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Abstract

Professional Project Management Practice (PPMP) has become a resource tool in the 21%century in diverse
discipline, especially the construction industry where the genesis of the concept and its theory began. To this
extent, Ghana has recently added an impetus to this popularity for the first time specifically mentioning and
recognizing the title project managers (PMs) in the condition of contract for medium-sized works. PPMP
continues to grow in the construction industry. However, there is lack of consensus and controversy among
practitioners and researchers on the concept. This paper elicits the views of twenty major stakeholders in
establishing a common mechanism in understanding the concept. The methodology was based on schedule
interview with identified stakeholders and qualitative approach was used in the discussion. The findings of this
study indicate that while theoretical knowledge exists, there is a lack of practical knowledge of the Professional
Project Management among construction stakeholders. The implication of the findings is for the future
development of the project management profession in Ghana and developing countries facing similar challenges
as the industry advances.
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1. Introduction

Project management is now well developed and has been accepted as a domain for the exercise of professional
expertise and for academic research discourse (White & Fortune, 2002). These are seen in many emerging
industries and sectors such as Information Technology (IT), management consultancy and product design and
manufacturers (Cheng, 2005). The construction industry is perhaps perceived tube the largest and most
established project management practice (Crawford et al., 2006). However, its practices is highly a problematic
endeavour in most developing countries (Cheng et al., 2005) due to the fact that there exists within a complex
multidisciplinary team-oriented environment (Crawford et al., 2006). In buttressing this, Cooke-Davies (2000)
and Blackburn (2002) indicated that results continue to be disappointing for stakeholders in terms of project
performance and success. Conversely, the demand for project management practices in developing countries
such as Ghana continues to grow. According to Godwin (1993), an effective project management decision rank
as a single most influential contributor to achieving improved performance. It should however be noted that,
project management knowledge and practices varies between industries, countries and application areas
(Crawford et al., 2006). However, in Ghana, it appears that practitioners and researchers are confused about what
constitute project management practices and regulations. This paper therefore, was articulated with the aim to
enquire the knowledge base of construction professional on the extent of the practices of professional project
management in the Ghanaian Construction Industry (GCI).

2. Project Management Practices

Project Management (PM) as a professional practice that transcends national and industry boundaries has been in
existence since the creation of mankind. The evolution of PPMP had its beginnings in construction, defence and
engineering organizations (Morris, 1994). Professional Project Management gained popular attention in the area
of management literature in the late 1950s (Gaddis, 1959) although its heydays is widely seen to be in the late
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1960s and early 1970s (Winch, 2000).

In addition, Project Management (PM) system promises to deliver “one-off” undertakings “on time, to budget,
within scope” (Morris, 1997), through the planning and control of variables including resources, cost,
productivity, schedule, risk and quality (Atkinson, 1999). Notwithstanding, the current state of project
management practices in developing African countries such as Ghana remain very critical due to the
advancement of technology, the increasing complexity of projects and the scarcity of human capital (Thomas &
Winter, 2006). Similarly, Ahadzie and Amoah-Mensah (2010) argues that the expansive role of the private sector
in recent time in the infrastructure and supply has not increased any better, due to the fact that there is no
indication that project management practice in countries in this country has received any knowledge-based
improvement. Although, professional project management practices in Ghana, specifically the construction
industry emerged around 1980s through projects initiated by the Social Security and National Insurance Trust
(SSNIT) in response to stakeholders (i.e. clients, general public, government agencies) demand for quality of
work and construction within cost and time, as stipulated by the conditions of contract (Ahadzie &
Amoah-Mensah, 2010).

The practice saw improvement and recognition after 2003 when the government officially through the condition
of contract for medium-sized contract of works made specific mention of the title project manager, which in
other sense has given a legal backing for the practices in public sector. Quite recently, the private sector through
alliance with their development partners has also established the Ghanaian Chapter of Project Management
Institute (PMI) with the aim of providing leading edge in the practices of project management.

Notwithstanding, the evidence is clear that PPMP in Ghana is faced with challenges, indeed, the cessation of the
5000 National Affordable housing project initiated in 2000, the “mother and child” unit which started in the year
2001 at Okomfo Anokye Teaching Hospital are examples of uncompleted construction projects with its period
over exceeded. This is a wake-up call, for key players in the GCI to put in measures for effective practices that
will improve project performance. It is therefore no doubt that the foregoing research tends to examine the
theoretical base of project management practice within the GCI.

3. Methodology

This paper adopted an exploratory method (qualitative techniques) in its data collection. Purposive sampling
technique was adopted in the administration of questionnaire, in order to provide the best perspective on the
phenomenon under study. In all, a total sample size of twenty was involved, which was made up of five clients
(three in the public sector and two unnamed due to ethical reasons but labelled CL2 and CL3) and consultants
(two in the public sector and three unnamed due to ethical reasons but labelled as CON 2, CON 3 and CON 3).
In addition, five major contractors unnamed but labelled as (CONT1, CONT 2, CONT 3, CONT 4 and CONT 5)
and institutions that are involved in regulating the construction industry (see table 1). These organisations were
chosen because of their experiences in the GCI and the type of project they have undertaken over the past years
and recently. It is worth noting that qualitative research usually relies on small numbers with the aim of studying
in-depth of a phenomenon. Drawing on Baum (2002) 12-20 data sources is good for achieving maximum
variation; hence the research was in this direction. Data was collected by the use of semi-structured interviews
and was then transcribed and coded using Nvivo 8 Software. Thus, the software involves the thinking, reflecting,
linking elements of data and annotating of the contents of responses and documents thereby allowing factors to
emerge. However, in order to increase the reliability of the answers, all interviews were recorded, subsequently
transcribed material was sent back to respondents and their statements were amended according to the
respondents’ comments.
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Table 1. Sample for qualitative study

Clients Consultants Contractor Institution

Social ~ Security Building and Road CONT 1 Ghana Institution of Surveyor

and Insurance Research (GhIS)

Trust(SSNIT) Institute(BRRI)

CL2 CON 2 CONT 2 Ghana Institution of Engineers
(GhIE)

Ministry of CON3 CONT 3 Ghana Institution of Architect

Water, Work and (GIA)

Housing

CL3 CON 4 CONTH4 Project Management Institute,
Ghana Chapter (PMI)

Ghana Education Architectural CONT 5 Association of Building and

Trust Fund Engineering  And Civil Engineers

(Getfund) Services Limited Ghana.(ABCEG)

4. Discussion and Findings

The fundamental concept of this paper was underpinned on Godwin (1993) postulation that the fundamental
concept on which project management hinged is on the basis that a single individual (the project manager) is
accountable for the success of the project. In the same vein, Winch (2000) and Walker (2002) admitted to the fact
that Project Management Concept is about a single individual, accountable for the success of the project
including planning, execution, monitoring and control, and closing of projects. Ahadzie and Amoah-Mensah
(2010), proposed that Professional Project Management Practices (PPMP), in the construction industry could be
used to define a situation where an independent entity, be it an individual or a consortium, is appointed beside
the design team to take responsibility for the management of design and construction phases of a project from
conception to completion (Ahadzie &Amoah-Mensah, 2010). The discussion and finding are as follows:

4.1 Project Management (PM)

Every organization or institution has a conceptualized definition for project management. Similarly, the term
Project Management has become one of the most common term used by various stakeholders in the construction
industry. Hence, most of the respondents explain Project Management as follows:

“PM is a set of management processes for creating any unique value in a project context, which is mission
driven, systematic, time bound, and resource constrained” (informants’ view).

However, this definition as given by the respondents records the same understanding by several authors notably
Akewushola et al. (2012) and Walker (2002). In addition, five respondents were of the view that there should be
three basic principles guiding the definition as commented below:

“Establishment of the requirements and objectives of the project, the formulation of a management plan to meet
the objectives of the project and ensuring that the project completed successfully and that the necessary
stakeholders accept all deliverables” (informants’ view).

This concurs with the assertion by Koskela and Howell (2002) on the three basic action of PM. More so,
definitions vary depending on the type of industry or discipline under consideration, which confirms Ahadzie et
al. (2005) asserting that definition varies depending on the industry under consideration.

4.2 Project Managers (PMs)

The term project manager is well known and has been attributed to the success or failure of a project. Ahadzie et
al. (2005) indicated that the definition for the title PMs is a subject that remains debatable amongst academic
writers. However, the title commented are follows:

“Project manager is in two parts thus; project manager on the perspective of the client and that of the
contractor” (informants’view).

Not with standing, Walker (2002) argues that, it is necessary to concentrate on the duties of the PMs rather than
what should be the precise definition. As lamented by the respondents as follows:
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“On the perspective of the client, project manager is the leader of the construction team and liaison officer
between the client and the design team thereby coordinating the works of the consultants and managing the
project from inception to completion acting as a separate entity or part of the consultant group”
(informants-Consultants). “Project managers are referred to as project directors or coordinators as per their
roles they undertake within government institutions” (informants’ client organization). “Project management on
the perspective of the contractor, they act as spokesperson to the construction team and they must not be referred
to as project managers but instead contract manager” (informant construction companies).

Despite this, the research is pinned on a situation of having one individual or an entity-managing project from
inception to completion thereby harnessing resources to achieve the desirable of the client (Godwin, 1993;
Winch, 2000).

4.3 Educational Level of Project Managers

The need for successful completion of a project and management skills depends on the educational level of PMs
(Hatchett, 1980), it is therefore imperative to examine the educational level and training needs of PMs in
developing their knowledge and skills. As indicated by respondents:

“The minimum educational level of PMs is a tertiary degree either a Bachelor or Higher National Diploma
(HND) with requisite experience. In addition, fresh graduates from tertiary institutions cannot assume the
position of PMs, whether his or her tertiary degree is in PM” (informants’ view).

This finding is in accordance with Enhassi et al. (2009) who indicated that novice should not manage
construction site, since requisite skills, knowledge, and experience are required for effective and efficient project
management practices. Moreover, professional recognition, through associations with professional bodies have
become predominant among Project Management Professionals for boosting individual career development and
should not be the main yardstick for job placement. On this basis, the research probes further into project
manager qualification, which it remains a contentious question (Ahadzie et al., 2005) of what should be the
appropriate professional background of the PMs. As recounted by respondents;

“Any professional in the built environment can be qualified to be a construction project manager” (informants’
view).

This however, contradicts with the assertion of CIOB (2002) and Ogunlana et al. (2002) that PMs can be from
any professional background. However, this finding is mainly in the context of respondents working experience
and environment in which they operate. In addition, construction is technical in nature and requires technical
knowledge and experience, which are key factors in achieving a comprehensive and effective Project
Management System. PM is therefore not only about the use of Project Management tools and systems but
individual technical expertise. Drawing from the above, the research advances that there should be training
processes for which Construction Project Managers go through in order to qualify as project manager. This
training should deal with the following requirement as lamented by respondents:

“Advance training in PM; Exposure and knowledge in managing projects, Must have worked under someone not
less than five years; Ability to organise work and personnel; and Knowledge in contract administration”
(informants’ institution).

Furthermore, the research establishes a training process for efficient and effective training of Construction
Project Manager as indicated in the Figure 1.
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TRAINING/ EXFRIENCE

Figure 1. Training process for Construction Project Manager (CPM)

Not with standing, some of the respondents were of the view that so far as you have the right qualification in PM
you can manage any project in any field, whether hospital, construction, engineering or business. They also
contend that PM is about the use of project management tools and systems not necessary about experience.

4.4 Lead Consultant versus Project Management

The issue of Project Management and lead consultancy system continues to be one of the major concepts that
researchers and practitioners lack consensus. This study revealed that the lead consultant has direct contract with
the client as several individual consultants also have their own contract with client. Nevertheless, he sometimes
might act as the administrative head or project coordinator and project administrator. However, the project
manager is a one-stop shop system where clients deal only with the project manager having other people or
consultants working under him or her with no contractual relationship with the client.

Moreover, the project manager is more of a specialty or trade training than the lead consultant who has much
weakness in dealing with modern construction system such as integrated approach in stakeholders’ management.
In addition, it also revealed that some lead consultants assumed the position as project managers but due to lack
of their understanding to modern construction techniques and the use of various PM tools has accounted for cost
and time overrun; and poor managerial techniques in handling disputes arising out of the project.

Furthermore, the condition of contract for medium-sized works, of Ghana gives further indication of the need for
of project management practices in GCI. Hence, according to respondents:

“They were aware of the project management system via the condition of contract for medium-sized works in the
making of a specific mention of the title project manager. However, they indicated that roles given in the tender
document of works is not comprehensive enough, it lacks technical expertise of a project manager and the
meaning is too shallow to fit the role to be performed by the project manager. And three were not aware”
(informants’ view).

4.5 Challenges Affecting Practicing of PMPP

PMPP in the construction industry is strongly beneficial to the users however; research revealed there are various
challenges confronting the construction industry in the practices Project Management in Ghana. Here the Nvivo
8 helped in identifying eighteen key constraints. It was observed that nine of these constraints were consistent
with literature on Project Management (see table 2), whilst the remaining nine were inconsistent suggesting that
they could be peculiar to conditions pertain to project management practices in the Ghanaian Construction
Industry.
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Table 2. Variables posing challenges to PM practices in Ghana

Consistent with Literature

Inconsistent with Literature and Unique to
Ghanaian Practice

Inadequate  knowledge of construction project
management practices by government agencies /public
service (Rwelamila, 2004; Gow and Morss, 1988;
Kartam et al., 2000).

Construction professional’s inability to acquire basic
knowledge in project management (Du, 2001).

Misunderstanding among construction professionals on
project management concepts (Liu 2004).

Poor definition of construction
(Chung-Suk and Edwards, 2001).

project  scope

Lukewarm attitude towards change by construction
professionals (L00,2002)

Communication barriers among project participants
(Abbasi And Al-Mharmah, 2000).

Lack of client understanding of what they want from
construction professionals (Irem, 2005).

Increasing complexity of projects and the scarcity of
human capital (Crawford et al., 2006).

Difficulty in accessing information on project
management theory in practices (Koskela and Howell,
2002; Shenhar 1998; Turner, 1999).

Lack of ecthics and code of practice for
construction project management professionals.

Inadequate legislative framework and enabling
environment for project management practices.

The unwillingness of construction professionals
to accept the role of project managers.

Non-availability of project management training
facilities for construction professionals.

Poor understanding of procurement practices.
Wrong choice of procurement approach

Insufficient technical details and specification in
contract documentation.

Limited authority for project managers in
contractual documentation.

Ignorance of the benefits of project management
practices over other traditional management
principles.

4.6 Strategies for Development of the PPMP

All respondents lamented on the following as a medium for the improvement of the practices PM in GCI. Hence,
they indicated that for efficient system to be in place the following strategies should be follow:

o “Setting up a regulatory body, to be responsible in managing and determining various credentials and
qualifications in construction project management,

e Continuous Professional Development, (CPD) of construction professionals through regular seminars,
workshop, and refresher courses;

e Awareness creation among organisations and institutions such as government agencies and professional
bodies; Project management must be part of the educational curriculum from pre tertiary-to-tertiary level;

e Developing an attitude at the corporate level by treating any assignment as project with assigning roles to all
members in the organisation;

e Policy makers recognising the benefits of project management and incorporating procurement laws and
enforced to the letter; and

e Stakeholders’ engagement and round table discussion should be encouraged among project participant e.g.
pre-construction conference” (informants’ view)

5. Conclusion

Professional Project Management practices in developing African countries like Ghana continues to grow.
However, stakeholders are confused of what really constitute project management practices in the Ghanaian
construction industry. This paper enquired the knowledge of professionals, based on their practices in Ghanaian

10
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construction industry. Hence, the empirical data established that practical reference of the emerging recognition
of project management as a discipline and profession is gaining grounds in Ghana. The evidence gathered
suggest that, while in theory the definition and popularity of Project Management is not in doubt, its practical
relevance is far from being clear. Given that, the title project manager is now contractually required on many
donor funded, public and some private sector procurement in Ghana. Therefore, there is need to rigorously
pursue the advancement and deployment of professional project management practice as a core managerial
practice in the Ghanaian Construction Industry.
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