
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Part 3 

  

Privacy 

Empathy episode #1 led quickly to empathy episode #2. Hocking an abbreviated set of cryptic 

questions in an appendix of the OPM3 standard as a substitute for the Capability Statements, 

PMI decided to remove the Capability Statements altogether, which essentially meant removing 

the original product (i.e. the directory of Capability Statements) from its packaging or from the 

book written to introduce the Capability Statements. That’s not a criticism of the book or its 

author. The book was written by a professional writer named Paul Wesman whom PMI hired to 

turn concepts and language dictated by me and a handful of others into something presentable. 

Paul and I had a great working relationship: Paul wrote “John directed the original team that 

developed OPM3 for PMI, and I was the technical writer on the team. John was a creative, 

visionary thinker in his field.” Paul was a masterful writer. But the book, which a very small 

number of people were involved in creating, was not the original standard; the directory of 

Capability Statements was. If PMI’s customers buy a copy of the book that is the OPM3 standard 

from PMI today, what they will get is the packaging for the Capability Statements but not the 

Capability Statements themselves. PMI decided to repackage the Capability Statements in 

software. I was invited to advise PMI on the matter. 

The new packaging was software named ProductSuite, 

a database version of OPM3’s Capability Statements 

created by Det Norske Veritas (DNV) on behalf of 

PMI based on the logical data model I had authored. 

Users were supposed to use ProductSuite to perform 

assessments of organizations and plan improvements 

based on those assessments. While I was delighted that 

ProductSuite was not another OPM3 Online, that 

ProductSuite based OPM3 assessments on the 

Capability Statements, and that ProductSuite got OPM3’s logical data model right, I tried to do 

the job I was asked to do for PMI (to advise them), and told PMI reasons why the software was 

unnecessarily problematic and why it would probably never result in the most useful and 

valuable knowledge that one would hope to create through the aggregation of benchmark data, 

i.e. data comparing the ability of respective organizations to implement their strategies through 

project, program, and portfolio management (described in terms of the maturity levels and 

capabilities of those organizations). The GUI was confusing, the workflow was convoluted, and 

functionality was limited. I would wager if you asked anyone who used ProductSuite whether 

this is an accurate description, they would affirm that it is, with the possible exception, naturally, 

of certain persons who worked on creating ProductSuite at PMI and DNV.  

“If you buy a copy of the 
OPM3 standard (a book) 
from PMI today, what you 
will get is the packaging 
but not the Capability 
Statements.”  
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I won’t bore you with the details except to say that ProductSuite’s least attractive feature may 

have been that it was designed so users had to access ProductSuite over the Internet and allow 

their assessment data to be saved remotely in ProductSuite, which raised privacy issues of the 

sort that now plague Facebook for the simple reason that requiring customers to aggregate their 

data in a 3rd party product that is hosted remotely can result in a breach of trust. But Facebook 

did not exist back then, and PMI was not convinced by such critiques. PMI required users not 

only to access ProductSuite via the Internet but to save their assessment data in ProductSuite on 

those remote servers. The user could delete that data later, after exposing secrets to the risk of 

prying eyes. It came as no surprise that there were instances of corrupted assessment data, which 

I had warned PMI could happen from the outset. Speaking for myself, I never uploaded 

assessment data to ProductSuite that reflected the reality of any client’s capabilities. As years 

went by, PMI never produced any OPM3 benchmark data, and OPM3 users were 

continuously disappointed by the discovery that the OPM3 Standard did not contain the essential 

ingredients needed to implement it. 

To be clear, I am not aware of any actual privacy breaches that resulted from this risk of one. 

And to PMI’s credit, ProductSuite was a huge improvement on OPM3 Online. But the OPM3 

standard was updated to exclude the essential ingredients (the Capability Statements), and PMI 

required customers to buy the ProductSuite software to get access to those essential ingredients 

without clearly warning users of privacy risks and without stating that PMI would not create 

derivative products or reports based on assessment data without the users’ explicit permission. 

PMI's logic justified PMI’s decisions, which plainly reduced PMI's OPM3 standard to a 

commercial product in risky ways that gave PMI the power to corner essential aspects of the 

market for professional services pertaining to the execution of strategies through projects. And 

this aroused a schism regarding PMI’s purpose. 

Purpose 

Unfortunately, you couldn't buy the 

ProductSuite software. You had to rent it, 

which is how empathy episode #2 brings us 

to empathy episode #3. As of 2006, PMI 

made users pay thousands of dollars to get 

certified in the ProductSuite software, which 

was remarkably user-unfriendly, and then 

users had to pay thousands of dollars 

annually in maintenance fees to continue to 

use it. OPM3 had been designed not to require expensive software, but users were locked in 

because there was no other way to access the Capability Statements. Full disclosure: I was hired 

to create the entrance exam for this certification and to pilot the certification classes, but I was 

outspoken that the Capability Statements should not be excluded from the OPM3 standard, that 

users should not be required to upload their assessment data to third-party servers, and that the 

pricing of the certification and software should be reconsidered. PMI’s executives were not 

convinced by these pleas.  

 
“OPM3 had been designed not to 
require expensive software, but 
users were locked in because 
there was no other way to access 
the Capability Statements.”  
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Excepting a small number of consultants, most people I pitched OPM3 to balked at the prospect 

of paying many thousands of dollars for the certification followed by many more thousands of 

dollars each year for software PMI had created from the work of PMI volunteers who never 

intended their work to be commercialized that way. To empathize with PMI, I see this as an 

organic strategy that was probably simply PMI’s attempt to lead the way by following a path 

familiar to PMI, noting that PMI had created only one foundational standard to date (the 

PMBOK Guide) and only one prior certification (the PMP). Choices were made with imperfect 

knowledge of this new market and how to support it, choices that reflected PMI’s expertise, 

which pertained more to controlling the IP than to ensuring it was used correctly. The latter 

would have required expertise from volunteers who had been alienated by past missteps and the 

risk of a monopoly. Consequently, the individuals comprising the relatively small community of 

consultants who were certified in ProductSuite were only certified in the functions of the 

software, i.e. how to start the software, how to open a new assessment project file, how to import 

Capability Statements into that assessment project file, etc. They were not certified in their 

knowledge of how to advance through the maturity levels of OPM3 or in their ability to guide an 

organization through those levels. And frankly, a great many had no idea how to do those things 

(which I know because PMI hired me to teach the OPM3 certification classes for about the first 

year of those classes, and I asked all the students). For many, it may have simply been the case 

that they did not know what they did not know.  

So not only were users locked in to ProductSuite, many of those users who were locked in had 

little idea what they were doing. From one perspective, the fee to be locked in was a barrier to 

entry that some consultants may have enjoyed because it kept others out; and they may have 

relied on that barrier because their competitive advantage was primarily their access to the 

Capability Statements rather than their ability to transform organizations. Was this a commercial 

catastrophe that reduced a professional certification to point-and-click instructions for 

unnecessarily expensive software that did not prevent incompetence and may have even 

promoted it? Was this the result of confusing things PMI should do with things PMI should not 

do even though it could? Was this a failure to live up to PMI’s original purpose? Some may think 

so, some may not, but if it was a failure it reflects poorly on me too for not being a more capable 

change agent earlier on. In retrospect, PMI’s culture ate my strategy for breakfast, which was a 

meal that cost PMI millions of dollars, as I shall explain. 

 

Accountability 

Empathy episode #4 happened next (as a function of empathy episode #3). After Mark Langley 

was promoted to CEO in 2010, PMI set its sights on a company named HSI which had developed 

an alternative to OPM3 that contained benchmark data. HSI was founded by one of the OPM3 

ProductSuite consultants who had been my deputy for a short time on PMI’s OPM3 Program. 

Readers will recall that aggregating reliable benchmark data from OPM3 assessments performed 

by OPM3 users was something PMI had been unable to do via ProductSuite. For one thing, PMI 

had not incentivized ProductSuite users to share with PMI sensitive information from their 
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OPM3 assessments but gave users no way to opt out of sharing that data with PMI. To use 

ProductSuite to calculate assessment scores and compare scores across assessments, users had to 

upload their data to remote servers controlled by a third party on PMI’s behalf. Assessment data 

revealed exactly how capable or incapable an organization was and why. The user could delete 

that data later, after exposing secrets to the risk of prying eyes. I am aware of some cases where 

this led to falsification of assessment data; I know I implemented a myriad of countermeasures to 

protect my own clients’ data and only delivered the truth to my clients. Instead of correcting the 

underlying problems, PMI bought HSI in 2013 for $1.3 million, marketed HSI’s benchmark 

survey as an alternative to OPM3, and started selling OPM assessments of organizations 

performed by HSI (PMI’s proxy) using HSI’s proprietary questionnaire.  

Before revealing the outcome, I should tell you that HSI’s founder had not only been my second 

for a season on the original OPM3 Program; later he became a fierce competitor to my firm. We 

liked each other, but we were competitors, e.g. one of HSI’s clients hired my firm to complete 

HSI’s engagement. HSI’s client published a detailed account describing how OPM Experts LLC 

improved upon HSI’s assessment, which HSI’s founder signed off on. I am not suggesting the 

work of HSI’s founder or his company was questionable. On the contrary, he was widely known 

for excellent work; why do you think I recruited him to be my deputy on PMI’s OPM3 Program 

in the first place? We respected each other with a healthy dose of chiding and a measure of 

forgiveness, and he was gracious in both defeat and victory. Whether competitors do or do not 

want to view each other as competitors, competition exists whenever two or more entities pursue 

the same target(s). 

PMI courted his firm at the expense of every other OPM3 consultant, culminating in an 

acquisition with far-reaching commercial ramifications for everyone, fundamentally altering the 

competitive landscape. It’s a fact worth bearing in mind when considering PMI’s role(s) in the 

field of project management, namely its primary role as the facilitator of the institutionalization 

of project management versus the many other commercial roles PMI has assumed. When PMI 

offers the same commercial services that other service providers offer (or substitutes for a 

competitor’s offerings), and customers consider both PMI and the other service providers to be 

real options, PMI is competing with those service providers whether it realizes it is doing so or 

not. This places a heavy moral burden on the one organization everyone looks up to for 

leadership on the journey of transforming the field of project management into the profession of 

project management, and it creates the risk of an existential crisis. PMI’s incoming CEO, please 

take note. If PMI focused exclusively on institutionalizing technical and ethical standards that 

elevate the professional capability and status of project managers in the strategy implementation 

value chain and certifying professionals in those standards, it wouldn’t have to compete with 

anyone. It would be able to enroll a caliber of expertise and support that only occurs in the wild 

beyond PMI’s walls in ways PMI’s own employees may never dream. 

PMI’s acquisition of HSI was a shock to the community of OPM3 users. Then PMI doubled 

down. While PMI promoted its own assessment services as an alternative to OPM3, PMI 

advertised that PMI was “retiring” the OPM3 ProductSuite certification, which it did in 

September 2014. As soon as PMI retired the certification, both ProductSuite and the Capability 

Statements were gone. If you didn’t already have the Capability Statements, you couldn't get 

them. PMI wouldn't sell them to you and wouldn't give a reason why (which was the subject of 

http://www.opmexperts.com/saudi-ministry/
http://www.opmexperts.com/saudi-ministry/
http://www.opmexperts.com/s/OPM3-Saudi-MOI-NIC-PMO.pdf
http://www.opmexperts.com/s/OPM3-Saudi-MOI-NIC-PMO.pdf
https://hbr.org/2019/03/companies-need-to-pay-more-attention-to-everyday-unethical-behavior
https://john-schlichter.squarespace.com/s/OPM3-FAQ.pdf
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countless emails between a great many OPM3 consultants and PMI). It was a crushing blow to 

competitors who had been using OPM3 to provide services to organizations implementing 

strategies through projects. Imagine companies in the middle of implementing OPM3 (which 

often took many engagements over multiple years before OPM Experts created a more incisive 

solution), companies whose options dwindled for completing their implementations and seeing 

an ROI, much as the coffers of many OPM3 consultants dwindled. From the perspective of many 

PMI members, this was clearly a case of PMI doing consulting work for hire while degrading the 

ability of OPM3 ProductSuite consultants to do that work, and they challenged PMI, which 

raised the unsavory specter of litigation. Meanwhile PMI had convinced ANSI to endorse the 

OPM3 standard without the Capability Statements, which some people perceived as a nifty piece 

of misdirection. Thankfully, nobody sued anybody, and hopefully nobody will have any more 

problems with any of this as we all move forward, which is helped to the extent that PMI 

abstains from contentious forms of commercialism and operates above the fray. 

PMI’s mysterious refusal to explain why it wouldn’t release the Capability Statements may have 

something to do with a decision to write them off in 2017 in abandoned assets totaling $3.5 

million. The exact amount PMI wrote off and why is unclear, but it represented years of person-

hours contributed by PMI volunteers. By then, many people believed the proprietary model 

PMI’s subsidiary was using as an alternative to OPM3 wasn't even a maturity model (which may 

be why it was called a “diagnostic” and not a maturity model); it didn’t tell users how to increase 

their maturity or process capabilities in Organizational Project Management as OPM3 had. 

Although the respective consultants using PMI’s model from HSI must have had their own 

opinions about improvements clients could make, it seems there was no rabbit to be pulled from 

the proverbial hat, not that the consultants PMI had hired to use their newfound proprietary 

model were magicians in the first place. In one fell swoop, the PMI BOD withdrew the model 

PMI had acquired from HSI and decommissioned HSI, bringing PMI’s total loss to about $5 

million, and announced Mark Langley was retiring. HSI’s 

founder promptly retired too. I let the matter of PMI’s 

withdrawal of the Capability Statements go, and I saluted 

HSI’s founder, whom I hope is enjoying a beach somewhere 

with his wife. The contest between me and HSI’s founder 

was not a game, but it was proof that gentlemen need not 

lose their honor in a fight if they do not confuse what they 

can do with what they should do. The minutes from the PMI 

BOD meeting in which all this happened explained the 

retirement of PMI’s CEO on the heels of this $5 million 

drawdown as a “strategy refresh” that would refocus PMI 

away from organizational consulting and back on individual 

practitioners of project management. Many longstanding 

supporters of PMI including me applauded PMI 

enthusiastically regarding what little we thought we 

understood of the new strategy, but the Capability 

Statements were gone for good, notwithstanding the creation 

of a new Organizational Project Management Member 

Advisory Group (MAG), which proved completely 

ineffective in retrieving them. By this point the schism was cemented.  

 
“In one fell swoop, the 
PMI BOD withdrew the 
model PMI had 
acquired from HSI, 
decommissioned the 
consulting company 
PMI had bought for 
$1.3 million to perform 
assessments, bringing 
the total loss to nearly 
$5 million, and 
announced Mark 
Langley was retiring.”  

http://opmexperts.com/simple
http://opmexperts.com/simple
http://www.opmexperts.com/release-opm3-capability-statements
https://john-schlichter.squarespace.com/s/PMI-consolidated-financials-2017.pdf
https://john-schlichter.squarespace.com/s/PMI-consolidated-financials-2017.pdf
https://en.wikipedia.org/wiki/Process_capability_index
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Usefulness 

These four empathy episodes produced empathy episode #5, which leaves only one more episode 

before I explain PMI’s schism clearly. Continuing in the theme of emperors and their excesses, 

the Latin word for schism is schisma, a neuter word misstated in the feminine form by Holy 

Roman Emperor Sigismund of Luxembourg in a speech to the Council of Constance in the year 

1414. When someone advised him of the error, he responded that because he was the Emperor 

the word would be feminine from then on, at which point a member of the Council stood and 

replied “The Emperor is not above the grammarians!” What does this useless bit of trivia have to 

do with PMI? Exactly 600 years later, in the year 2014, PMI published an "Organizational 

Project Management Practice Standard," which was supposed to be supplementary "how to" 

information to help users implement the “Organizational Project Management Maturity Model 

(OPM3) Standard.” In addition to PMI’s four foundational standards (namely the PMBOK 

Guide, OPM3, The Portfolio Management Standard, and The Program Management Standard), 

PMI published multiple “practice standards,” which were basically how-to guides designed to 

help users put the standards into practice. Naturally many people had been asking how to 

implement Organizational Project Management (OPM) because PMI’s second foundational 

standard, the Organizational Project Management Maturity Model standard (OPM3), no longer 

contained the Capability Statements. Of course, the Capability Statements would have told you 

step-by-step how to implement OPM, but the Standards Member Advisory Group (MAG) didn’t 

see it that way. In an email exchange with a PMI official I realized that the Standards MAG was 

not even aware the OPM3 Capability Statements had been the centerpiece of OPM3 or that they 

were originally sold as an essential and integral part of the OPM3 standard. This was a failing of 

record keeping, knowledge management, and 

organizational memory that is thematic. And 

absent that knowledge, they decided that PMI 

should rebrand the "Organizational Project 

Management Practice Standard" as "The 

Standard for Organizational Project 

Management," which made it sound like a 

foundational standard.  

PMI rationalized this malapropism by saying that 

the practice standard would merit the “status of a 

(foundational) standard” because it would be developed on a consensus basis and reviewed 

through exposure drafts (or drafts released to the public for comment), though PMI appears to 

have forgotten that past practice standards had been developed through consensus and exposure 

drafts too, which was not a relevant justification for the practice standard’s new and confusing 

appellation. I knew that PMI was planning to make a mistake in the naming, and I urged PMI to 

rethink it, but PMI refused, saying it was un fait accompli. I felt like “one voice crying out in the 

wilderness.”  

To empathize with the PMI Standards Member Advisory Group, I believe they may be forgiven 

for not knowing the esoteric history of the OPM3 Capability Statements that had occurred before 

their time. It is less forgivable the premiere association for the profession of project management 

“PMI’s decisions regarding 
OPM3’s Capability Statements 
and subsequent standards 
pertaining to OPM degraded 
PMI’s ability to achieve its 
purpose and set the stage for 
a new level of commercialism.”  
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does not have an infallible mechanism for record-keeping to preserve knowledge of important 

decisions, e.g. a cryptographically enabled distributed ledger. From the perspective of those who 

were unaware of the OPM3 Capability Statements, the decision to rebrand PMI’s supplementary 

advice as “The Standard for Organizational Project Management” despite the prior existence of 

the “Organizational Project Management Maturity Model Standard” would have made sense. By 

comparison, for those who were aware of the OPM3 Capability Statements, it made about as 

much sense as saying that despite the existence of "A Guide to the Project Management Body of 

Knowledge” or “PMBOK Guide,” which is all about managing a single project, PMI should 

publish something else based on far less research and name it "The Standard for Knowledge 

About Managing Single Projects." In other words, for precisely the same reason that Emperor 

Sigismund had been rebuked, it made no sense whatsoever when “The Standard for 

Organizational Project Management” appeared in 2018. Caesar non supra grammaticos!  

The net result was that PMI’s OPM3 Standard had been rendered ineffective as a way for users 

to assess accurately an organization’s ability to implement strategies through projects, and a new 

Standard for Organizational Project Management was promoted as a foundational standard. 

Neither provided anything remotely resembling the Capability Statements to enable OPM 

assessments and corresponding improvements; they just weren’t useful in that regard. Whether 

intentionally or not, PMI had once again put PMI in the position of filling a gap that PMI had 

created. Whether what PMI subsequently created, an endeavor called “Brightline,” was created 

to fill that gap or created for other reasons, it is changing the competitive landscape through 

commercial products and services in ways reminiscent of PMI’s expensive mistakes with HSI. 

 

Integrity  

Some people have made PMI’s words and 

actions over the past 20 years mean that a 

logic has dominated PMI’s executives in 

ways that led to a schism between those who 

believe PMI’s raison d'etre is to advocate the 

profession of most of its members (who are 

predominantly project managers) and others 

who believe PMI’s purpose is growth 

through commercial endeavors in ways that make PMI look more like a training and consulting 

firm. Some actors invested in the latter may defend their actions by claiming that advocating the 

profession of project managers and expanding PMI’s commercial endeavors are mutually 

beneficial agendas. That logic is superficially plausible and not entirely specious, but it is prone 

to pernicious pathologies that start small and grow big, as we have seen in the empathy episodes 

depicted above and shall see again in what follows. Some say PMI’s “training” is non-

commercial because it is provided by a nonprofit, or that the “consulting” is not consulting 

because the expertise is formulaic or rendered as products. Perhaps labels like “training” and 

“consulting” matter less than the content they denote, particularly any acts of commercialism 

pertaining to products or services beyond developing standards in Organizational Project 

“PMI’s Brightline website says 
that they will offer frameworks 
and assessments pertaining to 
designing and delivering 
strategy through projects.”  
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Management, beyond certifying individuals in those standards, or beyond promoting those 

individuals and knowledge about what they do. Any endeavor undertaken by PMI beyond these 

essential functions degrades PMI’s ability to transform the field of project management into the 

profession of project management. As I mentioned at the outset of this article, the American 

Medical Association and the American Bar Association, studiously avoid competing in the 

marketplace by not offering professional services and commercial products that compete against 

the professionals whom they certify (or for that matter against the employers, suppliers, or 

customers of the professionals whom they certify). Instead, each association bases its 

certifications on standards of technical capability and ethical action invoked to distinguish each 

trade as a profession, not merely a field from whence it came. 

PMI’s schism was long in the making, nearly twenty years, stemming at least as far back as the 

fragmentation of the Organizational Project Management Maturity Model (OPM3), PMI’s 

foundational standard describing how organizations implement strategies through projects and 

how organizations can become capable of implementing their strategies through projects 

successfully, consistently, and predictably. PMI’s fragmentation of OPM3 led to PMI’s 

commercialization of OPM3, which led to PMI’s development of alternatives to OPM3 which 

PMI has marketed as its own services repeatedly (most recently through something called the 

Brightline Initiative). PMI’s executives have not been convinced by objections to these decisions 

at each step of a progression, and in the eyes of many members the resulting commercialism has 

annulled PMI's legitimacy as the nonprofit arbiter of standards essential to transforming the field 

of project management into the profession of project management. Views about this differ, and 

the most effective way to achieve alignment is by discussing publicly what respective 

stakeholders perceived from PMI’s actions, distinguishing what happened from what one made it 

mean, and appealing to all parties to articulate the possibilities they wish to co-create going 

forward. The solution is more dialog, not less. 

Though the essential history was elaborated in the preceding 

parts of this article, memory is an errant guest of consciousness. 

So, let’s review. Soon after OPM3’s publication, PMI removed 

the most valuable components of OPM3 from the standard and 

sold them at a price orders of magnitude higher than any PMI 

standard to date. That is what happened, but what some people 

made it mean was that PMI valued revenue and control more than goodwill and freedom. Then 

PMI withdrew those components altogether, and consequently users could no longer use OPM3 

to assess organizations accurately and improve their organizations’ capabilities in the many ways 

that OPM3 was designed to help them improve their capability to implement strategies through 

projects successfully, consistently, and predictably. That is what happened, but what some 

people made it mean was that PMI did not respect her volunteers who had slaved to create that 

content based on the implicit agreement that the fruits of their labor would not be destroyed by 

their sponsor. PMI acquired its own consultancy as a subsidiary of PMI to provide assessments 

for hire using a proprietary model which was not OPM3. That is what happened, but what some 

people made it mean was that PMI’s noble charter to institutionalize project management had 

been compromised, that PMI’s charitable functions had given way to profit motives that 

personified their fears. Eventually PMI decommissioned that contentious acquisition, which 

brings us to the present: PMI has adopted a “strategy refresh” that appears to have included a 

 
“The solution is more 
dialog, not less.” 
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decision that PMI was out of the organizational assessment business for good, though PMI has 

yet to explain its strategy refresh, so this specific point could be wrong, i.e. argumentum ad 

ignorantiam. PMI responded to stakeholders’ questions about its “strategy refresh” with answers 

that simply created more questions. What some have made that mean is that PMI does not take 

these concerns as seriously as they feel PMI should. For some of those who have perceived 

PMI’s new strategy as a return to PMI’s original mission, PMI’s corresponding actions have 

appeared misaligned because PMI immediately began advertising that it would start offering 

assessments again (through Brightline) as well as capability development services for 

organizations whose strategies are enacted by projects. To that end, PMI hired a former PMI 

executive as a third-party contractor to promote the same value proposition as OPM3 (making 

strategy implementation capable through assessments and capability development) without ever 

mentioning OPM3. That is what happened, but what some people have made it mean is that there 

are serious gaps between PMI’s strategy and its execution.  

I believe an organic sequence of events occurred, driven by a persistent logic that has dominated 

PMI for the better part of twenty years, a logic that confuses ideas about what PMI should do 

(i.e., institutionalism) with ideas about what PMI can do (i.e., commercialism) in the minds of 

some stakeholders. I believe some of the people involved may not be fully conscious of this 

distinction, but if they are, they may disagree because they think “institutionalism versus 

commercialism” is a false dichotomy, or because they esteem different values, or because they 

have different ideas about how PMI should serve society. Recognizing the presence of a plurality 

of values, I am motivated by the possibility of discussing these disagreements publicly to 

cultivate empathy and alignment within PMI’s ranks, to cultivate empathy and alignment among 

PMI’s own employees, among PMI’s members, and between PMI’s employees and PMI’s 

members who form a whole not only greater than the sum of its parts but stronger through unity 

in diversity. This order of internal consistency, which produces strength through mutually 

reinforcing support, has a name: integrity. 
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Part 4 

Prudence 

PMI’s decisions regarding OPM3’s Capability Statements and subsequent standards pertaining to 

OPM degraded PMI’s ability to achieve its purpose and set the stage for a new level of 

commercialism, which is explained in empathy episode #6, the culmination of all previous 

empathy episodes: the cru de ta. The episodes leading up to this one demonstrated PMI’s logic, 

which has conflated advocacy for project managers with expanding commercial endeavors 

associated with professional services for organizations that implement strategies through 

projects, e.g. ProductSuite and HSI. This conflation appears to have resulted in gaps between 

PMI’s current strategy and its execution, which PMI has not clarified adequately despite repeated 

requests for answers (which creates the risk of a fallacy of ambiguity, reification, or 

hypostatization). I have tried and failed repeatedly to obtain answers from PMI that would 

mitigate this risk. 

My firm, OPM Experts LLC, abandoned OPM3 when PMI bought HSI, and we developed a 

proprietary model to replace OPM3, which is the Strategy Implementation Maturity Protocol for 

Learning Enterprises (SIMPLE®). From the first day OPM Experts began marketing SIMPLE® 

in 2016, the firm has used the image of a maze with a vivid red arrow cutting through it as the 

only image to brand the offering (Figure 4). Soon thereafter, despite the PMI BOD’s apparent 

strategy to pivot away from organizational consulting and back to helping individual 

practitioners of project management demonstrate their professionalism individually, PMI 

launched a marketing campaign in the latter part of 2017 called the “Brightline Initiative” 

designed to “generate interest in and demand for project management capability within 

organizations.” PMI’s Brightline website emphasized “smart simplicity” as a key principle of its 

campaign and used the image of a maze with a bright line cutting through it to convey this idea.  

Indeed, Brightline’s lead consultant narrated a video rendering of a bright arrow cutting through 

a maze to bridge the gap between strategy design and execution, emphasizing the word 

“Brightline” in punctuated plosives suggesting the “Brightline” brand’s derivation from an image 

of this vivid arrow cutting through a maze. In effect, 

OPM Experts LLC, widely known for having led the 

creation of OPM3 and for being a leading provider of 

maturity assessments and capability development 

programs pertaining to bridging the gap between 

strategy design and strategy execution, created an 

alternative to OPM3 that emphasizes simplifying 

strategy implementation in smart ways and branded 

that with a bright line cutting through a maze, and 

immediately thereafter, PMI did precisely the same 

thing. I know great minds think alike, but naturally I 

had some concerns. 

 
“If PMI is perceived as 
competing with project 
management service 
providers, who gains and 
who loses? Everybody 
loses.”  

http://opmexperts.com/simple
http://opmexperts.com/simple
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Figure 4: Before PMI created Brightline and began marketing the need to simplify strategy 

implementation, which was a message PMI paired with the image of a bright line cutting through 

a maze, OPM Experts LLC had already launched SIMPLE© to propose simplifying strategy 

implementation, using the image of a bright red line cutting through a maze. 

PMI’s officials and the consultants PMI had hired to carry out the Brightline Initiative appeared 

to me at first to present Brightline and PMI discretely, framing Brightline as its own thing though 
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Brightline was conceived by PMI and funded by PMI to advance PMI’s interests. Many people 

were shocked to learn Brightline was a PMI action when I began telling them so as I wrote this 

article, but PMI’s corporate communications about Brightline have since improved on the 

specific point of clarifying the relationship between PMI and Brightline. At the bottom of the 

“About” page on the Brightline website, PMI has stated clearly that the Brightline Initiative is 

led by PMI. Overall, this appears to have been a rebranding effort, paving the way for PMI to 

embark on various sorts of commercialism, including some varieties PMI has tried before and 

other varieties that are unprecedented in PMI’s history (per Figure 5).  

 

Figure 5: PMI is offering strategy design assessments and strategy design capability development 

services through an initiative PMI has branded “Brightline.” 

Although a member of PMI’s current Board of Directors has explained that “Brightline is not an 

entity,” it does have a leader, who appears to be Mr. Ricardo Vargas, a clubbable, hail-fellow-

well-met personality who promotes PMI effusively in a strong accent that evinces his non-

Anglophone extraction. He was hired by PMI in the role of Executive Director of Brightline “to 

further the understanding and utilization of project management in organizations.” Mr. Vargas 

was formerly the chair of the PMI Board of Directors before the BOD’s recent strategy refresh, 

i.e. during a period when issues described above festered. If it wasn’t clear that Mr. Vargas is not 

an employee of the non-entity known as the “Brightline Initiative” 

or that he is not an employee of PMI for that matter, make no 

mistake: he is neither. He runs a small project management 

consulting firm that operates exclusively in the construction 

industry and a small project management training company which 

markets training that is not specific to any industry. PMI has been 

arranging for him to speak at management conferences across the 

globe, which has required him to expose his public speaking 

capabilities to venues where presenters are always expected to 

“Is PMI promoting 
a proprietary 
model again 
instead of PMI’s 
standard?” 
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present in English, which is not his first tongue, on topics that may be new to him, i.e. 

Organizational Project Management (implementing strategies through projects) and 

Organizational Project Management maturity (how to turn ideas into reality successfully, 

consistently, and predictably). His persistence has been remarkable, and whether he is or is not 

an expert, I think he’s doing a great job coming up to speed. However, the unfortunate subtext 

from PMI is that PMI’s current employees are incapable of communicating credibly at the 

executive level about “closing the gap between strategy design and delivery.” Note: after earlier 

drafts of this article were shared with PMI, I noticed more PMI executives doing public speaking 

engagements (though PMI continues to sponsor Vargas for a similar role, despite perceptions of 

a conflict of interest). 

It is unfortunate for two reasons: 1) there clearly are PMI employees who can communicate 

credibly at the executive level about “closing the gap between strategy design and delivery,” and 

2) the risk of perceptions of a conflict of interest associated with using a contractor to market 

PMI services related to the contractor’s own for-profit training company’s services, which target 

the same customer segments that PMI has hired said consultant to pursue on PMI’s behalf, would 

be mitigated capably by PMI if PMI simply never used contractors for this task. We can expect 

questions of a conflict of interest to be dismissed by those invested in the issue, but the following 

question remains: why isn’t PMI using PMI’s own employees exclusively as its spokespeople for 

activities that PMI clearly treats as one of its highest priorities? Whether PMI will let Vargas go 

when the new CEO arrives, the larger question is: what message is PMI promoting through 

Brightline in a whirlwind tour of the world’s management conferences? 

 

Figure 6: The message PMI is promoting through Brightline came straight out of the OPM3 

standard, which has used this image in every edition to date.  
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PMI’s slogan for the Brightline marketing initiative is “closing the gap between strategy design 

and delivery.” If that sounds familiar, it may be because it comes straight out of the OPM3 

Standard, which even includes a picture (Figure 6). It’s how PMI has been promoting OPM3 for 

years. It’s in PMI’s current product description for OPM3 in PMI’s online bookstore (Figure 7). 

Yet PMI’s Brightline Initiative (which embodies PMI’s dominant logic of marketing the 

implementation of strategies through projects) never mentions Organizational Project 

Management or OPM3, which are respectively PMI’s official term for implementing strategies 

through projects and PMI’s original foundational standard for OPM. Brightline’s website does 

not cite either OPM or OPM3 even once.  

Who benefits from Brightline’s deafening silence on OPM and OPM3? Does PMI think Chief 

Strategy Officers and other C-level personnel need references to project management dropped 

for them to understand PMI’s message? Surely somebody at PMI can explain OPM and OPM3 

in simple terms that appeal to executives. Let me show you how easy it is to pitch OPM and 

OPM3 to executives: 

• Your strategies regarding where and how to compete are enacted through projects, 

temporary endeavors undertaken by teams to produce unique results. 

• It’s essential for your organization to 1) choose the right projects to enact your strategies 

and 2) deliver those projects capably. We call this “Organizational Project Management” 

or “OPM,” a system that integrates project, program, and portfolio management.  

• To implement your strategies successfully, consistently, and predictably, we need to do 

four things: 1) standardize, 2) measure, 3) control, and 4) continuously improve 

Organizational Project Management.  

• These four agendas (or maturity levels) have been elaborated in detail by a global team of 

experts as a one-of-a-kind model called “OPM3,” a PMI standard endorsed by ANSI, 

which executives in renowned organizations across the globe have used to assess the 

capabilities of their organizations and to identify highly actionable improvement options.  

• Achieving world class capabilities to enact your strategies starts with an OPM3 

assessment, which involves someone collecting and analyzing information and producing 

an assessment report with a roadmap for improvement.  

Speaking from experience, I can promise this pitch is appealing to CEO’s and other C-level 

personnel. And pitching it isn’t complex or difficult. On the other hand, it doesn’t work without 

the Capability Statements.  

Here’s the rub. Though OPM and OPM3 are entirely absent from PMI’s Brightline collateral, 

PMI's Brightline website says that they will offer frameworks and assessments pertaining to 

designing and delivering strategy through projects, specifically assessments crafted for 

capability-building in strategy design and strategy implementation through projects (Figure 5). 

Who “they” are, whether PMI’s employees or the consultants hired by PMI, is one of many open 

questions. What does that say about a marketing effort given the best resources to promote a 

third-party contractor who has no prior experience in OPM3 and never speaks of it while touring 

the global circuit of management conferences to promote an initiative that is offering an 

alternative to OPM3 after OPM3 was rendered ineffective by PMI? Is PMI promoting a 

proprietary model again instead of PMI’s standard? For that matter, is PMI enlarging PMI’s 
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scope, which has been defined since 2003 by Organizational Project Management (or strategy 

implementation through projects)? Is PMI enlarging that scope to include strategy creation? 

More specifically, is PMI commercializing services pertaining to strategy design? Indeed, this 

appears to be the case. 

 

Figure 7: “Bridging the gap between strategy and projects” is how PMI had been marketing 

OPM3 long before Brightline. 

What is PMI selling? I asked Brightline’s lead consultant that question in what was the first and 

last conversation I ever had with him. It occurred publicly on LinkedIn. In that brief 
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conversation, I asked him to clarify what PMI was selling with Brightline, and he responded in 

writing that Brightline did not involve selling any products or services and never would (Figure 

8). I thought that was an extremely clear and strong statement for Brightline’s lead consultant to 

make. I thanked him, and he said I was welcome. It was a polite exchange, and he told me to stay 

connected with him. Assuming he was speaking candidly, I decided to keep a dialog going, and a 

couple days later responded to a post on LinkedIn by Brightline that asserted people are rational, 

which Brightline had asserted in the context of strategy implementation. I asked “What makes 

Brightline think people are rational when it comes to strategy implementation?” I remarked that 

such assertions, which Brightline had made repeatedly, sound nice, but they’re unsupported. I 

saw no response from Brightline but hoped privately that Brightline’s lead consultant would 

correct the issue before anyone screamed “the King has no clothes!” You see, we would like to 

think people are, as a rule, rational, but we would be naive to do so. The fact that people are not 

rational actors has been widely known among academics and consultants for decades. It is the 

basis of behavioral economics and Nobel prizes for work that has pervaded business culture and 

crossed over into popular culture.  
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Figure 8: The lead consultant of PMI’s Brightline marketing initiative declared Brightline will 

never be involved in selling anything. 
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A week later, despite Brightline’s silence, I decided to share 

with Brightline’s lead consultant a book about competitive 

strategy that I thought he would appreciate, i.e. Professor Jag 

Sheth’s “The Rule of Three.” As I mentioned at the outset of 

this article, a key message of this classic from Sheth and his co-

author Rajendra Sisodia is that market specialists consistently 

destroy themselves if or when they try to evolve into “full-line 

generalists.” The same is true when full-line generalists decide 

to become market specialists. In either case, the company falls 

into what Sheth and Sisodia call “the ditch,” per Figure 9. The 

data on this phenomenon is quite clear. Most markets will 

sustain no more than three major players.  

 

Figure 9: As PMI is lured away from its specialization of focusing on project managers and 

toward strategy consulting, it risks falling into the ditch. 

The difference between a schism and a chasm is that a schism is a split or separation within a 

group or organization that is typically caused by discord, whereas a chasm is a deep, steep-sided 

rift, fissure, gorge, abyss, or gap: all words equivalent to Sheth’s ditch. The example I had in 

mind when it occurred to me to share “The Rule of Three” with Brightline’s lead consultant was 

a non-profit that has specialized in the project management market but is aspiring to become 

something more closely resembling the core functions of a strategy management consulting firm. 

I asked Professor Sheth if this was a correct interpretation of the “Rule of Three,” and he 

confirmed that it was, saying “PMI is a market specialist. So long as PMI keeps the individual 

members as the market segment it serves, PMI can add more services that target the future needs 

“Market specialists 
consistently destroy 
themselves if or when 
they try to evolve 
into full-line 
generalists.”  
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of those members. The idea is to gain more share of wallet from the target market (namely the 

practitioners of project management) and to increase PMI’s stickiness.” In other words, PMI’s 

CEO should direct Brightline to stop targeting executives with offers of professional services 

pertaining to strategy design and implementation if PMI wishes to avoid the risk of converting 

PMI’s schism into PMI’s ditch.  
 
 

Openness 

When I reached out to Brightline’s lead 

consultant to share the “Rule of Three” with 

him collegially, I was puzzled to learn he had 

blocked me on LinkedIn. I looked at the 

Brightline website to see if I could make sense 

of this and was surprised to see things that 

smacked of strategy consulting. Buffeted from 

Brightline blocking me, I was perturbed by 

parochialism on the part of PMI’s protégé. I 

had never even spoken to him. Just one short 

written exchange on LinkedIn: that was the extent of our interaction before he shut me down. To 

my mind, this was exactly what Harvard Business School’s Novartis Professor of Leadership and 

Management Amy C. Edmondson meant when she wrote that leaders who silence others to 

create a culture of “fitting in” and “going along” (instead of cultivating empathy) doom their 

organizations in the knowledge economy. It fit a frustrating pattern of insularity and group-think, 

but I asked myself “If I give up entirely on this person, who gains and who loses?” Everybody 

loses, especially PMI. Is that desirable? No. I decided online interactions were prone to 

miscommunication, and if I wished to help PMI navigate storms I saw on the horizon we would 

need to find a way to communicate with each other (for example, through an article like this 

one). I can empathize with Brightline’s lead consultant for not wanting to engage pundits whom 

he may perceive (incorrectly) not only as ideologues but as “adders fang'd.” For that matter, I can 

understand why someone in his position would not want to communicate with anybody who 

invites a very close look at the Brightline Initiative and how it is reconciled to PMI’s strategies 

and aspirations. More to the point, my demons were mine to exorcise, and I believed they were 

his demons too. 

 

If phronesis (practical wisdom) is the 

exorcism of imprudence, then the rite is 

half a dozen questions, which Oxford 

University Saïd Business School’s Bent 

Flyvbjerg catalogs as: Where are we 

going? Who gains and who loses, and by 

which mechanisms of power? Is this 

development desirable? And what, if anything, should we do about it? It is one thing to improve 

the value proposition of project management by framing it as the way strategies get 

“Has a significant change in the 
scope of PMI’s operations, 
namely strategy management 
assessments and capability 
development consulting, been 
blessed by the BOD?”  

“A schism appears to have emerged 
between those who envision PMI as a 
market specialist and those who 
envision PMI as a full-line generalist.”  
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implemented. It is another thing entirely to offer training on the mechanics of strategy design and 

services pertaining to assessing and developing strategy design and strategy delivery capabilities 

– all things PMI’s Brightline marketing initiative does. And let’s be clear: anyone who argues 

that assessing and developing strategy design and strategy delivery capabilities in organizations 

does not constitute consulting is probably someone who does not know either what is required to 

assess such capabilities in an actionable manner or what is required to enable organizations to 

develop such capabilities. But if my use of the term “consulting” is a sticking point for the 

reader, just replace “consulting” with “commercial offering.” 

 

Wisdom 

Whether the object of our scrutiny is Brightline or any other product or service proffered by 

PMI, the litmus test is whether the service pertains directly and exclusively to those very few 

functions essential to PMI’s purpose. (“What makes a horse a horse?”) Do you ever see the 

American Medical Association providing training or maturity assessments for executives whose 

strategies involve medical interventions or doctors? No, you do not. Do you ever see the Board 

of Nursing providing training or maturity assessments for executives in any organizations where 

nurses work? No, you do not. Do you ever see the American Bar Association providing training 

or maturity assessments for executives in any organizations where lawyers work? No, you do 

not. So why would the Project Management Institute start promoting its own commercial 

offerings pertaining to assessments and capability development services to help organizations 

design and deliver strategies?  

I empathize with those who believe these kinds of commercial endeavors could jeopardize PMI’s 

legitimacy as the premiere association for the profession of project management. That is a real 

risk unless, of course, customers and stakeholders simply never realized Brightline was PMI’s 

auxiliary staff or proxy. Indeed, nobody whom I had discussed Brightline with at first had any 

idea it was a PMI operation. Others may still go unaware despite PMI’s renewed clarification of 

its role as Brightline’s sponsor, and it seems like an unnecessary risk, one with low probability 

but high impact, i.e. a Black Swan, the risk probability/impact combination that people are most 

prone to ignore at their peril. Competent project managers know that less competent project 

managers always leave Black Swans unmitigated. By contrast, competent project managers 

always mitigate Black Swans. But whoever is making decisions about PMI 2.0 and Brightline 

clearly doesn’t see things this way. They may have excellent reasons, but they have not given 

them. Perhaps outsourcing the matter to a third party was in fact somebody’s ill-conceived 

attempt at mitigating the risk. Either way, a dearth of information regarding PMI’s refresh 

strategy and how Brightline is reconciled to that strategy foments questions. It doesn’t help that 

the third-party spokesperson PMI has hired to communicate information about these things 

signals to those most interested that probing questions are unwelcome. PMI’s next CEO would 

be wise not only to reconsider Brightline entirely but to assess PMI’s policy for management of 

stakeholders who have serious and challenging questions about Brightline or any other products 

and services PMI proffers.  
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When I scanned PMI’s Brightline website, I saw that the site promoted a certification course 

called “Bridging the Gap Between Strategy Design and Delivery,” echoing OPM3 without once 

naming it, which occurred to me as an opportunity to develop new products and services without 

reopening old wounds, at great risk of creating new wounds. The site indicated that the course 

(Figure 10) would be available free “for a limited time,” meaning Brightline will be involved in 

sales despite clear statements from Brightline’s lead consultant to the contrary. But it’s not the 

pricing so much as the very nature of the services and how they may be perceived that is most 

troubling. To that point, I was taken aback to see PMI was co-branding this initiative with the 

Boston Consulting Group (BCG), which appears to have been the first of PMI’s “coalition 

partners” in this new endeavor. BCG is one of the “big five” strategy consulting firms. 

 

Figure 10: PMI’s Brightline marketing initiative is promoting a course that mimics the purpose 

and messaging of the OPM3 Standard without ever mentioning OPM3 or the work of the 

volunteers who created OPM3. 
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These things concerned me for many reasons, not only because I believe there are serious 

structural problems intrinsic to conflating a professional association with a commercial endeavor, 

but also because I had already experienced competing with PMI once before during the HSI 

crisis and would rather not have to do that again. Competing with PMI is not aligned to my own 

vision for the profession that will ultimately overcome the wicked problems facing humanity in 

the 21st century. If PMI and OPM Experts LLC are misperceived as competing, who gains and 

who loses? Everybody loses. By what mechanisms of power? Everybody loses by the 

mechanisms of power endemic to commercialism, particularly competition and monopoly, which 

degrade PMI’s legitimacy and therefore its ability to transform the field of project management 

into the profession of project management, especially when either party exercises power to 

silence the other. Is that desirable? What should be done? (This is phronesis.) 

  

https://link.springer.com/article/10.1007/BF01405730
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Part 5 

Discernment 

I knew there were challenges associated with PMI’s governance of OPM3 from the beginning, 

but I stuck with it, believing we could work those things out, and my firm benefited even though 

some significant issues were never resolved satisfactorily. OPM Experts received OPM3-related 

requests from all kinds of fascinating organizations. Some requests we responded to directly, e.g. 

the governments of Hong Kong, Kurdistan, and Saudi Arabia, and blue chip companies like 

IBM, Johnson & Johnson, and Microsoft. Others we passed along to partners or colleagues, e.g. 

the government of Iran asked us to use OPM3 to audit all of Iran’s energy projects, starting with 

its nuclear portfolio, which we passed on due to sanctions. We made powerful friends along the 

way and have served a “who’s who” list of amazing entities whom we have helped achieve 

dramatic results in terms of strategy implementation. I wrote vignettes about some of these 

engagements: Amana, Battelle, CARICOM, European Union's External Action Service, Harris 

Corporation, Johnson & Johnson, Kurdistan Regional Government, Melco Crown, Microsoft, 

Northrop Grumman, Panasonic, Popular Financial, SAP, and Saudi Ministry of Interior. Overall, 

we had a good run with OPM3, and there is much more to come (though some stories may never 

be told), but OPM Experts moved on by creating a better model. We never wanted any conflict 

with PMI, whom we did our best to help create industry standards that would enable PMI to 

elevate the field of project management to the profession of project management.  

My interest in these matters has evolved from OPM3’s apotheosis as I have cultivated empathy 

for the leaders involved in this narrative. Now I am more intrigued by the institutional logic of 

the profession than the conflicts of interest and specific instances of competition implied above. 

OPM Experts LLC is a firm of specialists, our place in our niche is secure, and if the Brightline 

brand was inspired by OPM Experts LLC we should be flattered (even if we were not 

acknowledged). However, OPM3’s fate and what followed beg questions that interest many: 

Where is PMI going? Who gains and who loses, and by which mechanisms of power? Is this 

development desirable? What, if anything, should we do about it? The logic that produced PMI’s 

decisions in the six episodes described above persists. Consequently, a schism appears to have 

emerged between those who envision PMI as a market specialist and those who envision PMI as 

a full-line generalist, i.e. two camps. There are those who believe PMI’s raison d'etre is to 

advocate the profession of most of its members (project managers) through standards, 

certifications, conferences, networking events, and educational materials. Full stop. There are 

others who believe PMI’s purpose is growth through expanding commercial endeavors, e.g. 

vertical integration, i.e. combining project management advocacy with strategy management 

advocacy in ways that make PMI look more and more like a strategy consulting firm. I am wary 

of people in the latter camp who rationalize their actions by suggesting it serves the former 

camp. Are you? We are faced with questions of phronesis that appear to some stakeholders all 

but lost to PMI’s leaders (especially leaders directly involved in these issues who dismiss these 

concerns with a wave of the hand). Has phronesis been lost to PMI executives in ways that have 

http://www.opmexperts.com/amana/
http://www.opmexperts.com/battelle/
http://www.opmexperts.com/caricom/
http://www.opmexperts.com/eu-external-action-service/
http://www.opmexperts.com/harris-corporation/
http://www.opmexperts.com/harris-corporation/
http://www.opmexperts.com/johnson-johnson/
http://www.opmexperts.com/kurdistan-regional-government/
http://www.opmexperts.com/melco-crown/
http://www.opmexperts.com/microsoft/
http://www.opmexperts.com/northrop-grumman/
http://www.opmexperts.com/panasonic/
http://www.opmexperts.com/popular-financial/
http://www.opmexperts.com/sap/
http://www.opmexperts.com/saudi-ministry/
http://www.opmexperts.com/clients/
http://www.opmexperts.com/simple
http://ppc.uiowa.edu/publications/institutionalism-and-professions-sage-handbook-organizational-institutionalism
http://ppc.uiowa.edu/publications/institutionalism-and-professions-sage-handbook-organizational-institutionalism
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allowed a logic of instrumentality to trade PMI’s most noble aspirations for more pedestrian 

ambitions at society’s expense? 

I will go on record as saying it is painfully clear to me the field of project management is not the 

profession of project management that it needs to be to meet the exponential future that is 

accelerating toward us. I have led countless assessments of Organizational Project Management 

in organizations of all kinds. One thing which has struck me is that so many of the organizations 

which have hired me to assess how capably they have implemented PMI standards have been 

organizations that fundamentally misunderstood the most important aspects of PMI’s standards. 

Organizations reap huge benefits by correcting those errors, but why were those errors made in 

the first place? Can we truly say that something is a standard if most organizations implementing 

it do so incorrectly? Then there is the question of certifications. If organizations comprised of 

professionals certified by PMI are implementing PMI standards incorrectly, what does that 

suggest about needing to improve the link between standards and certifications? More 

importantly, what do these things suggest about the opportunity to improve the efficacy of PMI’s 

standards and PMI’s certifications to help transform the field of project management into the 

profession of project management? Leaders interested in tackling that opportunity should 

consider the four freedoms essential to standards development (outlined above), and it may be 

helpful to debate whether PMI’s commercial interests have interfered with the standards 

development process. Could the American Medical Association create and arbitrate standards for 

America’s doctors if it engaged in the development of medical devices or the acquisition of 

hospitals? Could the American Bar Association create and arbitrate standards for America’s 

lawyers if it did any of the things that a law firm does or if it competed with companies the likes 

of LexisNexis or Amazon and proffered productivity tools or artificial intelligence products that 

changed the ways lawyers ply their trade? Doing so would surely alienate essential stakeholders 

and de-legitimatize the trade associations. In short, there are profound issues pertaining to 

codification of knowledge as standards and, by extension, profound issues pertaining to 

certifications, that merit any organization involved in such endeavors to seek root causes for 

those issues. Is commercialism a culprit? 

I humbly suggest that PMI's leaders should distinguish knowledge creation activities like 

developing standards, arbitrating certifications, hosting summits, and publishing books from 

capability development activities like maturity assessments and organizational improvement 

services. PMI must neither engage in nor sponsor any companies who engage in the latter unless 

it will subsidize all competitors equally. Knowledge creation activities may or may not be 

contentious commercial activities depending on how they are carried out, but facilitating 

capability development in organizations is nearly always a highly competitive commercial 

activity, whether that takes the form of a service offering or a product offering. Moreover, the 

development of expertise (and services) pertaining to strategy formulation moves PMI into the 

realm of strategy consulting, which is bad for several reasons. First, the transition from a market 

specialist to a full line generalist is extremely risky. Sheth’s research shows that companies 

undertaking this transition suffer massive losses in terms of market share, i.e. the infamous 

“ditch.” Second, not only is the transition perilous, but the destination is too. Strategy consulting 

is not a space that PMI is wise to compete within as there is room for no more than three 

dominant players, and those three already exist, as do others. They are much more powerful than 

PMI, and the state of rivalry is intense. Third, expanding PMI’s remit through professional 
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services degrades PMI’s legitimacy in pernicious ways, which underscores an obvious strategic 

trade-off required to resolve inconsistencies of image and reputation.  

Rationalizing PMI operations beyond the exclusive functions essential to its scope is a trap.  For 

example, PMI’s BOD has justified Brightline as a perfectly logical way to create demand for 

project management (though, frankly, I was not aware demand was lacking), but PMI does not 

have to get into areas like strategy design training and capability development offerings to create 

demand for project management in organizations. To create demand, we need only articulate 

how strategies are implemented through projects, which does not require one to take positions, 

whether generally or specifically, on how strategies are designed or how they should be designed 

(as Brightline is doing). Whether strategies are top down (or deliberate) or bottom up (or 

emergent), and whether they occur at the corporate level, business unit level, or functional level, 

they are merely inputs to project selection and portfolio design, which is where PMI's narrative 

should begin. PMI can frame strategies as inputs that are a given without migrating into the area 

of strategy design and the slippery slope of advisory work.  

I suppose PMI could create a spin-off with BCG, abandoning any claim to legitimacy as a non-

profit association and relinquishing its original purpose and mission; I considered a similar play 

for OPM Experts LLC to evolve from its specialization to full-line strategy advisory services 

when a partner at a firm like BCG asked me what it would take to convince me to create and lead 

an army of OPM3 assessors on their behalf. As tempting as the suggestion was, I decided against 

it. McKinsey has contracted work to OPM Experts’ Senior Client Advisors repeatedly, but unlike 

Alexander I am not possessed to pursue empire at the peril of those whom I lead. Having said 

that, such moves are not without precedent, and they are alluring. How do you think so many 

companies fall into the ditch? If it seems like an alluring but dangerous option for PMI but PMI 

denies it is tempted by that option and asserts it shall not pursue that option, one may wonder 

why it looks like PMI is pursuing that option. Many stakeholders want explanations and 

reassurances. And let me be clear: this isn’t just about Brightline. It is about any commercial 

endeavor PMI undertakes. What businesses is PMI in? Does the public even know the full 

extent? Exactly how does PMI decide what is inside and what is outside PMI’s scope? Monopoly 

is to empire as civil suits are to civil wars, which fragmented Alexander’s dynasty in a fraction of 

the time it took Alexander to create it.   

Whatever strategists choose in terms of strategy, whether to risk the ditch or to avoid it, they 

should see strategy communications as a form of reputation management. PMI should reflect on 

how it is communicating PMI’s “strategy refresh” (PMI 2.0), Brightline’s activities and any 

other commercial endeavors. Moreover, PMI should see this article as a service for explaining a 

narrative that occupies PMI members who fear speaking their truth to power and provokes 

sleeping giants who fear nothing at all. PMI should embrace the message (without shooting the 

messengers) for distinguishing risks PMI almost certainly did not intend to create and most 

certainly should avoid. In the context of PMI’s noblest aspiration to lead the Project 

Management Institute to cultivate the institution of project management, PMI should recognize 

that institutional change influences why some choose to communicate while others do not and 

that it can make a difference to reputation, as Oxford’s Richard Whittington has explained. How 

does reputation create or destroy value? Where do reputations come from? How do we measure 

them? How do we build and manage them? What are the implications for elevating the field of 

https://www.amazon.com/Unlocking-Leadership-Mindtraps-Thrive-Complexity/dp/1503609014
http://www.oxfordhandbooks.com/view/10.1093/oxfordhb/9780199596706.001.0001/oxfordhb-9780199596706-e-20
http://www.oxfordhandbooks.com/view/10.1093/oxfordhb/9780199596706.001.0001/oxfordhb-9780199596706
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project management to the profession of project management? After twenty years of pleading 

with PMI to consider these questions seriously, I am reduced to polemics.  

 

Clarity 

So long as we are here, let’s move beyond dealing 

with the Brightline question in the abstract. Let’s put a 

fork in it. Will PMI move further into strategy 

management territory, advising corporations how to 

develop differentiation strategies, how to allocate cash 

among their business units, or how to leverage 

economies of scale? Per PMI’s Brightline website, 

assessments pertaining to the ability of organizations to design and implement their strategies 

through projects (as well as capability development services in those areas) are clearly on the 

table, which raises many questions: 

• What exactly are these assessments and capability development offerings described on 

the Brightline website pertaining to the ability of organizations to design and implement 

their strategies through projects?  

• Has a significant change in the scope of PMI’s operations, namely strategy management 

assessments and capability development offerings, been blessed by the BOD?  

• Has it been communicated clearly to PMI members?  

• Does PMI intend to vertically integrate its project management business and its new 

consulting business? Is this a shift away from project management advocacy toward areas 

like strategy management, business agility, or emerging technologies? 

• If these assessments and capability development offerings won’t be sold under the 

Brightline banner, as Brightline’s lead consultant claims, then does PMI intend to 

provision these services outright? 

o How will PMI manage the issue of marketing the service under the Brightline 

banner but provisioning it without involving Brightline as Brightline’s lead 

consultant promised? 

o Will PMI do so through an online assessment product like OPM3 Online?  

o If so, what has PMI learned from the failure of OPM3 Online? 

• Will PMI use the OPM3 Capability Statements for these capability assessments and 

capability development activities?  

• If OPM3’s Capability Statements aren’t used, will the capability assessment and 

development protocols be based on platitudes (e.g. marketing materials from PMI’s 

Brightline website), or will they be based on peer reviewed research? And if they are 

based on peer reviewed research, will that be commensurate to the primary research done 

to created OPM3, i.e. surveys to 30,000 professionals? 

• Will PMI offer assessments through a third party, e.g. the consultants to whom PMI has 

outsourced the Brightline marketing initiative? 

“Is this merely inside 
baseball or is it a zero-
sum game that the 
umpires are betting on?”  
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• Is PMI planning for the company to whom PMI has outsourced the Brightline marketing 

initiative to follow the path of HSI, to be acquired by PMI so PMI can offer assessments 

and related consulting through a subsidiary?  

o And if so, first off, why that firm versus a dozen others?  

o Does PMI appreciate the risk that perceptions of cronyism represent to its 

interests? 

o Does that firm have any experience in assessing and developing strategy 

implementation capabilities, much less experience commensurate with leading 

firms in this domain? 

o How will PMI avoid having to decommission and write-off any company 

acquired for this role? What have we learned from HSI? 

• What is PMI’s product line strategy for Brightline?  

• Given the intrinsic privacy issues, would PMI own users’ assessment data or create 

derivative products out of it, and how would that be any different from ProductSuite?  

• How does PMI justify undertaking any of these actions considering its so-called “strategy 

refresh?” 

 

Responsibility 

 

Per Robert Kazanjian, "logics" are constructs that denote the rationalization of what an 

organization can do in the context of views about its purpose, legitimacy, and morality. I have 

posited that an organization’s dominant logic dictates its ability to develop practical virtue in 

terms of value rationality and praxis; leaders give their adherents contextual cues that create 

meaning out of the ways they exercise power. I have argued that leaders thereby create the 

categories of action-taking to which adherents subscribe, per Foucault. Furthermore, I have 

argued that leaders can invoke value rationality in praxis by asking the questions of phronesis, 

per Bent Flyvbjerg (傅以斌). In this case, PMI's executives have cultivated a dominant logic 

punctuated by explicit cues that explain actions adherents have taken to expand operations 

outside of PMI's scope as a trade association whose mission should be to institutionalize project 

management throughout society, and in doing so PMI’s executives are responsible for 

rationalizing competitive behavior that creates a conflict of interest between the trade association 

and those whom the trade association needs to institutionalize project management throughout 

society.   

 

It would be foolish to deduce from this account that any of the people involved in the events of 

the past twenty years described above wished to do anything but what each thought was best for 

PMI. Yes, when we stand back and see the whole, it looks like a comedy of errors. But if we put 

ourselves in PMI’s retiring CEO Mark Langley’s shoes or in the shoes of those who advised him 

at each of these critical junctures, we should empathize. It is a classic example of local decisions 

that were sub-optimal solutions for a global problem. In my experience, that is typical of 

decision-making in many organizations, where important decisions are made by very few people 

https://www.linkedin.com/in/ACoAAAEMfBoB4PKxIOUxDsHTzWtCjS0IVOooQNI/
https://www.linkedin.com/in/ACoAAAkOIfYBOShv5NWaHl7dBMPwthgRylgvya4/
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in a centralized manner. It literally happens to the best of us, and it is the bane of CEO’s the 

world over, but if anyone can break this pattern and transform PMI, it’s PMI’s incoming CEO.  

 

If PMI can transform itself, then it can enable the transformation of individuals, teams, 

companies, a profession, and society for the better. Whose responsibility is that transformation, 

and do the responsible parties agree that they are responsible? For that enormous purpose and 

awesome future, we must see the pattern (and recognize the enemy): PMI’s commercialization. 

Promoting projects as the means whereby strategies are implemented, developing technical 

standards and ethical standards pertaining to that for practitioners, creating certifications in those 

standards and making those certifications robust and respected, and promoting these things 

through conferences, networking events, and educational materials is PMI’s job. But in my view 

and in the view of many PMI members, offering other professional services or commercial 

products is not, e.g. services to help organizations with strategy design and implementation. As 

PMI’s incoming CEO surely knows, deciding what not to do is the essence of strategy. Making 

that distinction is the CEO’s responsibility.  

 

At this point, I would be remiss not to reiterate my failure in this saga, which I emphasized at the 

outset of this article. Despite years of dedication to PMI, hard work and collaboration with many 

other subject matter experts, and constant analysis and reflection over how best to work with and 

advise PMI leadership and management, I could not prevail over insularity and group-think. I 

could not change the direction PMI was going with OPM3, and I have been unable to get clarity 

from PMI regarding either its strategy refresh or Brightline, which appear to me to be working at 

cross-purposes. The source of conflicts is often expectations that don’t match reality, and despite 

being endorsed by both PMI’s CEO and PMI’s Chairman for contributing greatly to PMI and 

immeasurably to the profession I have been powerless to dismantle provocative perceptions of 

these issues. Worse: through it all, I have been a spectator in PMI’s resulting setbacks, which I 

view as my own failures too. Would that I could have foreseen how a vicious vacuum of values 

would cost PMI and PMI’s stakeholders, that I 

could have enrolled PMI’s CEO to distinguish 

the Project Management Institute from the 

institution of project management, that I could 

have somehow helped an emperor to have the 

wisdom of a king: a leader that would bring 

peace to the land by invoking values and 

choosing courageously what not to do. 

 

Appreciation 

On a serendipitous note, I recently came across a crossword puzzle that I had not known existed 

until after I began writing this article (Figure 10). The PMI themed puzzle was created to thank 

Mark Langley for his years of service and featured seventeen PMI VIP’s, including the founding 

five, some of the CEO’s, and Fellows. PMI’s retiring CEO Mark Langley is 49 down, and I am 9 

across. It is somehow poetic that Langley and I would be entangled in a puzzle, which pretty 

“Would that I could have 
somehow helped an 
emperor to have the wisdom 
of a king…” 

https://www.isc.hbs.edu/strategy/creating-a-successful-strategy/Pages/making-strategic-trade-offs.aspx
http://www.botinternational.com/comics/PMI%20People%20Crossword.pdf
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much sums up our professional relationship of the past two decades. I join the puzzle’s creator in 

thanking Mark for his years of service and I wish him well in his retirement. Kierkegaard wrote 

that “purity of heart is to will one thing.” In pursuit of the best possible version of PMI, our 

hearts have been nothing if not pure. For Mark’s sake, for the sake of PMI, for PMI members, 

and mostly for the future of our profession, I hope we can solve the larger ontological puzzle that 

PMI and its members find themselves in. We can do that by engaging in the questions of 

phronesis to cultivate the values of pragmatism, empathy, purpose, aspiration, coherence, 

wisdom, openness, discernment, clarity, accountability, prudence, usefulness, integrity, privacy, 

freedom, responsibility, empowerment, and appreciation ⎯ in that order. Pragmatism dictates 

that we start by creating empathy, which must be established before we can have a meaningful 

dialog about PMI’s purpose amongst a diverse set of stakeholders whose views about PMI’s 

purpose diverge in significant ways. Once all stakeholders are enrolled to a common purpose that 

touches, moves, and inspires them, we can have a meaningful conversation about what PMI 

should aspire to achieve. Aspiration and coherence go together. Any dialog about aspirations 

must involve dialog about coherence between PMI’s purpose and PMI’s aspiration, which must 

distinguish what PMI should do from what it could do (and distinguish what PMI should not do 

even if it could). These values lay the foundation for wisdom, which invokes dialectic regarding 

where we are going as a community, who gains and who loses (and by which mechanisms of 

power), whether it is desirable, and what, if anything, we should do about it. Wisdom comes with 

openness, as PMI must cultivate knowledge sharing between PMI’s employees and the 

stakeholders who are not PMI’s employees to engage in dialectic. Wisdom and openness 

predicate discernment, which engenders clarity and accountability. Once these are achieved, the 

values of being prudent and being useful can be cultivated. At that point, integrity is finally 

accessible as a reality that PMI’s employees can create capably. This enables PMI to promote the 

values of privacy and freedom for its members, and to cultivate responsibility toward these ends. 

With these values in place, PMI’s executives can focus then on empowerment of PMI’s 

employees and PMI’s volunteers to self-organize to advance PMI’s purpose, and in turn create a 

culture of appreciation (Figure 1).  

PMI’s leaders and PMI’s stakeholders should collaborate on elaboration of these values 

(Appendix B). We should do so on behalf of the disenchanted who have no words, the wonted 

who have no voice, and the hopeful who dream what is possible. But first, PMI’s next CEO has 

an existential choice between two mutually exclusive alternatives: doom PMI by trading its 

noblest aspiration of institutionalizing project management throughout society for more 

pedestrian ambitions that commercialize the institute in a spectacular failure of imagination, or 

lead PMI to create the profession most essential to solving the wicked problems facing humanity 

as an exponential future accelerates toward us.  

https://en.wikipedia.org/wiki/Wicked_problem
https://www.youtube.com/watch?v=TNyDX1jnDv8
https://www.youtube.com/watch?v=L6xp6a3vdWE
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Figure 10: A crossword published this month thanks 17 people instrumental to PMI’s growth, 

including both Langley and Schlichter. Here are the answers to this crossword puzzle. 

http://www.opmexperts.com/s/PMI-People-Crossword-Answers.pdf
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Part 6 

If PMI’s next CEO proceeded boldly to recast PMI’s values in a way that prioritized 

institutionalizing project management by focusing exclusively on delivering only those products 

and services that PMI alone can furnish in its role as the premiere trade association for project 

management, the chief executive could expect to be celebrated like Alexander the Great upon 

cutting the Gordian Knot and fulfilling the prophecy that doing so would unite the world. This is 

the one thing everyone is waiting for a capable leader to address capably, and I have put so much 

effort into making this case because it breaks my heart.  

As stated at the outset, the popular story goes that Alexander encountered the Gordian Knot 

almost immediately after assuming his leadership role, much as PMI’s incoming CEO is 

confronted by his own knot before the honeymoon has even started. An oracle foretold that the 

first person to dismantle the knot’s intractable yoke would become the ruler of the known world. 

Alexander slashed the knot in two with his sword, conquered Persia and pivoted to India’s 

subcontinent. One account goes that upon defeating an Indian king, Alexander asked the king 

how he wanted to be treated, and the king invoked the Golden Rule, replying “How would you 

wish to be treated?” In this scenario, the parallel is a PMI CEO that asks those who feel broken-

hearted by PMI how they wish to be treated. Alexander was so impressed by the king that he 

returned his lands and title. The leader brought peace to the land by invoking values and 

choosing courageously what not to do. It was not essential to Alexander’s purpose for Alexander 

to totalize the Indian king’s domain, and Alexander relied on a clear value system that enabled 

him to make an immensely wise choice. An alternative history told by some Indians to this day is 

that Alexander was defeated by the king, inspiring Alexander to ask for a halt to hostilities. By 

that account, the Indian king agreed to his opponent’s plea for peace, as that was the Indian 

custom, not only invoking the Golden Rule but embodying that value. It was not essential to the 

Indian king’s purpose for him to harm Alexander, his remaining leaders, or anyone who followed 

him. The king relied on a clear value system that enabled him to make an immensely wise 

choice. In either case, whether the legacy belonged to an emperor or to a king, a wise leader 

brought peace to the land by invoking values and choosing courageously what not to do.  

 

At the outset of this missive, I wrote therein lies a lesson for PMI’s incoming CEO: true leaders 

base their decisions on clear value systems that enable them to focus on what is essential to their 

purpose by choosing courageously not to do things that are not essential to their purpose. That’s 

a simple heuristic for PMI’s CEO to check the endless ambitions of anyone’s inner Alexander. If 

PMI’s incoming CEO required PMI to reflect on PMI’s essence, that should reveal PMI’s 

essential purpose and function, i.e. that PMI’s essential purpose is to cause every corner of 

society to take it for granted that project management is the way to solve society’s wicked 

problems at all scales (and to solve the problems those solutions create), and that doing so 

requires that PMI’s essential function is to distinguish grades of project managers based not 

merely on knowledge but competence (culminating in project managers on par with lawyers and 

doctors). That enlightened realization unravels the first layer of the Gordian Knot, which shows 

that what matters most is the public’s perception that professional project managers adhere 

competently to technical standards in an ethical manner. That means the essence of PMI’s 

https://www.youtube.com/watch?v=6GzIvukLNHY
https://youtu.be/6GzIvukLNHY?t=1432
https://youtu.be/6GzIvukLNHY?t=1460
https://www.youtube.com/watch?v=TNyDX1jnDv8
https://www.youtube.com/watch?v=TNyDX1jnDv8
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purpose is an essential function that relies on only two essential actions: 1) development of 

technical and ethical standards that are vetted in practice, and 2) arbitration of certifications in 

those standards that signify competence and adherence. Anyone who realizes these things will 

experience enlightenment like a light bulb going off in his head. It is an “ah ha!” moment that 

simplifies everything.  

 

It’s why PMI doesn’t need to get into the business of developing project scheduling software that 

others like Microsoft Corporation can do just as well or better than PMI. It’s why PMI doesn’t 

need to offer project management training that others like Emory University can do just as well 

or better than PMI. It’s why PMI doesn’t need to offer courses, certifications, or self-assessment 

products pertaining to strategy design that top tier strategy management consulting firms like 

McKinsey can do just as well or better than PMI. It’s why PMI doesn’t need to offer products or 

services pertaining to assessing Organizational Project Management (OPM) maturity or 

increasing OPM capabilities that others like OPM Experts LLC can do just as well or better than 

PMI. But here’s the catch: neither Microsoft Corporation, Emory University, McKinsey & 

Company, OPM Experts LLC nor any similar company can lead and arbitrate development of 

the technical and ethical standards that predicate project management in ways that will permeate 

society and elevate project management competency certifications as effectively as PMI can. 

PMI is uniquely positioned to proffer project management certifications as respected as any 

adopted by paralegals and lawyers or paramedics and doctors. It is not essential to PMI’s purpose 

for PMI to totalize any of the domains of any other company whatsoever to do that.  

 

On the other hand, PMI will have a hard time creating and sustaining project management 

competency certifications without the support of the Microsoft’s, Emory University’s, OPM 

Experts, and McKinsey’s of the world, which is why PMI should avoid competition like the 

plague, recognizing that competition exists whenever prospective customers view two providers 

as viable alternatives. Obviously, there’s no reason to force the likes of Microsoft, Emory, 

McKinsey, and OPM Experts to combine resources to do the one thing they all want PMI to do 

(or to inspire them to join forces to prevent PMI from doing the things they do not want PMI to 

do). It is imperative that PMI’s dominant logic of marketing Organizational Project Management 

(or strategy implementation through projects) not engender a culture of entrepreneurial 

adventurism outside PMI’s essential purposes, functions, and activities. To guard against that, 

PMI’s CEO should revive discourse on PMI’s values in a manner that leverages what Berman 

says about P.R.I.C.E. per Flyvbjerg’s guidance on phronesis without repeating the types of 

pitfalls PMI provoked with OPM3 (explained in previous parts of this missive).  

 

As standards-bearers Alexander and the King probably held many values respectively that the 

other did not esteem with equal priority, but in both historical accounts summarized above the 

prevailing leader’s actions followed the most ancient standard of ethics known to humankind, 

celebrated from ancient Egypt to ancient Greece, from ancient Persia to ancient Rome and India 

in ways that live on to this day. It is the fundamental ethic espoused in the Abrahamic religions, 

traditional African religions, East Asian religions, Iranian religions, and Indian religions. As 

such, it is globally the most widely esteemed ethic of all time. We know it as “the Golden Rule.” 

As a Christian, the Golden Rule appeals to me personally and compels me to set aside ego. 
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In either reading, Alexander or the king demonstrated that gentlemen need not lose their honor in 

a fight if they do not confuse what they can do with what they should do. In the larger arc of this 

missive on project management empire, that wisdom extends from disagreements between 

individual executives (wherein one’s quality is demonstrated by one’s restraint) to strategic 

trade-off decisions regarding where not to compete (which luminaries like Michael Porter, Jack 

Welch, Jag Sheth, and countless others have repeatedly said is the most fundamental decision of 

corporate strategy, i.e. the trade-off decision that distinguishes what not to do). The larger lesson 

for PMI, however, is that viewing the world through the lens of empire is not an ethic any major 

civilization or religion esteems more than viewing the world through the lens of ecosystems.  

 

The Project Management Institute is a trade association in the sense of an organization founded 

and funded by individuals and businesses that operate in a specific industry, namely the project 

management industry, which spans all verticals: trade associations are foremost ecosystems. An 

industry trade association participates in public relations activities such as advertising, education, 

political donations, lobbying and publishing, but its focus is collaboration between individuals 

and between companies (not competition with any of them). Trade associations like PMI may 

offer other services, such as producing conferences, networking, or charitable events. A common 

criticism of trade associations is that, while they are not per se "profit-making" organizations that 

claim to do valuable work which is ultimately for the public benefit, they are in reality fronts for 

price-fixing cartels and other subtle anti-competitive activities that are not in the public interest. 

Jon Leibowitz, commissioner at the Federal Trade Commission in the United States, outlined the 

potentially anti-competitive nature of some trade association activity in a speech to the American 

Bar Association in Washington, D.C. in March 2005 called “The Good, the Bad and the Ugly: 

Trade Associations and Antitrust.” For instance, he said, under the guise of “standard setting" 

trade associations representing the established players in an industry can set rules that make it 

harder for new companies to enter a market. But there’s a way that PMI can insure it need never 

worry about such criticisms: decentralize.   

 

By decentralizing PMI’s core functions of developing standards and awarding certifications, PMI 

can ensure that it reflects the wishes of its stakeholders, harnesses the collective wisdom of 

crowds, and creates the possibility of matching the exponential pace of change in ways that keep 

PMI standards and certifications relevant, inuring to the benefit of society at large. In my view, 

this strategy involves 3 G’s: genesis, gamification, and governance. Genesis means recreating 

PMI by recasting values, deciding what is essential, and on that basis choosing courageously 

what not to do. That should result in hyper-focus on standards and certifications and fidelity 

between the two, while divorcing PMI from all complaints of competition or monopoly to date. 

Gamification pertains to a digital transformation of standards/certifications development and 

management, which will require PMI to create a new platform based on emerging technologies, 

i.e. a digital decentralized autonomous organization. And governance means making that 

platform its own internal stand-alone business within PMI that serves all other aspects of PMI. 

PMI’s incoming CEO should know that revolutionary ideas like these will not be brought to him 

by either the oligarchy or the hoi polloi and will never become a reality without the wisdom of 

Alexander and the King. What do you want to be remembered for long after you and I are gone? 

 

https://en.wikipedia.org/wiki/Decentralized_autonomous_organization
https://youtu.be/6GzIvukLNHY?t=1683


           
 

©2019 OPM Experts, LLC Version 0313190140 56 

Postscript: 

Gamification is a Game Changer 

 
Products and services that are non-essential to what makes PMI what it is should remain beyond 

PMI’s remit, e.g. Brightline’s prospective product to enable customers to self-assess strategy 

design capabilities. By contrast, products and services that improve PMI’s ability to perform its 

essential functions should be perfected. Think about it. Should PMI’s incoming CEO prioritize 

Brightline’s nascent adventurism or should he instead prioritize fidelity between PMI’s standards 

and certifications?  

 

PMI is the largest professional organization associated with enabling individuals to become more 

professional in project management. PMI’s primary standard is “A Guide to the Project 

Management Body of Knowledge” or “PMBOK Guide,” which is the basis of PMI’s primary 

certification, the “Project Management Professional” (PMP) certification. While there are over 6 

million copies of the PMBOK Guide in circulation, only 871,000 people are certified PMP’s. 

Why are there so many more consumers of the standard than persons certified in it? And the fact 

that there are only 528,000 members of PMI is another telling statistic. But even more arresting 

is the fact that PMI has earned over one billion dollars on PMP certifications to date, and PMI 

holds over fifty million dollars in reserve. With that much money in play, why can’t PMI enroll 

more consumers of PMI’s standards and certifications to see value in becoming PMI members?  

 

Perhaps it is because too much power and too much value have become much too centralized. If 

that is true, and if creating standards that work which people truly use is essential to PMI’s 

purpose, let’s consider decentralizing the creation of standards and decentralizing the assessment 

of organizations who have adopted those standards. If it’s essential for PMI to base certifications 

of individuals on what they are doing in real-life in real projects and to base certifications on 

whether what they are doing is working (which I think we can all agree is essential), how can 

PMI make that happen? My answer to that question is: make the whole thing a game.  

 

Features  

1. Self-organizing to create industry standards for any process.   

2. Decentralized assessments of standards adoption, with credentialing or certifications as a 

byproduct of assessments.   

3. Recursion: automatic feedback on efficacy of standards to update standards, i.e. learning 

what is and isn't being adopted or what does and doesn't work.   

4. Gamification of these things, so you get points, especially for developing standards that 
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others adopt and that are proven to work.   

5. Earlier users get residual points from subsequent users.   

6. Creation of a utility token that promises first access to the data created from all these 

 things.   

7. The ability to exchange points for tokens.  

Scenarios  

Prototype: 1) Develop web-based platform, more specifically a Decentralized Autonomous 

Organization or DAO, to co-create a documented process (draft standard) where multiple 

persons up/down vote content (e.g. Everipedia). Enable users to-document steps for assessing 

adoption of that standard. 2) Record these to a blockchain. 3) Enable users to record assessment 

of the process’s adoption in an organization, tying assessment records to the correct versions of a 

documented process. 4) Enable automatic identification of discrepancies between what the 

standard says and what assessed organizations are doing (and record to a blockchain). 5) Enable 

users to record names of persons involved in an assessment and issue certifications recorded in a 

blockchain. 6) Gamify everything. Create an app that issues points. 

 

Creating a Standard and a Method to Assess the Standard  

 

Five people (e.g. Mike, Bob, Erin, Andy, and Lola) create ABC standard for project estimating. 

It’s called the ABC Project Estimating Process Standard, i.e. ABC-PEPS. Different people up 

vote and down vote the respective contributions that result in the ABC standard.   

It starts by Andy proposing a process that would become a standard, e.g. stating that the 

project estimating process has 4 steps: a) identify project, b) estimate work hours for 

tasks, c) collect data on tasks, and d) report actual work hours against estimated work 

hours.   

Andy proposes the roles involved in each step, e.g. a) sponsor identifies project, b) 

developer estimates work, c) manager collects data on tasks, and d) analyst reports actual 

hours against estimated hours.  

Mike and Erin up-vote all steps. Bob up-votes the first two steps but down-votes the second two 

steps. Lola up-votes all but the third step. Lola proposes a change to step three. Everyone up-

votes the new step three.  

This satisfies a quorum, and the process is baselined (distinguished as an official version) 

with everyone endorsing all steps except Bob, who endorsed all but step four.   

The baseline and the votes are recorded to the blockchain. It’s like Wikipedia with 

https://www.mckinsey.com/business-functions/digital-mckinsey/our-insights/the-platform-play-how-to-operate-like-a-tech-company
https://blockchainhub.net/dao-decentralized-autonomous-organization/
https://blockchainhub.net/dao-decentralized-autonomous-organization/
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content creation and up/down voting recorded to a blockchain. Actually it’s more like 

Everipedia.   

As part of that process, they also created an assessment protocol (set of steps) for assessing 

whether the process is being performed consistently, i.e. a “maturity assessment.” The protocol 

asks whether each step of the process is performed (yes or no?) on each project of an 

organization, whether these steps are performed consistently, whether the organization collects 

metrics on the process regularly, whether the organization has distinguished an acceptable range 

of variation for the process, and whether the process performs within that range. The assessment 

protocol and votes on it are recorded to the blockchain.   

There may also be a protocol for an expert-assessor to assess the assessor’s assessment, 

i.e. quality assurance and quality control.   

Assessing an Organization’s Adoption of the Standard  

An assessor assesses an organization that has adopted the project estimating standard, i.e. ABC-

PEPS Version 1.0. There is automatic version control between an assessment and the standard 

used for that assessment. An overall maturity level for the organization gets recorded to the 

blockchain, e.g. Not Implemented = Level 0, Performed Consistently = Level 1, Organization 

Measures Process Performance Regularly = Level 2, Process Is Performed Capably = Level 3.  

The maturity score corresponds to a specific organization assessed with a specific version 

of a standard on a specific date by a specific assessor, involving specific people from the 

assessed organization who performed specific roles pertaining to the standard on specific 

projects.   

These things are recorded to the blockchain: the organization assessed, the sponsor of the 

assessment, the assessor, the baselined standard used in the assessment, the persons 

included in the assessment (per the roles delineated by the standard), the projects 

evaluated by the assessor wherein those persons performed their role(s).   

Feeding Assessment Results Back into Standards Creation  

Discrepancies between the standard and what organizations are doing are routed automatically 

from assessments back to the standards recorded in the blockchain. This is important because it’s 

how we prevent standards from growing into massive phone book size monsters full of useless 

information. For example, if an organization is performing the process but doing step four of the 

process differently (or not doing that step), this information is recorded to the blockchain. 

Likewise, feedback on the assessment protocol would be recorded to the blockchain.  

Granting Certifications as a Byproduct of an Assessment  

As a byproduct of the assessment, all individuals involved in the assessment get certifications 
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recorded in the blockchain. That is, the organization gets certified regarding the extent to which 

it has adopted the standard, and the individuals in the respective roles required of the standard 

get certified in those roles.  

An individual’s certification is a function of the assessor’s evaluation of that individual’s 

performance of a role in a standard adopted on projects of the organization that was 

assessed.   

Individuals to be certified may be required to pass a quiz on the standard as well (i.e. 

knowledge), but the most important thing is that the assessor assessed that the individuals 

applied a standard and produced the intended result, i.e. competency. It all gets recorded 

to the blockchain.   

Gamification - Awarding Points to All Participants  

Everyone gets points for doing each of these things:  

Mike, Bob, Erin, Andy, and Lola get points for creating a standard  that, per verifiable 

assessments, has been adopted by a certain number of organizations. They each get points 

for accuracy corresponding to their up and down votes. If assessments show that most 

organizations adopt the first three steps but not the fourth, then Bob gets extra points 

(because he down-voted step four). It gets recorded to the blockchain.   

The participants from an assessed organization get points for getting assessed, but only if 

they agree to let their assessment results be recorded to the blockchain.   

You also get points for the actual performance of your projects. If you were on a project 

that was included in an organization’s assessment, and you performed the estimating 

process, you get points if your estimates were accurate. But only if you agree to let it be 

recorded on the blockchain. This is required for an individual to earn a competency 

certification.  

You get points for earning a competency certification (recorded to the blockchain).   

The assessor gets points for performing an assessment (recorded to the blockchain).   

An expert-assessor can go back and audit the original assessor’s assessment. The expert-

assessor gets points for that. It gets recorded to the blockchain.   

Everyone who has earned any points will also earn derivative points from others who 

subsequently earn points. Because research shows humans like to be surprised with rewards, this 

may be designed to occur in an unpredictable way, i.e. variable response. It all gets recorded to 
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the blockchain.  

 

Making the Experience Sticky  

Participants in any of these activities can track their progress via an app on their phone, which 

alerts them each time they get points. Ding! We want it to be fun (and addictive).  

Everyone working on projects in an organization that is going to be assessed or has been 

assessed should have downloaded our app. It shows them how many points they’ve 

accrued and gives them opportunities to win more points.   

We should have a website (like Everipedia) where standards are being created. It should 

also have other content created related to those standards. Users should be able to link 

collateral (e.g. user created videos) to standards, and those links should be up voted or 

down voted. Stars will be born. Once a link from a standard to a video, for example, goes 

viral and gets enough up votes, it could become “sanctioned” as a way for other users to 

get points for watching. What if clues were then embedded in sanctioned videos, and if 

you get all the clues and solve a puzzle with those clues you get tons of points? Ding!  

You logged into our site every day this week? Congratulations, you got a point for that.  

You invited 20 of your Facebook friend or LinkedIn connections to register on our site? 

For every 20 of those who have 100 or more contacts of their own (i.e. they’re real 

people), you get X points. Or whatever. Ding! And hey, each one of those 

friends/contacts gets a point too.  

Your project sponsor checks into our site? She will see your name and all the names of 

everyone on the projects she sponsors, and if  she thinks you’ve done an extra special 

good job, she can click a  checkbox next to your name. Points for you! Ding!   

If your project sponsor checks “yes” when prompted by the  question “Has <your name> 

estimated his/her work capably?” then  you get huge points. Ding, ding, ding!   

Your app prompts you with a project task estimating question using  a PERT formula 

with a beta distribution. You select the correct  answer. Points for you. Ding!   

Your organization was assessed and you rated your assessor, who approved your rating 

(with the rating going into the blockchain)? Ding!   

Creating a Utility Token to Develop the Ecosystem  
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A utility token would be created, promising token holders first access to information created 

from these activities. All the activities described above will create a lot of valuable information, 

i.e. the latest standards, who’s certified, which kinds of organizations are doing what.  

Points can be converted into tokens.  

The creators of this system get a pool of points / tokens and retain seniority, earning derivatives 

on all subsequent points earned by newcomers. 

 

A Digital Transformation of PMI Standards 

 

Today the International Standards Organization (ISO) requires those bodies it endorses as 

developers of standards to develop their standards in a transparent and fair manner that ensures 

open consensus building. But one wonders how it assures that this occurs? One may note that 

organizations pay money to the ISO to be endorsed by ISO as accredited developers of standards, 

and that the ISO relies upon their customers' assertions of transparency and fairness, which the 

ISO takes at face value. Emerging technologies can improve trust in standards creation. 

Blockchain could introduce full and immutable attribution not only of individual sources but of 

individual votes by individual persons to include specific content in a standard (both for and 

against), which could transform how an entity like ISO could accredit standards development. It 

could fundamentally change the nature of standards like PMI's "A Guide to the Project Body of 

Knowledge" (which is updated every few years by a cast of hundreds if not thousands of 

volunteers). It could also change how standards are published, extending to the decentralization 

of copyrighting. 

Certified assessments of the adoption or application of a standard by an organization could be 

viewed as transactions that are reconciled to the original standard itself. Specific and immutable 

records of adoption of a practice (or failure to adopt a practice, as the case may be in any given 

third party assessment) could be embedded in the published standard dynamically, demonstrating 

whether the standard (or any part of it) is indeed a de facto standard. If these actions are 

structured as a game in the manner described above, then static standards will become hives of 

activity. 

With data on usage embedded into the standard, we could see which parts of the standard are 

used most, i.e. Pareto. We could see which kinds of organizations and users use different parts of 

the standard, i.e. consumer segmentation. We could compare usage (or lack thereof) to 

performance problems, i.e. effect stratification. And we could update these and many other 

dimensions dynamically, refreshing the standard with value-added information in keeping with 

the real world. Importantly we could cause this updating to occur without the intervention, 

filtering, or meddling of powerful knowledge-brokers who should recuse themselves. 
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We can distinguish discrete knowledge from shared knowledge; demonstrate the extent to which 

any knowledge is shared; provide views of knowledge standards that are most relevant to 

different parties; and update knowledge-based standards automatically with usage data.  

 

We can transform dumb paper standards into digital communities that are collectively intelligent 

cybernetic organisms. But first, PMI must check the dominant logic that is an inexorably 

totalizing drive to commercialize every stage of the value chain associated with professional 

services that enable strategy implementation through projects. PMI must cleave from itself and 

terminate all entrepreneurial endeavors that other companies can do and re-focus all its energy 

on revolutionizing those things which only the premiere trade association for the profession of 

project management can do. 
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Post-postscript 

 
Bold leadership is clarity around an unreasonable commitment to what should be.  

 

 

 

 

 

 

 

 

  

https://youtu.be/6GzIvukLNHY?t=2005


           
 

©2019 OPM Experts, LLC Version 0313190140 64 

Appendix A: Statements about John 

Schlichter from Team 

"John Schlichter’s leadership and vision on a massive undertaking of the OPM3 initiative was 

exemplary and a true testament of his passion for the project management profession."  

— Dr. Ashley Pereira, Senior Engineering Manager & Six Sigma BlackBelt, Honeywell 

Aerospace, was with another company when working with John at Project Management Institute  

"John directed the original team that developed OPM3 for PMI, and I was the technical writer on 

the team. John demonstrated remarkable talents in this position, which I observed over several 

months. He is a brilliant strategist, a strong, decisive leader, and a creative, visionary 

thinker in his field."  

— Paul Wesman, Owner, Wesman Corporate Communications, worked directly with John at 

Project Management Institute  

"John was a detail oriented and very focused Director for PMI's OPM3 Product Development 

Initiative. …John is brilliant; he was highly intelligent; kept track of all details and high level 

management and reporting; very focused and hard working."  

— Cynthia (Cindy) Berg, PMP, Volunteer/Member, Project Management Institute, managed 

John indirectly at Project Management Institute  

"John demonstrated great leadership and visionary foresight as Program Manager of PMI's 

OPM3 development effort. Very knowledgeable of our specific subject-matter, John was able to 

motivate and inspire all of us to work towards our common objective. He was able to 

adeptly address specific issues at a granular, detail level, while at the same time not losing 

sight of our overall objective."  

— Nik Kalantjakos, OPM3 Assessment Team Leader, Project Management Institute, reported 

to John at Project Management Institute  

"OPM3 was a very complex program and involved volunteers from a variety of companies and 

industries in varying degrees of maturity. Under John's leadership, I served for two years as a 

contributor. To his credit, John was able to inspire, motivate and guide a large group into 

some of the most uncharted waters of the project management profession. I was most 

impressed with John's ability to listen, especially when you disagreed with him; he always 

gave a fair hearing. Without question, such integrity deserves respect and my 

recommendation."  
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— Michael Paul Ervick, Project Manager (PMO Staff), Nextlink, reported to John at Project 

Management Institute  

"John has result oriented approach with open mind for ideas and out-of-box suggestions. 

His leadership is helpful to explore resolution to any issue of business challenges. Work 

with him on complex problems is highly enjoyable."  

— Muhammad Mirza, President-PMI KPC, Project Management Institute, reported to John at 

Project Management Institute  

"I worked with John as a member of his team to create the OPM3 standard of PMI. John was 

equally open to analyze all inputs or suggestions coming from all the parts of the world in a 

virtual team of about 200 people. It was a challenge and I am sure that thanks to John all team 

members are very positive about this experience."  

— Thierry Soulard, Program Manager, Philips semiconductors, was with another company 

when working with John at Project Management Institute  

"I worked with John on the OPM3 initiative at PMI and enjoyed his leadership. As Program 

Manager, John followed up with team members to ensure the project stayed on track and was 

meeting/exceeding expectations. He respected the inputs from the team members and 

recognized the contribution of each one. I would welcome the opportunity to work with John 

on another project."  

— Yves Racine, President, Project Management Maturity Improvement Inc., worked directly 

with John at Project Management Institute  

"Around 2000- 2002 I worked as a volunteer with many others on the Organisational Project 

Management Maturity Model (OPM3) being developed as a Project Management Institute 

project. John was director of this programme. His enthusiasm and approachability helped 

inspire a large team of us for every corner of the globe."  

— Peter Goldsbury, Owner, Strategic Expertise Ltd, worked indirectly for John at Project 

Management Institute  

"I was fortunate to work for John when the Project Management Institute was developing OPM3. 

John was a brilliant Project Manager leading a worldwide team of PM’s to develop a 

coherent, measurable Maturity Model around Project Management comparable to CMMI. This 

was a bold undertaking with a long list of challenges, but John was up to the task and produced 

an excellent product."  

— George Kramer, Sr. IT Project Manager, Lockheed Martin Aeronautics, was with another 

company when working with John at Project Management Institute  
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"I worked with John during his initial tenure as lead for the Project Management Institute's effort 

to develop its Organizational Project Management Maturity Model standard. His commitment 

and drive were significant contributors to the success of this effort. He demonstrated strong 

leadership skills in keeping a very diverse group of volunteers focused on creating a finished 

product that would benefit the project management community."  

— David Violette, Project Manager, Duke Energy Corporation, worked directly with John at 

Project Management Institute  

"I worked on the development of the Organizational Project Management Maturity Model 

(OPM3) for PMI, having John as the leader of a global team of project management experts as 

the overall Program Manager and subject matter expert. John did an excellent job building the 

team and managing to keep focused a diverse group of people. He is a proactive leader, 

truly an asset to every organization."  

— Mauro Sotille, MBA, PMP, President, PMI-RS Chapter, worked indirectly for John at 

Project Management Institute  

"I worked with John on the OPM3 Standards project sponsored by the PMI where he led a global 

team of project management experts as the overall Program Manager and the original architect 

of the organizational project management maturity model. John is a tremendous subject 

matter expert on Organizational Project Management, process improvement, and 

organizational development arena. He is a fantastic leader, and I learned a lot from him 

working on this ground breaking project and recommend him without any hesitations!"  

— Lutfur Rabbani, Co-Lead of OPM3 Network Model, PMI - OPM3 Program, worked with 

John at Project Management Institute  

"John was our first Leader of the OPM3. This was a new maturity model for Project 

Management initiated by PMI and John had the task of driving it. I was a Risk Management team 

member then, and I was amazed at his organizational and coordination skills leading a 

global program. It also demonstrated his knowledge of this new subject then, and his 

ability to build a team, share the thought process and work with the global team."  

— Vivek Dixit, Voluntary work -- Knowledge Management, PMI (Project Management 

Institute), worked directly with John at Project Management Institute  

"As PMI’s Program Manager for OPM3, John led the program and motivated the various sub-

project teams while simultaneously sharing subject matter expertise on managing the 

interaction and relationships of an organizations projects, programs, and portfolios."  

— David Evenson, Project Mgr Sr/Programme Mgr, EDS, worked indirectly for John at Project 

Management Institute  
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"As a pro-bono contributor to an Organizational Project Maturity Model that the Project 

Management Institute was developing, I viewed John's approach as very efficient and 

effective. We met our milestones with a high-quality product that exceeded virtually 

everyone's expectations. I think John demonstrated exceptional skills in coping with the 

usual bureaucratic challenges and technical obstacles associated with a very large virtual team."  

— David Lanners, Executive Consultant, LCS International, Inc. LCSI, worked indirectly for 

John at Project Management Institute  

"John has been an inspiration to many of us. He organized an effort whose extensive scope 

was singular, and mobilized hundreds of professionals. John is a leader."  

— Luis Augusto dos Santos, MSc, PMP, President, Project Management Institute, Sao Paulo 

Brazil Chapter, worked indirectly for John at Project Management Institute  

 

 

 

 

  



           
 

©2019 OPM Experts, LLC Version 0313190140 68 

Appendix B: An Attempt to Define Values 

that Address the Issues  

The following is merely the author’s first attempt to codify suggestions in a positive way that is 

helpful albeit flawed. It simply serves as a basis for discussion of ways to articulate values that 

PMI’s leaders may find constructive. 

• Aspiration: PMI aspires to create a project management profession recognized globally 

as an indispensable practice for solving problems at all scales to meet the exponential 

future accelerating toward us. We believe the trade and field of project management 

becomes a profession through standards of technical capability and ethical action. 

Certifying people in those standards based on their knowledge, competence, and integrity 

to solve problems at all scales in an ethical manner inures to the benefit of both project 

management practitioners and project stakeholders alike. 

• Purpose: we create the possibility of a purpose-driven PMI organization by 

distinguishing the institute of project management from the institution of project 

management. The latter is the integration of project management practices throughout 

society based on project management capabilities perceived correctly as legitimate ways 

to solve problems ethically, successfully, consistently, and predictably. The purpose of 

PMI is to promote the institutionalization of project management through standards and 

certifications in those standards.  

• Pragmatism: we create the possibility of pragmatism by recognizing that keeping an 

open mind and listening to others is vital, that people can disagree reasonably, and that 

straight talk without fear of reprisals is critical to PMI’s success. Greater diversity of 

thought leads to less biased decision-making and greater collective intelligence. Conflicts 

are dismantled by helping individuals distinguish what happened from what they made it 

mean. Intentionally cultivating empathy and alignment has practical value that makes 

PMI more powerful and therefore more capable to achieve its purpose in pursuit of its 

aspirations.  

• Empathy: we create the possibility of empathy by creating an interpersonal climate that 

encourages a continuous influx of new ideas, new challenges, and critical thought. For 

that reason, we do not suppress, silence, ridicule, or intimidate PMI’s employees, 

members, or stakeholders. We believe courageous leaders create fearlessly virtuous 

organizations. Empathy is how we prioritize values, rally believers, identify and 

dismantle fears, and enroll stakeholders to commit to our purpose.  

• Coherence: we create the possibility of the coherence of PMI’s purpose and aspirations 

by helping PMI’s employees and members to engage in constructive debate about what 

they feel PMI can do versus what they feel PMI should do. Leaders at every level of 

PMI’s management hierarchy must be able to make this distinction individually, free 

from manipulation, suppression, ridicule, or intimidation. 

• Wisdom – we create the possibility of practical wisdom by encouraging public discourse 

among PMI’s employees, volunteers, and stakeholders regarding the following questions: 

https://www.ddiworld.com/go/archive/go-magazine-2018-issue-1/coffee-on-the-go
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1. Where are we going? 2. Who gains and who loses, and by which mechanisms of 

power? 3. Is this development desirable?  4. What, if anything, should we do about it?  

• Discernment – we create the possibility of discernment by cultivating practical wisdom. 

We believe that by engaging in public discourse about practical wisdom, we cultivate 

empathy and alignment regarding PMI’s purpose, values, and aspirations.  

• Clarity – we create the possibility of clarity through discernment based on pragmatism, 

empathy, and openness.  

• Responsibility -  we create the possibility of responsibility by creating leaders who are 

capable of discerning practical wisdom, demonstrating accountability, and maintaining 

integrity based on the coherence of PMI’s purpose and aspirations.  

• Accountability: we create the possibility of accountability by subjecting our leaders to 

the obligation to report, explain, and justify their actions. We believe that accountability 

is essential to trust, that trust is essential to empowerment, that empowerment is essential 

to effective collaboration, that collaboration requires diversity assured by the 

accountability we require of our leaders. These are essential to solving the problems and 

improving the systems intrinsic to institutionalizing project management throughout 

society.  

• Empowerment: we create the possibility of empowering PMI’s employees and 

volunteers by establishing trust. We believe in pushing power to the edge by authorizing 

the people closest to issues and systems to resolve and improve them. We believe PMI’s 

effectiveness stems from the self-synchronization of employees and volunteers based on 

shared awareness and shared intent. We encourage the transparent sharing of information 

among PMI’s employees, members, and stakeholders to create effective collaboration 

based on trust. 

• Usefulness: we create the possibility of usefulness by understanding stakeholder needs 

and empowering PMI’s employees and volunteers to address stakeholder needs through 

the creation of knowledge codified as standards that predicate certifications. We believe 

that what is useful to PMI’s stakeholders and what is useful to PMI are often the same but 

that differences arise in views about these things. We arbitrate those differences through 

accountability to our values.  

• Privacy: we create the possibility of privacy for all of PMI’s stakeholders by cherishing 

it because privacy prevents individualism, diversity, and freedom from being reduced to 

conformity, sameness, and tyranny. This is central to PMI’s purpose of enabling the 

voluntary association of individuals who rely on project management professionalism.   

• Freedom: we create the possibility of enabling individuals and companies to associate 

with each other freely and to cooperate with each other in a community based on 

technical standards and ethical standards. We encourage the freedom of PMI’s 

stakeholders to use PMI standards however they wish. We encourage the freedom of 

PMI’s stakeholders to change PMI’s standards to suit their own needs. We encourage the 

freedom of PMI’s stakeholders to copy, modify, and distribute standards at no charge. 

PMI will not prioritize commercialism over these freedoms. 

• Prudence – we create the possibility of prudence by establishing our values as the basis 

of coherence between our capabilities and our aspirations. We believe this is fundamental 

to PMI’s integrity, which relies on clarity regarding what is included in PMI’s scope but 

more importantly clarity regarding what is excluded and why. PMI’s purposes and 

aspirations must always be governed by PMI’s values.  

https://www.ddiworld.com/go/archive/go-magazine-2018-issue-1/coffee-on-the-go
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• Integrity: we create the possibility of integrity by articulating our values clearly and 

ensuring our words and actions are consistent with our values. We believe PMI’s 

employees and PMI’s members form a whole greater than the sum of its parts and 

stronger through unity in diversity. We value goodwill more than revenue, people more 

than profits, and freedom more than control. Above all else, we value transforming the 

field of project management into the profession of project management. Our words and 

actions match these values by encouraging the free association of individuals through 

standards distributed without charge and without constraints.  

• Openness – we create the possibility of openness by maintaining coherence and integrity 

between PMI’s purpose, actions, and aspirations in the spirit of usefulness and prudence. 

By maintaining these, PMI’s employees can collaborate effectively with volunteers and 

stakeholders in ways that empower the influx of ideas and critical thinking without 

exposing PMI employees to harm.  

• Appreciation – we create the possibility of appreciation by cultivating empathy, 

openness, clarity, accountability, and responsibility for achieving usefulness in ways that 

embody our purpose with integrity. 
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Appendix C: Resources for Phronesis 

Bernstein, Richard; 1984; “NIETZSCHE OR ARISTOTLE? Reflections on Alasdair MacIntyre's 

After Virtue.” 

Chishtie, Farrukh; 2012; “Phronesis and the Practice of Science.” 

Eikeland, Olav; 2016; “If phronesis does not develop and define virtue, then what does?” 

Eikeland, Olav; 2006; “Phrónêsis, Aristotle, and Action Research” in International Journal of 

Action Research Volume 2, Issue 1, 2006.  

Eikeland, Olav; “Table of Contents for The Ways of Aristotle.” 

Foucault, Michel “The Ethics of the Concern of the Self as a Practice of Freedom,” in The 

Essential Foucault, ed. Paul Rabinow and Nikolas Rose; New York: The New Press, 1994 

[1984]), 25-42. 

Flyvbjerg, 1991, “Aristotle, Foucault, and Progressive Phronesis: Outline of an Applied Ethics 

for Sustainable Development.” 

Flyvbjerg, Bent; “Making Organization Research Matter: Power, Values and Phronesis.” 

Madhav, Chandrakant; 2014; “Phronesis in Defense Engineering: A Case Study in the Heroic 

Actions of Two Defense Engineers as they Navigate their Careers.” 

Papastephanou, Marianna; 2010; “Aristotle, the Action Researcher: A Review of Olav 

Eikeland’s The Ways of Aristotle.” 

Pavani; Arturo; 2017; ACCRA AIRPORT CITY: A Phronetic Approach to Urban 

Development.” 

 

 

  

https://john-schlichter.squarespace.com/s/Nietzche-or-Aristotle.pdf
https://john-schlichter.squarespace.com/s/Nietzche-or-Aristotle.pdf
https://john-schlichter.squarespace.com/s/Phronesis-and-Practice-of-Science.pdf
https://john-schlichter.squarespace.com/s/OLAV_EIKELAND_Oslo_If_phronesis_does_not.pdf
https://john-schlichter.squarespace.com/s/Phronesis_Aristotle_and_action_research.pdf
https://john-schlichter.squarespace.com/s/Phronesis_Aristotle_and_action_research.pdf
https://john-schlichter.squarespace.com/s/The_Ways_of_Aristotle_-_Aristotelian_Phr.pdf
https://www.amazon.com/Essential-Foucault-Selections-Works-1954-1984/dp/1565848012
https://www.amazon.com/Essential-Foucault-Selections-Works-1954-1984/dp/1565848012
https://www.amazon.com/Essential-Foucault-Selections-Works-1954-1984/dp/1565848012
https://john-schlichter.squarespace.com/s/Aristotle-Foucault-and-Progressive-Phronesis.pdf
https://john-schlichter.squarespace.com/s/Aristotle-Foucault-and-Progressive-Phronesis.pdf
https://john-schlichter.squarespace.com/s/SSRN-id2278252.pdf
https://john-schlichter.squarespace.com/s/Phronesis-in-Defense-Engineering_-A-Case-Study-in-the-Heroic-Acti.pdf
https://john-schlichter.squarespace.com/s/Phronesis-in-Defense-Engineering_-A-Case-Study-in-the-Heroic-Acti.pdf
https://john-schlichter.squarespace.com/s/The_ways_of_Aristotle_Aristotelian_phron.pdf
https://john-schlichter.squarespace.com/s/The_ways_of_Aristotle_Aristotelian_phron.pdf
https://john-schlichter.squarespace.com/s/Accra_Airport_City_Arturo_Pavani_Light-Phronesis.pdf
https://john-schlichter.squarespace.com/s/Accra_Airport_City_Arturo_Pavani_Light-Phronesis.pdf
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