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About Oliver

Oliver F. Lehmann, MSc, ACE, PMP
• University studies in Stuttgart, Liverpool

• Degrees:

̵ Master of Science in Project Management

̵ Project Management Professional (PMP®)

̵ Approved Consultant & Educator in Project Business Management (ACE®)

̵ Approved Training Partner Instructor (ATP-I) at PMI

• Practitioner since ~1983

• Trainer since 1995

• Active at the Project Management Institute (PMI®)
̵ Member, volunteer since 1998

̵ President of the PMI Southern Germany Chapter e.V. (2013 to 2018)

• Owner of the Project Business Foundation
̵ https://www.project-business.org

https://www.project-business.org/
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About Oliver

Publications

• 2 Books

• 50+ Articles

•

(see links at the end)
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Contents
•From Internal Projects to

Customer Projects

•Projects as Businesses—
the Challenges

•Solutions

•Questions?
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Contents
•From Internal Projects to 

Customer Projects
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From Internal Projects to Customer Projects

Meet Clara Loft, a project manager.

I know the 
value of my 

work.
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From Internal Projects to Customer Projects

Meet Clara Loft, a project manager.

• She successfully manages 
internal projects.

• She implements 
strategic initiatives.

• She brings change 
to the organization.

• She develops new 
products & services.

• She delivers on time.
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From Internal Projects to Customer Projects

Her specialty: Cross-functional project management

• Getting work done in an internal matrix organization

Employee 2.1

Employee 2.2

Employee 2.3

Employee 2.4

Employee 2.5

Department manager 2

Employee 1.1

Employee 1.2

Employee 1.3

Employee 1.4

Department manager 1

Employee 4.1

Employee 4.2

Employee 4.3

Employee 4.4

Employee 4.5

Employee 4.6

Department manager 4

Functional organization Project

Employee 3.1

Employee 3.2

Employee 3.3

Department manager 3

Team member 3

Team member 2Project manager

Team lead 2

Team lead 1

Team member 1 Team member 4

Team member 5

Division manager
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From Internal Projects to Customer Projects

Her specialty: Cross-functional project management

• The matrix continuum

Project manager

Full time

Project manager

Project manager

High, reliable

Rather high

More a project coordinator Role of the PM

Part time Availability of PM and PM team

Functional manager Budget with…

Functional organization Staffing, procurement done by

Low, unreliable Resource availability

Rather poor Reputation of the PM

Strong Matrix
Common for 

internal projects

Common for 
customer projects

Weak Matrix
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From Internal Projects to Customer Projects

Clara had the skills to be successful in a weak matrix environment

• Navigating inside the organization “like a fish in the water”

• Stakeholder orientation

• Servant-leadership

• Persuasiveness

• Social
skills

• Self-
control

Project manager

Full time

Project manager

Project manager

High, reliable

Rather high

More a project coordinator Role of the PM

Part time Availability of PM and PM team

Functional manager Budget with…

Functional organization Staffing, procurement done by

Low, unreliable Resource availability

Rather poor Reputation of the PM



11 ©2023, Oliver F. Lehmann

From Internal Projects to Customer Projects

Things changed when her employer fired her from one day to the next.

• Her project was outsourced to an external provider – a contractor.

• Despite all her 
̵ Skills

̵ Knowledge

̵ Behavior

̵ Interpersonal competency

̵ Professionalism

she was made redundant.
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From Internal Projects to Customer Projects

She considered opening 
herself to a new challenge.

Today, more project 
managers are hired for 
customer projects than 
for internal projects.
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From Internal Projects to Customer Projects

She considered opening 
herself to a new challenge.

Bringing money home 
with projects—can it 
be that difficult?
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From Internal Projects to Customer Projects

A survey 

• Made: 09-2021

• Region surveyed: Global

• Scale: -3 to +3

• Basic distribution:
̵ More often Buy: 66.7%

̵ More often Make: 28.7%

• Source: 
̵ https://www.project-business.org/research/survey-market-trends

https://www.project-business.org/research/survey-market-trends
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From Internal Projects to Customer Projects

Clara came to a decision:

Whenever “Buy” is chosen 
in a Make-or-Buy 

decision, a customer 
project is created for a 

contractor.
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From Internal Projects to Customer Projects

Clara came to a decision:

I want to run such a 
project—a profit center.
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From Internal Projects to Customer Projects

Soon, Clara found a new employer…

• …and she also got a new project assignment.

• However, in the customer project, she is now 
responsible for bringing benefits to two 
companies:

̵ The customer

̵ The contractor (her employer)
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From Internal Projects to Customer Projects

Clara had to bridge disputes between the companies caused by

• Different commercial interests

• National and corporate 
cultures

• Processes and tools in use

• Communication styles

• Data protection and security

• Big egos

• And many more…
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From Internal Projects to Customer Projects

Clara was confronted with legal terms and terminology she did not 
understand.

• Privity of contracts

• Statement of work

• RfP, IfB, ItP, ItT, RfQ…

• Proposal, bid, pitch, quotation…

• Penalties, liquidated damages

• Incentives, award fees

• Benefit engineering

• …
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From Internal Projects to Customer Projects

Now, it was no longer enough to meet the demands of internal 
requestors.

Clara had to

• Make a paying customer
happy

• Ensure the profitability of 
the project

• Protect the company’s 
credit line
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From Internal Projects to Customer Projects

Clara had to deal with contracts.

• Worst case scenario: Litigation that consumes 
management attention and makes failure 
public.
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From Internal Projects to Customer Projects

Clara had to manage a profit center.

• Customer projects create margins that must cover 
̵ Their direct costs.

̵ Costs of winning new business.

̵ Indirect costs of running the organization.
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From Internal Projects to Customer Projects

Clara spoke to her new manager.

Boss, you want me 
to bring money 

home with 
projects?
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From Internal Projects to Customer Projects

Clara spoke to her new manager.

To be continued…

Let’s talk about a 
solution.
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Contents
•From Internal Projects to 

Customer Projects

•Projects as Businesses—

the Challenges

•Solutions

•Questions?
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Projects as Businesses—the Challenges

Success in project business
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Projects as Businesses—the Challenges

• 2 global surveys

• Reporting that 50% or 
more of the project work 
is done by contractors:

̵ 2017: 54.8%

̵ 2021, 65.2%

• Source: 
̵ https://www.project-business.org/research/survey-market-trends

Projects performed under contract

https://www.project-business.org/research/survey-market-trends
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Projects as Businesses—the Challenges

Another study 

• Made: 03-2022

• Region surveyed: Global

• Responses:
̵ 90% said that they need specific 

education for Project Business

• Source: 
̵ https://www.project-business.org/research/report-education-for-pbm

https://www.project-business.org/research/report-education-for-pbm
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Projects as Businesses—the Challenges

Another study 

• Made: 03-2022

• Region surveyed: Global

• Responses:
̵ 90% said that they need specific 

education for Project Business

̵ Only 1/3 said, they have received 
that.

• Source: 
̵ https://www.project-business.org/research/report-education-for-pbm

https://www.project-business.org/research/report-education-for-pbm
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Projects as Businesses—the Challenges

Internal projects
and customer 
projects are 
different.
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Projects as Businesses—the Challenges

Under contract, multi-tier Project Supply Networks (PSNs) evolve.

• A simple example:

Customer

1st Tier:
(Prime) Contractors

2nd Tier:
Subcontractors
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Projects as Businesses—the Challenges

Internal projects and customer projects have different business interests.

• Example: Typical benefit realization
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Projects as Businesses—the Challenges

The education gap in project business management

• Practitioners are 
uneducated in

̵ Project management

̵ Business management

̵ Both management disciplines

• Missing education is replaced
with trial and error.

• However
̵ Trial in customer projects 

is expensive.

̵ Error even more.

Project Business Management by Trial and Error

Project 
Management

Education

Business 
Management

Education
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Solutions

An Example:
Benefit Engineering

• Helping the customer 
with additional work, 
where it matters.

• Offering benefits in 
return for

̵ New deadlines

̵ Additional payment

̵ Other valuable 
benefits
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Implement solution

Define, propose & sell solution 

Identify own 
problems

Identify customer’s 
risks & problems

Identify customer’s 
wishes & wants

Identify customer’s 
needs

Assess own 
strengths

Analyze own costs 
vs. benefits
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Solutions

Benefit Engineering

• Helping the customer 
with additional work, 
where it matters.

• Sorting out problems
caused by deficient 
management attention
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Solutions

Benefit Engineering

• Helping the customer 
with additional work, 
where it matters.

• Sorting out problems
caused by deficient 
management attention



39 ©2023, Oliver F. Lehmann

Solutions

Clara had to learn Project Business Management. She had two options:

Learning 
by trial 

and error?

Learning by 
professional 
qualification?
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Solutions

Clara’s employer made a decision to formalize qualification, providing:

• Seminars

• Consulting, coaching 
and mentoring

• Literature
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Solutions

Clara learned. 

• A “Mission Success First” 
approach builds on the 
fair rights of customer
and contractor.

• Its cornerstones are:

Good faith

Completing over 
competing

Turning contract parties 
into project partners
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Solutions

Clara’s employer made also sure that Clara had a contact to call, 
whenever she needed help managing her customer project.

Mission 
success first?
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Important Hyperlinks

More on Project Business Management

• https://www.oliverlehmann.com

In LinkedIn

• https://www.linkedin.com/in/oliverlehmann

Learn more at the Project Business Foundation

• https://www.project-business.org

Recent Market Research – Reports 

• https://www.project-business.org/research/index

https://www.oliverlehmann.com/
https://www.linkedin.com/in/oliverlehmann
https://www.project-business.org/
https://www.project-business.org/research/index
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Important Hyperlinks

More:

Project Business Management
https://www.routledge.com/9780367522070

https://www.routledge.com/9780367522070
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Bringing Money Home with Customer Projects
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