
Badges, Branding and Business Growth:
The ROI of an Ethnographic Praxis Professional Certification

Patricia Ensworth
Harborlight Management Services
www.harborlightmanagement.com
Patricia.Ensworth@HarborlightManagement.com

Ethnographic Praxis in Industry Conference
Savannah, Georgia
October 2012

Presenter
Presentation Notes
Good morning.  It’s a pleasure and an honor to be presenting at EPIC, and I’d like to thank the selection committee for inviting me.  Thanks also to Nimmi Rangaswamy for all her efforts in organizing this session.I’ve come here today to consult with you about establishing a professional certification program for ethnographers.



“Badges?  We don’t need no stinkin’ badges!”

- Treasure of Sierra Madre
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How many of you have seen John Huston’s classic Western film “The Treasure of Sierra Madre”?  One of the most famous scenes in all of movie history occurs when a cowboy confronts a a group of bandits who claim to be lawmen and asks them to show him their badges.  What does the bandit leader say?  All together now: “We don’t need no stinkin’ badges!”  And then the gunfire starts.Now since this is a meeting of ethnographers I feel obliged to add a disclaimer and assure you that the movie contains numerous offensive cultural stereotypes which I do not endorse.  My purpose is to highlight the fact that any certification program in effect issues official badges conferring a special privileged status on their recipients, which is bound to be controversial.  This privilege also serves to call outsiders’ attention to the characteristics and behaviors of the group – in marketing terms, to raise awareness of the brand.  Would this be a good thing for ethnographers?  Would the effort involved in creating and maintaining a certification program be worthwhile?  I don’t claim to have the answers to those questions, but I’d like to spend the next few minutes getting the discussion started.



Business case

Growth in formal certifications linked 
to recruitment keywords

Demand from employers and clients 
for clarification and standardization of 
ethnographic activities, deliverables 
and skillsets

Need for training new practitioners 
who transfer from other occupations

Desire of practitioners for ongoing 
professional development and a 
stronger community network

Preference of students for fields that 
have clear career paths
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First let’s look at the business case for certification.  Why might this idea be worth considering, and why might now be an auspicious time?One important reason is that it is a trend.  The range of occupational certifications is vast and growing.  Many organizations employ automated screening software to filter out applications submitted on-line that lack specific keywords related to certifications.  If an ethnographic professional certification were officially recognized by Human Resources managers, it would be added to the automated software’s search criteria and more ethnographers’ resumes would be passed along to live recruiters who understood the qualifications.Outside academic anthropology departments, the definition of ethnography is not well understood.  From the perspective of many clients and employers, it is hard to shop around if you do not know what the price should be, what features are standard vs. optional, and what normally is included in the warranty.  Organizations that employ ethnographers vary widely in the work they label as ethnography and in the responsibilities they assign.  It is possible that if ethnography’s menu and ingredients were clearer, more new clients and employers would develop an appetite.When new technologies give rise to new ethnographic methods, veteran practitioners can find it challenging to acquire new skills.  When an individual ethnographer receives funding to build a research staff, informal coaching rather than systematic study of best practices is the norm for knowledge transfer.  When a mid-career businessperson in another field wishes to become an ethnographer - or understand how to manage ethnographers - training options are scarce.  Creating an ethnographic professional certification could educate more people faster and enhance job mobility. In the current economic climate, academic institutions are under pressure to provide graduates with marketable skills.  Students want a steady career path that enables them to pay their debts.  An ethnographic professional certification could improve opportunities for internships and encourage more practitioners to become mentors.  



Proposed strategy

Goal: Expand our influence

More jobs
More impact upon organizations
More recognition of ethnography’s value

Deliverables: A 3-part certification program

Ethnographic Body of Knowledge (EBOK)
Ethnographic Praxis Professional certification (EPP)
Ethnographic Praxis Institute (EPI)
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Ultimately, a certification program could expand the influence of ethnographic praxis.  The program might have three components: a Body of Knowledge, a professional credential, and an institute that supervised the standards and practices and administered the process.



Founded in 2003

Management consulting and training

Clients include corporations, government, NGOs, 
non-profit organizations

Ethnographic concepts and methods

Project/program management

Business analysis

Requirements engineering

Quality assurance
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To put the matter in context, let me share with you a few details about my background and reasons for proposing the topic.  For the past ten years I have been the owner and principal of a management consulting firm.  We use ethnographic research methods to help organizations with project and program management, business analysis, requirements engineering, and quality assurance.



Founded in 1923 

Non-profit educational institution

International organization

140 management training courses

Corporate, government and public seminars

Classroom and on-line instruction

Webinars and podcasts

Events and conferences
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One of our valued clients is the American Management Association.  The AMA provides training through both public seminars and customized private courses to managers at all levels on a wide range of subjects which mid-career businesspeople find helpful for their professional development.  After nearly ten years as an AMA faculty member, I believe I have gained some insight into the value of various certifications from the perspectives of both the individuals who obtain them and the organizations that acknowledge them as criteria for recruitment, raises, promotions, consulting engagements, etc.I’ll mention briefly three certifications with which members of this audience may already be familiar.  These examples provided the conceptual framework for a first draft of an ethnography certification.  Further details are available in my conference paper.



International Institute of 
Business Analysis

www.theiiba.org

Business Analysis Body of 
Knowledge (BABOK)
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The Certified Business Analysis Professional credential was created by the International Institute of Business Analysis in 2006, and there are presently 1000 certificate holders.

http://www.theiiba.org


Institute for Electrical and
Electronics Engineers (IEEE)

http://www.computer.org/
portal/web/swebok

Software Engineering Body
Of Knowledge (SWEBOK)
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The Certified Software Development Professional credential was introduced in 2004, and the Institute of Electrical and Electronic Engineers claims 1000 certificate holders.

http://www.computer.org/portal/web/swebok
http://www.computer.org/portal/web/swebok


Project Management Institute

www.pmi.org

Project Management Body of 
Knowledge (PMBOK)
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The Project Management Professional certification was established in 1984.  The Project Management Institute reports that there are presently 460,000 certified PMPs.In my participant-observer experience the PMP has been a good investment.  I obtained the certification in 2003. During the past ten years I have noticed that organizations have grown increasingly selective about having only PMP-certified project managers as employees, contractors and vendors.  A stronger culture of project management has evolved within organizations that support it.  Managers benefit because projects can be more easily compared, measured and monitored.  Practitioners benefit because talent can be more easily recognized and rewarded.  Now we come to the brainstorming part of this presentation.  Taking these three certification programs as models, let’s envision our own version.

http://www.pmi.org


EBOK Knowledge Areas

Management Engineering Design Sales

Practice/process research Product development User experience design Advertising

Risk analysis Service development Interaction design Market/consumer research

Quality assurance Systems development Innovation design Political activism
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An Ethnographic Body of Knowledge might include Knowledge Areas, Phases and Activities, and Process Cycles.The Knowledge Areas represent the general types of endeavors in which ethnographic praxis has proved useful.  For example, we might identify general Management, Engineering, Design, and Sales.Within each Knowledge Area, we would show more specific domains.  Those domains might include…For Management: practice/process research, risk analysis, and quality assurance.For Engineering: the development of products, services, and systems.For Design: research on user experience, interaction, and innovation.For Sales: advertising, market/consumer research, and political activism.



EBOK Phases and Activities
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The Phases and Activities describe the chronological end-to-end procedures for an ethnographic research project.  The Phases might be Engagement, Strategy, Fieldwork, and Results.  The Activities might include:Within Engagement: establish sponsorship, identify the target community, define the scope, and obtain the approvals.Within Strategy: align the goals and methods, create the workplan, recruit the team, and train the team.Within Fieldwork: select the location, build the schedule, identify the participants, and establish the procedures.Within Results: organize the data, perform the analysis, report the conclusions, record the outcomes.



EBOK Process Cycles
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While the Phases and Activities illustrate a waterfall or staircase sequence where one phase ends before the next one starts, the Process Cycles resemble a spiral that spins around a few times between the start and end of a project.  Each cycle yields new insights and leads to modifications in the plans.Advocacy means understanding the organizational politics.Theory means identifying an appropriate conceptual framework from the many ideologies of ethnography.Technology means selecting the best tools for the particular engagement.Methodology means finding out how the sponsoring organization wants the job done and customizing the research protocols.



EPP certification criteria

Documented years of 
experience performing 
ethnographic work
Work samples
Education in ethnographic 
concepts and methods
Satisfactory exam results
References
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Following the model of other programs, to earn an Ethnographic Praxis Professional certification a practitioner would document relevant on-the-job experience in skills such as research design, data collection, data analysis, and presentation of results.  Work samples would be included in the application.Courses in ethnographic concepts and methods offered by accredited academic institutions or approved private training companies would also be required, both for initial certification and for renewals.An exam based on the Body of Knowledge would establish a core baseline level of competency.Several professional references are usually also requested.



EPI structure

Membership organization
Non-profit status
Board representing all 
Knowledge Areas
Permanent office with paid 
staff and IT resources
Revenue from memberships
Revenue from certifications, 
training and publications
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Managing the certification program would probably create a need for a new organization: for now we’ll call it an Ethnographic Praxis Institute.  This non-profit association might have both institutional and individual members, with a volunteer Board representing all the Knowledge Areas.  A permanent office with a paid staff and IT infrastructure would also be necessary.The funds to support the organization could come from membership dues, from fees for certification, from licenses sold to training companies, and from publication revenues.



Risks and issues

Product
Business model

Boundary definitions

Assessment tool validation

Certification criteria acceptance

Publication review board

Process
Administrative infrastructure

IT infrastructure

Volunteer vs. paid labor

Revisions

Renewal requirements

Marketing plan

Adoption by training companies

People
Barriers to entry

Theological disputes

Institutional ossification
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As The Treasure of Sierra Madre demonstrated, badges create risks and issues.  On the screen is a summary list of possible things to worry about; for a more detailed discussion of each item please refer to my paper.  Even a cursory glance should indicate that a certification program would create many challenges for our discipline.  Before undertaking an initiative of this scope, a formal risk analysis would be appropriate.

http://www.google.com/imgres?imgurl=http://www.clker.com/cliparts/5/7/d/b/1195442352382851478zeimusu_Warning_sign.svg.hi.png&imgrefurl=http://www.clker.com/clipart-11931.html&h=500&w=600&sz=23&tbnid=34d3fC67rBUrVM:&tbnh=86&tbnw=103&prev=/search?q=danger+sign+clipart&tbm=isch&tbo=u&zoom=1&q=danger+sign+clipart&usg=__SEYH-sYSfh2m9QiTA-iPQEAihLM=&docid=BLLz9kuRuPYFIM&sa=X&ei=iXFgULyLJcft0gH4z4GYCg&ved=0CCIQ9QEwAA&dur=47


Next steps

Task force
EBOK first draft
EPP criteria first draft
Ethnographic research
Feasibility study
EPIC 2013 workshop
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This presentation has attempted to sketch a prototype for an ethnographic professional certification program.  Probably by now some of you think it is a silly idea, while others believe it might be worth exploring further.If enough people wish to move forward, EPIC might facilitate the creation of a task force.  The mission of the task force would be to develop first drafts of the Ethnographic Body of Knowledge and the criteria for the Ethnographic Praxis Professional credential.  It might undertake an ethnography of ethnographers to gather requirements, and perform a feasibility study to build a business model.  Results could be discussed in an EPIC workshop next year.Oh, and of course there’s the really important matter of designing a logo for our badges.  With all the talent available here at EPIC, it’s bound to be brilliant.  Any volunteers?
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