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Executive summary
Projects have been developed by Africans since the ages, as vestiges of standing pyramids or the complexity of kings’ structures in Western kingdoms can still testimony. The modern area with complexity of programs and various industrial & technological revolution, especially in the construction world, have seen emerged modern form of project management. And with those forms, the need of advancing and accelerating techniques to improve efficiency and quality of delivery while ensuring higher success rates, has led to the emergence of project communities across the world, to the point today, millions of professionals are part of these organizations. In Africa, only recent decades have seen few communities gathering into professional organizations, or few governments have develop	ed or adapted project management policies & frameworks. Is there even a need of project management institutions in Africa, and if yes, what could be the objectives of these to contribute to the development of their environments, finally by doing so, what would be the challenges they have to meet in achieving the objectives. In this paper, we demonstrate there is urgent need for project management institutions, starting by establishing what has happened worldwide in terms of existence and contributions of PPI. Finally we propose what could be pertinent as objectives for PPI at this stage in Africa, we identify the challenges they are meeting or could meet, and some mitigations.

Professional Project Institutions in general
Project management has always been in Africa in ages of pyramids construction, that are marvelous engineering structures, projects ran over decades in order to materialize the belief that live after death is more important than the current life. But in its current modern form, project management is dated to have been formed only in the 1950s, with the development of PM techniques (PERT, CPM) and project management treated as a separate discipline than the engineering one in large projects (Project Manhattan, US Navy’s programs),  even if the most used technique of GANTT had started 40 years earlier in the 1910s. The first project management bodies emerged around same period with AACE International in 1956 for early project practioners focusing on cost estimating & control, IMPA in Europe in 1965, and PMI in North America 1969. Deep look into their creation common objectives:
· Sharing of best practices 
· Discussions around common problems
· Adoption of terminology and standards
· Advance the science and practice
· Encourage instruction around the practice
Since then, there has been a multiplicity and vulgarization of the project management institutions across the world, of various typologies:
· Global / International professional institutions:  
· Global Alliance for the Project Professions GAPPS 
· Independent reference benchmark for alignment and transportability of standards and qualifications for leadership and management of projects, programs and portfolio
· Regroups ~70 members organisations worldwide from Professional bodies, universities, industries, qualifications bodies.
· Though Leadership Forum
· PM South Africa is member 
· International Project Management Association (IPMA)
· Federation of ~70 Project Management associations in each nation – particularly in most European countries, because that is where they started. But they also have a strong in Australia, Asia, and the Americas
· Nigeria & SA for Africa
· Project Management Institute (PMI)
· the leading professional association for project management, and the authority for a growing global community of millions of project professionals and individuals who use project management skills. Collectively, these professionals and “changemakers” consistently create better outcomes for businesses, community and society worldwide 
· Largest worldwide. 300+ chapters. +700K members.
· 22 countries in Africa: Angola, Benin, Botswana, Cameroon, DRC, Ethiopia, Ghana, Ivory Coast, Kenya, Mauritius, Morocco, Mozambique, Namibia, Nigeria, Rwanda, Senegal, South Africa, Tanzania, Tunisia, Uganda, Zambia, Zimbabwe

· PMO Global Alliance
· Recent. 2017.
· Largest and most relevant global community of PMOs (Project Management Offices) and PMO professionals, with active members in more than a hundred countries
· Africa: Algeria, Cameroun, Egypt, South Africa, Tunisia, etc
· Association for the Advancement of Cost Engineering (AACEI)
· Community of professionals from various practice areas including project controls, cost & commercial management, change management, planning & scheduling, estimating, decision & risk management, asset management, and dispute resolution
· Over 10,000 members and certificants in 100 countries
· South Africa, Nigeria
· International Association of Project Managers
· +50K certified from +160 countries
· Reseau Africain des professionnels de la gestion des projets :
· Organisation d’universites d’ete (2018, 2019, 2022)

· National professional bodies:
· American Society for the Advancement of Project Management (ASAPM) (USA)
· Association for Project Management (APM) (UK)
· Australian Institute of Project Management (AIPM)
· International Centre for Complex Project Management (ICCPM)
· Project Management Association of Japan (PMAJ)
· Project Management South Africa (PMSA)
· +1000 members.
· Society for Project Managers (SPM) (Singapore)

· Agile Project management organizations:
· The Agile Alliance
· Agile Business Consortium
· Scrum Alliance
· Scrum.org

· Accreditations bodies:
· APMG International
· Axelos
· Cameroun
· PMI Cameroon Chapter
· CaPM

On this part we have shown what are in general the professional project institutes and their mission/objectives historically and today. We demonstrated that their can be large scope, but in general including community engagement, practice development, standards vulgarization, etc.

The case for professional project institutions in Africa: some contributions in the world
Does Africa need professional project institutions/organisations to contribute to its economy transformation? To answer tho this, we proposed to review what has happened or is happening worldwide, what has been the contribution of professional project institutions in other continents’ economies.
PMI Impact in the world
As the have seen earlier, this organization is today the largest worldwide. At its earlier stage, PMI focus was on practice sharing amongst its professionals in the US. We can list the following impacts of PMI in the world:
· Standards & Norms released: The project management Body of Knowledge (PMBOK) is one the first and most vulgarized set of best practices used in the world since its release in 1996. Also several “Practice standards” have been published in various specialized areas like Scheduling or Project estimating. These standards adopted in large organizations, especially the construction sector, contributed to improve success rate of projects. Several governments have passed laws and regulations to adapt and adopt the standards to improve the quality of the investments (USA for example).
· Certifications and certified professionals: Since the first PMP examination in 1984, there are today +1Mn certified PMP in the world, and about +10 new certifications specialisations. These professionals delivery certainly contributes the highest indirect impact of PMI in the world, through the success rate of the projects they manage. The success rate of projects worldwide according to surveys is improving by +20% in accordance with the organizations maturity.
· Local communities: At local level, professionals are organized into locally registered associations chartered by PMI, and are accelerating the adoption of the best practices.
· Social impact: PMI Educational Foundation pushed the adoption of the project management via educational & social activities (+50Mn USD invested over the years).

1.1.1. PMI in Dubai
Dubai is considered amongst the foremost global cities in the field of PM and adopts the highest international standards in delivering mega projects such as Burj Khalifa. PMI and PMI UAE have strong engagements with main institutions running projects like the Roads and Transport Agency (RTA) or the project management vertical of Dubai Holding Real Estate (North25). There has been MoU agreements with RTA for PMI to organize the Dubai International Projects Management Forum (DIPMF) from 2017 and 2019. Also, a recent agreement for project management services to be provided by PMI UAE to North25. PMs involved in keyu projects, like Reyadh Ayesh, founder of PMI UAE chapter and former PMI Chapter president, leads the mega project of Dubai international airport expansion.
1.1.2. PMI in USA
Signed into law in November 2021, the U.S. Infrastructure Investment and Jobs Act (IIJA) introduces $550 billion of new spending for infrastructure projects including transportation and road proposals, broadband access, clean water, and electric grid renewal. This is a result of research based on PMI, and other organizations data, in order to significantly improve project management capabilities in institutions. This is an example of strong commitment by the largest economy in the world with PMi collaboration, engaging Billions to improve project delivery.
 National professional bodies 
1.1.3. Australia: Since 2011, AIPM has submitted a law to parliament to be enforce capabilities of project managers in government projects delivery.
1.1.4. UK: In 2018, the government introduced and published a Project Delivery standard at the heart of all government activity, whether it’s building roads and rail, strengthening our armed forces, modernising IT or transforming the way government provides public services to citizens.
1.1.5. Singapore:  There is a formal accreditation scheme in place for PMs in the construction sector. The Accreditation of Project Managers (APM) is a formal accreditation scheme of project management practitioners established and administered by SPM for the built environment and construction industry (BE&CI) in Singapore
Based on all these examples, we can see what would the case for project professional institutions in Africa be.

Case for project professional institutions in Africa
This can be derived from two perspectives: the government/authority and the project professional’s one.
From a government’s perspective, given what has been proven working in similar environments for similar problematics, an non-exhaustive list of objectives could be:
· Standardize / Normalize the practices and delivery:
Is it possible to have in one central document, the framework, guideline, standard to deliver successful project for government? This document would highlights also the capabilities and competencies required for all the stakeholders involved in the delivery chain. 
· Efficiently deploy the development programs:
At the core of the government policy or strategic ambition, worldwide reknonwed success measurement frameworks, when in place, could allow authorities to assess the effective outcomes of the programs deployed, and take appropriate measures in time. Developing PMOs for example within the agencies is one of the tool usable.

· Get educational content for the education sector:
Inline with ambitions to have professionalized workforce to execute country wide projects, governments could ambition to use educational content available in project management to allow the discipline to start as earlier as the primary school all through the universities.
From a professional project’s perspective:
· Develop contextualized project management techniques (african BOK) and contribute to the global BOK (lead to African Project Management institute with values (Ethics, Integrity, Leadership))
What we can see is that, communities of professional have developed their standards based on their realities and later on they became global standards. While there is for urgency needs to adopt, adapt and accelerate the use of those for the benefits they provide, why wouldn’t be initiatives to develop standards addressing contextual constraints: cultural, environmental, infrastructural, social, etc? 

· Increase drastically the number of qualified professionals on the continent:
There may not be any impact without a critical mass of professionals to drive it, advocate, demonstrate through executions the value of project delivery in tangible results. This can extend to not only to certified professional, but number of graduated in related fields, number of graduate programs, number of trainers or training academies or institutions, number of certifying bodies, training centers or examinations centers, etc.

· Reduce the number of failed projects:
Ultimate added value being successful projects within constraints with higher satisfaction, measuring statistics of failed projects as a basis to improve going forward and actually improve the success rate could be essential. Setting up measurements frameworks and standards and being transparent about it could be a good basis.
· Increase the added value gained from completed projects (efficiency):
Final level after measuring the completion of projects, would be to actually rate the success per the added value gained from the projects. And this starts from the inception / strategic / policy where also PPI can contribute.

All the above show how important PPI could be in Africa, to maximise the benefits of the learnings from other and improve. In this instance let’s look at the challenges they can met in achieving those.

Objectives & Challenges to be met by professional project institutions in Africa
Let’s start with the objectives that can be classified five (05) categories:
· Growing the Professional Communities: one hand can not tie a basket. We need first to come together and agree/discuss. This means:
· Nation-level organizations / chapters / associations.
· Symposiums.
· Conferences.
· Fora 
· Build the techniques and the profession: It is critical to raise awareness on the technique at all levels. This means:
· Awareness
· Educational
· Journals
· Universities / Schools outreach
· Create the contextualized BOK: while starting with the existing norms, it is important to start developing contextualized content. This means:
· Groups of researchers to formalize the knowledge based on a corpus
· Documentation on all projects & lessons learned
· Statistics on public/private projects across the board
· Develop Standards / Norms in place in agreement with authorities (PPP): because the larger projects are the public ones in general, it is essential for PPI to engage government for bigger impact.
· Partnerships with planning & norming organisms

· Rich critical mass of professionals: It is also a number game at the end.
· Certifications on worldwide credentials for now.

Considering these objectives, several challenges could be met in the way by professional project institutions.
1. Awareness & resistance to change
The awareness on the basics notions and their relevance is an essential blocking point: project, program, portfolio, strategy, etc. While everyone’s is impacted and does project everyday, basic awareness on this discipline is first barrier to remove. And with this barrier will come the resistance to change or improve. Government authorities might rely on their policies and be reluctant or slow, willingly or not, to improve those to align to more recent proven practices. In Corporations, investing time or resources in developing project practices is often seen as a waste and requires lot of advocacy internally to change.
To mitigate this, advocacy and influence are powerful tools. For example, getting influential people as ambassadors facilitates from the top the change. Also, organizations need to speak openly and publicly on subject of interests.

2. Legislation / Incorporation	
Getting together as professional communities require time, knowledge, and official incorporation. Legislation varies per countries, and while it seems obvious in more liberal countries to form professional communities, there are still environment where administration is not clear on the form or are not favorable to emergence of such communities: Associations or NGOs, political or not, time to get affiliations or registration approved, tax laws implication, etc. Are many of the points not 100% aligned across countries. But there has been improvements lately.

3. Lack of leadership 
Culture of regrouping behind leaders without self-interests may be blocking in setting up foundations of sustainable professional institutions. Leaders may fail to gather these types if the practice is not their only objective and members may fail to contribute if they are not trusting this leadership. Lot of PPI have or are failing even after inception because of this issue. Example of Chapter/branches of PMI in Nigeria or the history of PMI South Africa Chapter that was nonoperational for years, until recent decades, despite being pioneers. 

4. Governance issues
Similar to leadership challenges, the foundations of creation of PPI have to be solid and embed rules allowing sustainability, like board members terms limits, financial and all other processes and procedures, etc. In the case of chapters of global organizations, despite clear chartering rules, you may find breaches or non-disclosed issues that are condemning their future from the inception. Governance should be non-negotiable and PPI should refer to expertise to get it right at the start.

5. Ethical issues
PPI are generally based on volunteering. But of course, there are engagement on various interests and ethical rules if not properly stated at the inception, opens door to potential ethical issues. For example, conflicts of interests where you have leaders of project training organizations using PPI to push their personal business could happen. These things impact trust of members, impact reputation, and affect long-term plans of the organization.
 
6. Costs
Getting right skills and certifications have a cost. Affiliation to Global standards too. This could be a serious limitation especially at inception stage, and it is exactly one of the areas where a professional institution can support by allow resources sharing, being able to gather funds and support, sometimes even initial investments that will reduce the early costs required for new incumbents or new plans, or even more, getting free materials/content and leverage on it. For example, PMI Chapters regularly have access to vouchers removing the subscription fees barrier for chapter prospects.

7. Contextualized tools and techniques
It may seem obvious but environmental factors can be significant barriers to development of professional project institutions. Language to start for example, despite the existence recently of several translations for existing content, there is still very limited locally translated content to extend to all. Also, several tools and techniques assume vulgarization of computer systems, existence of basic infrastructure utilities (energy, connectivity, transport, etc), which is not that obvious. How do you run remote teams if they don’t have energy or reliable connectivity 100%? Finally, but not the least, cultural and social paradigms are important. Therefore the contextualization of a Body Of Knowledge could be an accelerator.

8. Limited influence
As much as professional may want to gather, without the right stakeholder engagement approach, the reach of the project profession objectives could be limited. Getting through the affiliations process, the first memberships, the first setup require invested stakeholders sometimes with means or personal investments to allow the kickoff, like the first meeting PMI did in the kitchen of one of the founders, before reaching a worldwide group several decades later.

In the case of PMI Cameroon Chapter, which I co-founded, I can list below what was the experience and how we did to progress so far:
1. Awareness & resistance to change
Just to illustrate the gap of awareness which has reduced but still exists, in French, PMI means “Petite et Moyenne Industrie”. I remember trying to convince a big entrepreneur about the activities of PMI Cameroon Chapter, and after listening to me, first question was to know the relation with industry. This illustration is just to demonstrate the gap between what professionals might think they are communicating and the actual understanding of the targets. We had to convince key stakeholders from various sectors to attend initial seminars on the PMI at each stage to build awareness progressively. It continues until todate.

2. Legislation / Incorporation	
Registration of PMI Cameroon Chapter as a non lucrative association took two years because of clarifications required on the sense of the chartering from PMI. NGOs and associations have different regimes in Cameroon, we had to clarify in the bylaws the articles that put the chapter as an association of Cameroonian based professionals, and not an international organization operating in Cameroon. Adopting the right submitted bylaws took also minimum 06 months to get consensus amongs the founders, note that before the actual form, two tentatives to gather community had failed.

3. Lack of leadership 
I believe key success factor at inception in terms of leadership was the ability from the founder to select leaders caring only about the passion of project management without self interest, willing to invest time and resources in the journey. Limited group of 5 people maximum, with ethics and reputation non questionable but dedicated was enough.

4. Governance issues
Bylaws, charter, “reglement interieur” were setup at inception, with appropriate rules and were reviewed by internal and external stakeholders minimum of six times, over year period. It must be said that PMI governance for chartering has evolved and templates or rules are much clear today to avoid any governance laps. Also, trust within the founding team was part of the foundation and resilience that made difference with past tentative. When the chapter matured later, with elections and transitions, we realized how critical this point was.

5. Ethical issues
Code of Ethics and conflict of interests had been duly followed, as per the PMI guidance, Signed and followed by each member. We also requested the support of the Region Mentor to advise where we had challenges.
 
6. Costs
This is a long discussion topic since inception of the chapter. PMI Chapter registration requires to be PMI member which costs was $129. We used vouchers and discounted codes, we put in place installment mechanisms to reach the minimum required of 50 members to start an official chapter chartered. The chapter registration of $30 were also subject to vouchers free for new joiners. On the accreditations of training partners, we setup initiatives to help reducing the costs of training resources or accesses to content to facilitate examinations.

7. Contextualized tools and techniques
French language at the inception was a big barrier, which we fought to get PMI Standards translated to. Same was done for examinations made available in different languages. We pushed it to the point of having an alliance with other French speaking countries inside the PMI Francophone community. Today this issue is no more existing. Also, several debates were initiated on the currency of subscriptions (dollar) to avoid impacts of inflation. We pushed via meetings, conferences, symposium the development of contents from local experts on local issues, that will open the door for localized tools. 

8. Limited influence
Lobbying with influential stakeholders remained priority of the board, especially of the president. We pushed to establish relations with embassies, ministries in charge, government agencies related, by conveying and inviting them to chapter initiatives. Later on, an advisory board was setup to continue this endeavor. Today, there is still room to improve this by having powerful influencers within the Government and the private sector.

Conclusion
Starting from reviewing a landscape of professional project organizations worldwide, we established the need in Africa for these institutions and highlighted what could their objectives to have impact in Africa, based on experience and lessons learned in other continents. We also reviewed some of the challenges the institutions can meet while achieving their objectives, with the example of PMI Cameroon Chapter setup. While we believe there is still room for more institutions in Africa to reach the critical mass necessary to have maximum impact, we think engagements of key stakeholders on platform like the PAN-African Conference of project management are essential to influence evolution in the project management domain, and get the results tangible for the professions but also the public in general. On one side, professional project institutions must accelerate their growth, contextualize and be more vocal, on the other side, acceleration must come from authorities with enforcement of best practices across the administration and in the private sectors.
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