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Chapter 2
The Evolving Role 

and Characteristics of 
Project Management

ABSTRACT

Literatures are carried out to answer the research questions raised in 
order to gain the preliminary knowledge needed to better understand the 
purpose of Project Management Maturity models (PM3s). The review 
also looks at the ways in which project management (PM) maturity are 
assessed, how mature PM enhances organizational performance and why 
PM3 adoption rate had remained low despite the benefits being clearly 
reported by PM research in the last decade. The reasons for the persistent 
high project failure rates will also be examined for cause and effect. The 
answers should narrow the scope to those that are relevant to developing 
an alternative PM3. The research objective to develop an alternative PM3 
prompted four research questions. Answers to them will be used to form the 
basic construct needed in Chapter 3 to formulate the research approach 
and appropriate data collection for observation and analytical study.

INTRODUCTION

The research questions developed for this study are:
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•  How has the PM role evolved and how would it affect the PM3 
design?

•  What are the levels of PM maturity and their key characteristics?
•  What can be learned from current PM3s?
•  What can be learned from the continuing high project failure rates?

PM maturity is the state at which an organization is able to provide the 
environment (controllable organizational structures, policies, procedures, 
infrastructures) and facilitators (or enablers like, tools/ techniques and 
resources in terms of people, equipment, materials) that are conducive for 
a competent PM team to engage and undertake any or all projects within 
its scope and capacity (Gan & Chin, 2018, 2019).

When applied it is the project manager’s balanced state of competency 
and capability at which he/she can lead a project to accomplish the project 
outcome within the given project constraints of scope, schedule, cost, risk, 
resources and stakeholders’ expectations (Gan & Chin, 2018, 2019) or 
within the baselines and constraints agreed with the project sponsor or 
executive management.

Wendler’s (2012) 237 articles about PM3s found that there has no 
precise definition of PM3. Hence, Gan & Chin (2018, 2019) defined 
PM3s as “a generic PM maturity assessment tools designed to measure 
the approximate level of balanced state of the organization and its team 
maturity in terms of its overall competencies, capability and capacity to 
manage projects or change initiatives, with the implicit view that more 
mature organizations are better able to manage projects with improved 
results more consistently as well as more predictably”.

PROJECT MANAGEMENT’S ROLE EVOLUTION 
AND ITS EFFECT ON PM3 DESIGN

The knowledge funnel (Figure 1) is used to direct the research thinking 
process to systematically develop the groundwork done in Chapter 1 that 
justify the need to develop an alternative PM3. It also addresses the re-
search questions to be answer and the literatures review output organized 
to address each research question raised and the key observations that will 
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