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On the Evolution of Project Management 
 

Responding to Pat Weaver’s Article “The Evolution of Project Management”1 
  
LETTER TO THE EDITOR 
 
22 December 2022 
 
Reference:  Weaver, P. (2022). The evolution of project management; PM World Journal, Vol. 
XI, Issue XI, November. Available online https://pmworldlibrary.net/wp-
content/uploads/2022/10/pmwj123-Nov2022-Weaver-the-evolution-of-project-
management.pdf  
 
Dear Editor, 
 
While I am in substantial agreement with much of what Pat has researched and written, having 
been involved with the late Peter Morris et al on the “Project Management Caught in a 1960’s 
Time Warp” project, I do not now nor ever have agreed with Peter Morris that “People have 
been managing projects for millennia, whereas project management only started to emerge as 
a discipline in the 1940s, evolving into modern project management in the 1960s.”2 
 
There are two recurring themes in Patrick’s papers that I take issue with, and those are: 
 

1) There is a DIFFERENCE between “Old” “Project Management” and “Modern” Project 
Management 
 

2) Project management is not now and is unlikely ever to be, recognized or accepted as a 
“profession,” no matter how badly PMI or APM/APMG would like it to become one. 
 

“OLD” vs. “MODERN” Project Management  
 
Having “come of age” during the 1960s and wanting to follow in the footsteps of my father as a 
“construction superintendent” for Perini Corp (now Tudor-Perini), I joined the carpenters union 
as soon as I turned 18. Why? Because from the 16th-century Guilds up until pre-WWII, 
construction project managers came “up through the trades,” starting as apprentices, then 
becoming Journeymen, and finally ending their careers either as master carpenters or master 
masons and, given becoming a “master builder” was my career path objective, that was the 
appropriate career path to follow at that time. 
 

 
1 How to cite this work: Giammalvo, P. D. (2023). On the Evolution of Project Management, Responding to Pat 

Weaver’s article; Letter to the Editor, PM World Journal, Vol. XII, Issue I, January. 
2 Morris, P. W. G. The Management of Projects. Thomas Telford, London 1994. 
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Unbeknownst to me at the time, due to a shortage of “qualified” construction professionals 
required in the “post-WWII” baby boom and given that it took so many years to produce and 
validate “competent” construction managers through the trade route, the two existing 
professions of Engineering and Architecture saw an opportunity to “carve out” this “turf” for 
their own members.3 This gave birth to universities from around the world but starting 
primarily in the USA and Australia, to offer formal degree programs in “Construction 
Management.”  As I happened to fall into this transitionary period, I realized that if I ever 
expected to get a job as a Construction Project Manager, I had no choice but to augment or 
supplement my “hands-on” trade experience with a degree in construction management, 
which I followed, working for 30 years as a Union Carpenter from Apprentice to Journeyman to 
Master Carpenter to Union General Contractor, while going to school nights to get my 
Undergraduate and Masters Degrees and then working full time as a competency development 
trainer and mentor, to get my Ph.D. 
 
Based on the “preponderance of the evidence” or the “center of gravity,” as shown in the light 
green highlighted items in attached Appendix I- A Selected Timeline of Project Management 
Tools, Techniques and Philosophies,” I am willing to challenge the thinking of Peter Morris and 
Pat Weaver that the vast majority of the tools and techniques we use today did NOT originate 
between 1940 and 1960, but instead between 1844 and 1944, particularly driven by the minds 
of practitioners like Fayol, the Gilbreath’s, Gillette and Dana, Gant and Frederick Taylor as well 
as the advice from Helmuth von Moltke, General Dwight Eisenhower and General Omar 
Bradley that is rarely mentioned in project management literature. 
 
A more detailed look at why I disagree with Pat Weaver and the late Peter G.W. Morris can be 
seen by comparing these two videos, one showing the latest research on how the Great 
Pyramid of Khufu was constructed 4500 years ago and a case study showing an example of 
extreme building in China – A Time-lapse In Hunan Province, showing the Changsha Apartment 
Building and how they built 57 Stories in 19 Days. 
 

 
3 For more on the topic of professional societies being more sanctimonious than trade unions, see Friedson, E. 

(1988). Professional powers: A study of the institutionalization of formal knowledge (reprinted.). Chicago: 

University of Chicago Press and the published research of Andrew Abbott. Abbott, A. (1988). The system of 

profession: An essay on the division of expert labor. Chicago: University of Chicago Press  
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Figure 1- 4500 Years of Construction from 2500 BCE compared to 2015 AD 
 
When you compare the difference 4500 years has made you will find out there are more 
similarities than differences. The only three major differences are: 
 

1) A transition from the use of people performing manual labor to machines 
2) A transition from the use of manual calculations (i.e., the use of water leveling) to using 

computerized GPR Surveying instruments and related systems 
3) The introduction of more modern construction products, many if not most of which are 

petroleum based. 
 
Other than those obvious examples, both projects were built from the ground up, both took 
advantage of extensive modularization, and both took advantage of both on and offsite 
fabrication of components.  Leading to the conclusion that not all that much has changed, 
other than those 3 evolutions. And projecting that forward, given the advancements in 
Artificial Intelligence (AI), what prevents us from forecasting that the same progression will 
repeat, albeit at an accelerated pace? 
 
Is Project Management a PROFESSION?  
 
Despite the fact that “Construction Project Management” is a direct derivative of two existing, 
well-established professions, Architecture, and Engineering, and despite the futile efforts of 
both PMI and APM/APMG to try to make it a profession, the fact remains that, at least in 
Construction Project Management, there is little or no indication that in the 50+ years I have 
been in the business that as Construction Project Managers, we come close to having the 
formal authority much less prestige of being a “Professional Engineer” (PE) or “Registered 
Architect” (RA). 
 
And why is this? Based on the 2004 work of the late Dr. Bill Zwerman, Dr. Janice Thomas, Susan 
Haydt, and Terry Williamson, researchers at the University of Calgary and Athabasca University 
published their research “Professionalization of project management – Exploring the past to 
map the future” (Zwerman, Thomas, Haydt, & Williamson, 2004) (which was funded in part and 

http://www.pmworldjournal.com/
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published by PMI). In their research, they concluded, “project management is not now, nor is it 
likely in the foreseeable future, to be recognized or accepted as a profession.” And the basis for 
their conclusion was that there has never been a profession that has been built around a 
PROCESS or series of processes. That all existing professions have been built around a “body of 
knowledge” (BoK) and not just any old BoK, but one that is somehow “unique,” “esoteric,” 
“complicated,” or otherwise “secret.” So that not any “ordinary Joe or Josephine off the street” 
can understand and apply it. 
 
My own Ph.D. dissertation, “Is Project Management a Profession? And if not, what is it?” was a 
follow-on to the work of Zwerman et al. While their approach was qualitative and used 
teaching and medicine as the primary case studies, my research was quantitative and used 
construction management benchmarked against North American Professional Engineer (PE) 
and Commercial Airline piloting licensing (ATP) plus the evolution of Chiropractic, Chinese and 
other “alternate” medicine as the means to create a scoring model. 
 
My research identified some 22 Extrinsic and Intrinsic attributes that are common to all 
recognized professions. (See Appendix II) and despite the efforts of PMI and APM/APMG in 
particular, there are 4 sets of “traits” or “attributes” that are ESSENTIAL to any occupation 
being recognized and accepted as a profession, and those are the EXTRINSIC attributes: 
 

1) The ability to OWN and/or CONTROL the body of knowledge- This is why medicine and 
law (both long recognized as professions) rely on Greek and Latin as the basis for their 
respective “Bodies of Knowledge.” (BoK) And conversely, one of the major 
CONSTRAINTS to “project management” ever becoming a “profession.” Not only are we 
unable to “own” or “control” the “BoK,” but as the PROCESSES of project management 
are already embedded into not only all existing professions but also in the trades and 
even into our day-to-day personal lives, how can anyone even pretend that there can, 
would, could or even should be a “single” lexicon or “lingua franca.”  To see an example 
of this, turn to R. Max Wideman’s “Comparative Glossary of Project Management 
Terms” and look up the definitions for “Project,” and you will find some 30+ different 
definitions. And if you do the same for “Project Manager”, you will find 14+ different 
definitions. Seriously, if we cannot all agree on such fundamental definitions, how can 
anyone believe we will ever agree on a “common” BoK? 

 
As can be seen in Figure 2, while the PROCESSES required to “initiate, plan, execute, control 
and close” projects, programs and portfolios are much the same at a high level, at some point 
in granularity, not only do the projects and the required processes become uniquely different, 
but the terminology becomes specific to that application. 
 
As an analogy, compare a pilot filing a flight plan to fly from City A to City B, a surgeon 
removing an inflamed appendix, and an engineer designing and building a bridge.  While all 
three qualify as projects and all three are “initiated, planned, executed, controlled and closed,” 
the PROCESSES and PROCEDURES they follow and the terminology they use are significantly 

http://www.pmworldjournal.com/
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different. Even the documents they use are application specific. This is why trying to create a 
PROFESSION of project management makes little or no sense, and why it has and will continue 
to fail. 
 

 
Figure 2- The Project Management Processes Applied to Existing Professions and Trades 
 
The “semantic trap” that Pat and many others fall into who fervently believe project 
management to be a profession can be explained with this analogy. 
 

Tiger Woods is unquestionably a talented golfer. One would be very hard put 
to dispute the obvious, which that he is very competent at what he does, 
perhaps one of the best ever.  
 
Therefore, he meets the first test of being a professional (n) – demonstrated skill and 
competence. In fact, he is sufficiently competent that he makes a very handsome living 
performing for pay what most of us consider a hobby; hence, applying the second criterion, 
he meets the “earnings test’ to be considered a professional (n). He is not an amateur. 
 
Having met both tests (highly competent and earning a living at what most do for a hobby) 
entitles him to be termed a professional (adj.) golfer. 

http://www.pmworldjournal.com/
http://www.pmworldlibrary.net/
https://creativecommons.org/licenses/by-sa/4.0/
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However, just because Tiger Woods meets the criteria to be called both a professional (n) 
and a professional (adj) golfer, golf does not qualify as a profession, although Woods might 
call it his profession (his paid job). 

 
It is no wonder that many in the community of practice of project management confuse what is 
means to belong to a profession. There is the tendency to make the connection that if they are 
in fact professional (extremely competent) in the way they work, and that they can make a 
living doing something, then what they do must, by association, be considered a profession. 
This is false logic and a semantic trap easily fallen into. 
 

2) The ability to control or limit who can call themselves a “Project Manager.”  While this 
should be patently obvious, this Dilbert cartoon from Scott Adams from 10+ years ago 
sums this up nicely. Speaking as a lifelong construction project manager with 30 years 
of hands-on field experience plus a Bachelor, Master, and Ph.D. in project management, 
I am gob-smacked to think that people can study books of sample questions for 35 
hours, then take a 4-hour long, multiple guess exam consisting of 200 questions, of 
which only 175 actually count, then pass said exam with a score of 106/175 = 61% and 
then honestly believe that qualifies them to be a PROFESSIONAL anything stretches the 
imagination beyond credibility. 
 

 
Figure 3- Scott Adam’s Cartoon from Tuesday, Nov 22, 20114 
 

3) Requires a “license” to practice, which implies the autonomy in making decisions 
requiring the application of “sound professional judgement” with the inherent 
potential for civil or criminal actions if the decision causes damages, along with the 
requirement to carry professional liability insurance and fiduciary responsibility to the 
consuming public to “do no harm.”- One of the key differentiators between those who 
practice in a true profession vs. the “ordinary (wo)man” is the legal tests for LIABILITY 
should anything go wrong. So, one of the “litmus tests” to see if project management is 

 
4 Dilbert by Scott Adams Nov 22, 2011 

https://dilbert.com/search_results?terms=Tuesday%2C+Nov+22%2C+2011+Project+Manager Used under the “Fair 

Use” doctrine. 

http://www.pmworldjournal.com/
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or is not a profession is whether we can or should be sued if the project finishes late 
and/or over budget due to professional negligence on our part.  
 

Given the AIPM/KPMG 2020 survey indicates that: 

• 52 percent of projects are delivered with stakeholder satisfaction  

• 51 percent of projects are likely to meet the original goal and business intent  

• 48 percent of respondents feel their organization manages projects and 
programs effectively or very effectively 

• 42 percent of projects are likely to be delivered on time 

• 40 percent of projects are likely to be delivered on budget. 

Keeping in mind that Australia is a sophisticated, well-developed country, represented by all 
the major professional societies (AACE, AIPM, APM/APMG, IPMA, PMI et al.), and has a robust 
and aggressive legal system, opens the door to ask whether anyone was or is being held either 
civilly or criminally liable for these abysmal results? And if not, then doesn’t this provide “prima 
facie” evidence that, at least in Australia, the rules of PROFESSIONAL NEGLIGENCE5 do NOT 
apply to project managers? And if they do NOT apply then isn’t this recognition that project 
management is not considered to be a profession, at least in the eyes of the law? 
 
1. INTRINSIC ATTRIBUTES  

1.1. Mystique 
1.1.1. As we know from the Zwerman et al research, no existing professions have been 

built around a PROCESS, but instead have been built around a “body of 
knowledge” (BoK). But not just any old BoK, but one that is somehow “unique,” 
“esoteric,” “complicated,” or otherwise “secret.”  

1.1.2. Limited or Restricted Access to that knowledge- So that not any “ordinary Joe or 
Josephine off the street” can understand and apply it. 

1.1.3. And highly ritualistic or standardized operating procedures (SoP’s) Think of the 
checklists that all pilots, private or commercial, follow before and during takeoff, 
while in flight and prior to landing. Also woe to the pilot who fails to close out 
his/her flight plan after landing, and the FAA initiates a search and rescue for the 
“missing” aircraft. Or how about the detailed checklists used by Doctors and 
Nurses in a medical operating theater to ensure all tools and equipment have been 
accounted for before sewing up the patient? 

1.2. Cruciality 
1.2.1. Cruciality is broken down into two sub-components 

1.2.1.1. Immediacy or urgency of the need.  

 

5 CACI No. 600. Standard of Care Judicial Council of California Civil Jury Instructions (2022 edition) 
https://www.justia.com/trials-litigation/docs/caci/600/600/  
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1.2.1.2. Importance or proximity of the need. 
In the world of project management, we identify the cruciality component by using 
a matrix showing the Total Float (immediacy or Urgency) vs. the Proximity or Due 
date. 
 

 
Figure 4- Measuring Cruciality- Urgency vs Importance 
 

1.3. Dénouement  
1.3.1. Dénouement is defined to be “the final outcome of the main dramatic 

complication in a literary work” or “the outcome of a complex sequence of 
events”6 

 

Going back to the results of the AIPM/KPMG 2020 survey : 

• 52 percent of projects are delivered with stakeholder satisfaction  

• 51 percent of projects are likely to meet the original goal and business intent  

• 48 percent of respondents feel their organization manages projects and 
programs effectively or very effectively 

• 42 percent of projects are likely to be delivered on time 

• 40 percent of projects are likely to be delivered on budget. 

Is there anyone willing to argue that project management meets or substantially fulfills the 
INTRINSIC attributes to qualify as a “PROFESSION?” 
 

The Scientific Method has been around for 1000 years now and during that time, it has created 
untold numbers of products and services (= ASSETS) that have benefited humankind.  And 
assuming we can all agree that project management is one of the primary delivery systems to 
“create. acquire, update, expand, repair, maintain, and eventually dispose of “organizational 
assets” why hasn’t PMI and the other “professional societies” going to recognize and 
incorporate the 5 attributes of the Scientific Method7 into their BoKs?  
 

 
6 Merriam Webster On-line Dictionary- https://www.merriam-webster.com/dictionary/denouement  
7 5 Attributes of the Scientific Method- https://sciencing.com/five-characteristics-scientific-method-10010518.html  

http://www.pmworldjournal.com/
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https://sciencing.com/five-characteristics-scientific-method-10010518.html
https://www.merriam-webster.com/dictionary/denouement
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1) Empirical Observation 
The scientific method is empirical. That is, it relies on direct observation of the world, 
and disdains hypotheses that run counter to observable fact. This contrasts with 
methods that rely on pure reason (including that proposed by Plato) and with methods 
that rely on emotional or other subjective factors. 

 
2) Replicable Experiments 

Scientific experiments are replicable. That is, if another person duplicates the 
experiment, he or she will get the same results. Scientists are supposed to publish 
enough of their method so that another person, with appropriate training, could 
replicate the results. This contrasts with methods that rely on experiences that are 
unique to a particular individual or a small group of individuals. 

 
3) Provisional Results 

Results obtained through the scientific method are provisional; they are (or ought to 
be) open to question and debate. If new data arise that contradict a theory, that theory 
must be modified. For example, the phlogiston theory of fire and combustion was 
rejected when evidence against it arose. 

 
4) Objective Approach 

The scientific method is objective. It relies on facts and on the world as it is, rather than 
on beliefs, wishes or desires. Scientists attempt (with varying degrees of success) to 
remove their biases when making observations. 

 
5) Systematic Observation 

Strictly speaking, the scientific method is systematic; that is, it relies on carefully 
planned studies rather than on random or haphazard observation. Nevertheless, 
science can begin from some random observation. Isaac Asimov said that the most 
exciting phrase to hear in science is not "Eureka!" but "That's funny." After the scientist 
notices something funny, he or she proceeds to investigate it systematically. 
 

We know for a FACT based on 1000 years of experience that this method WORKS.  
 
In Closing… 
 
To quote from the PMI Code of Ethics, paragraph 5.38: Honesty: Mandatory Standards  
 
As practitioners in the global project management community, we require the following of 
ourselves and our fellow practitioners:  
 

 
8 PMI Code of Ethics- https://www.pmi.org/-/media/pmi/documents/public/pdf/ethics/pmi-code-of-ethics.pdf  

http://www.pmworldjournal.com/
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5.3.1 We do not engage in or condone behavior that is designed to deceive others, including 
but not limited to, making misleading or false statements, stating half-truths, providing 
information out of context or withholding information that, if known, would render our 
statements as misleading or incomplete.  
 
5.3.2 We do not engage in dishonest behavior with the intention of personal gain or at the 
expense of another.  
 
Comment: The aspirational standards exhort us to be truthful. Half-truths and nondisclosures 
intended to mislead stakeholders are as unprofessional as affirmatively making 
misrepresentations. We develop credibility by providing complete and accurate information. 
 

With 1,000,000+ PMP’s and clearly being one of the world’s largest society purporting to 
represent the practice of project management, and assuming that other professional societies 
have comparable Codes of Ethics, is it unreasonable to expect that until or unless someone can 
provide empirical proof, consistent with the 5 Attributes of the Scientific Method: 
 

1) That practitioners and the societies they choose to represent them STOP referring to 
the practice of project management as being a PROFESSION. It is a PROCESS or series of 
processes that are UNIQUE to each existing profession, trade and even our personal 
lives. 
 

2) That practitioners and the societies they choose to represent them DEMAND that the 
Bodies of Knowledge be based on “best tested and PROVEN practices” (note that “best 
practices” is nothing more than an UNSUBSTANTIATED CLAIM. To meet the PMI and 
comparable Codes of Ethics, they must be backed up with RESEARCH consistent with 
the 5 attributes of the Scientific Method9) 
 

3) That practitioners and the societies they choose to represent them STOP pretending 
that exam-based credentials measure or validate COMPETENCY and start to demand 
that all professional societies develop COMPETENCY-based standards in lieu of 
LICENSING and let the free market determine which of those COMPETENCY-based 
credentials have legitimacy based on MEASURABLE and REPEATABLE RESULTS. 
 

4) That practitioners and the societies they choose to represent them STOP making 
spurious and unsupported claims that links holding their credentials results in higher 
salaries. Follow the lead of AACE and publish the raw data so independent practitioners 
can research any statistical correlation or causal relationship that influences salaries. 
 

5) That practitioners and the societies they choose to represent them DEMAND that their 
societies comply with both the letter and intent of the home country’s “Truth in 

 
9 5 Attributes of the Scientific Method- https://sciencing.com/five-characteristics-scientific-method-10010518.html  
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Advertising” laws. (For PMI, AACE and IPMA USA et al this is the law- “Advertising 
FAQ's: A Guide for Small Business”10 

 

Until or unless we implement these changes, we will never earn the trust and respect that we 
seem to crave as PROFESSIONAL PRACTITIONERS. 
 

 
10Advertising FAQ's: A Guide for Small Business  https://www.ftc.gov/business-guidance/resources/advertising-faqs-

guide-small-business  
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APPENDIX II - Attributes Common to ALL Recognized Professions Applied to Project 
Management11 

 
 

 
11 Giammalvo, Paul D (2008) Is Project Management a Profession? And if not, what is it? 

https://www.academia.edu/en/63424585/Is_Project_Management_a_Profession_And_if_not_what_is_it_PhD_Diss

ertation_2008  
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