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PREFACE

n my book, Winning in Business with Enterprise Project Management

(Amacom, NY, 1998), I gave the tongue-in-cheek title “Oh Give Me
a Home” to the chapter about project offices. Here’s why I used that
title. In my consulting and training experiences, I have observed that
most organizations do not have a common reference point for project
methodologies, tools, and training. They also lack an “ambassador-
ship” or spot for generating advocacy on the topic, similar to prac-
tices generally used for Total Quality programs popular in the 1980s.

Building Project Management Centers of Excellence presents a
compelling argument for establishing such a “home” for project
management at the highest levels within an organization. Dennis
Bolles argues that this positioning is critical to the successful adop-
tion of project management as an enterprise-wide business solu-
tion for achieving world-class status.

The author also points out that project offices may be found
at different organizational levels and under varied names, includ-
ing: CPMO (Corporate Project/Program Management Office),
PMCOoE (Project Management Center of Excellence), PMO (Project
Management Office), PSO (Project Support Office), and PO
(Project Office). The book focuses primarily on the PMCoE, based
on the argument that it is primarily strategic in concept and is
largely coincidental with the high-level CPMO view. The PMCoE’s
focus is Strategic Forecast Planning and the establishment of cor-
porate standards that include the use of common management
methodologies, processes, tools, templates, education, training,
and project management competency.

xi



xii Preface

Dennis Bolles supports the concept that project management
should permeate the whole organization, thus justifying the need
to have a PMCOoE at a high level to ensure that project policies
receive enough prestige and visibility to be put into practice. This
means that across-the-board buy-in is required for all types of proj-
ects, from classic capital project undertakings and IT ventures, to
marketing, continuous improvement, annual operational targets,
and organizational change. A well-positioned PMCoE can be the
key to ensuring that all types of projects are carried out effectively,
no matter what their nature may be.

Building Project Management Centers of Excellent is a significant
contribution to the growing field of literature on how to best fos-
ter excellence in project management in organizations. Dennis
Bolles’s substantial professional background qualifies him to put
forth his experiences and views on the subject. He adds a rich col-
lection of samples, tables, templates, and figures that illustrate
how to pursue excellence in project management through the im-
plementation of a PMCoE. I am pleased to recommend this book
for those project professionals and executives who want to im-
prove the quality of projects in their organizations.

Paul C. Dinsmore, PMP and Fellow of PMI
President, Dinsmore Associates
www.daconsult.com.br

e-mail: dinsmore@amcham.com.br
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CHAPTER 1

Introduction

Today’s global market companies, regardless of industry and
size, are looking to improve their systems and processes to be-
come more competitive. One way they are attempting to do this is
by establishing project management as a core competency through-
out the organization. By setting up standardized procedures within
the company, they hope to learn from past mistakes, make processes
more efficient, and develop people’s skills and talents to work more
effectively. This book is written for those organizations that are con-
sidering taking, or that have already taken, this first step, but are
having difficulty gaining the level of acceptance necessary to
achieve complete success. The list of organizations attempting to
integrate project management disciplines and best practices into
the way they manage their businesses is expanding daily; however,
those who have succeeded in doing so is significantly smaller. The
answer for many of these companies is positioning. By positioning
we mean that the group charged with the implementation of proj-
ect management and best practices is positioned in the uppermost
levels of the firm. It is critical that all levels of workers and man-
agers see that the executive level of the firm supports it without
hesitation, publicly, and completely. Without support from the top,
it won't get off the ground. Typically, the group charged with the
responsibility to get the system up and running is called a Project
Management Center of Excellence (PMCoE). Positioning is a criti-
cal aspect of establishing project management as a company’s
enterprise-wide core competency. It must first be viewed and treated
as a key business function throughout the organization. It is
the first critical step toward successfully institutionalizing project
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management best practices as a core competency. The first step that
is required to achieve the goal of establishing project management
enterprise-wide is the creation of a PMCOoE that has the authority
and responsibility to get the job done.

This book provides examples that show how to implement
project management disciplines and practices successfully. Estab-
lishing project management centers of excellence should not
be viewed as a quick-fix solution, but rather as a long-term,
foundation-building effort. It is not a trivial pursuit. Deciding to
establish an effective PMCOE is the opening action. It requires sig-
nificant changes in organizational structure and obliges people at
all levels in the company to learn new concepts of managing by ap-
plying new methods to complete the work they do. Careful plan-
ning with the tenacity to stay on track and not lose sight of the end
goal is essential.

In this book, we identify the structural changes required; how
to effectively manage and distribute company resources; how to
develop and distribute an effective project management method-
ology; how to identify education and training criteria, curriculum,
and performance evaluation methods; how to ensure a project’s
readiness before work begins; and, finally, how to identify the
growth levels the organization must progress through as it
matures.

The Driving Forces

Competing globally, increasing market share, reducing costs, and
improving profits—all in the pursuit of producing better products
and services faster through the use of high technology solutions—
are just a few of the reasons why most organizations seek better
ways to improve time-to-market, cost-to-market, and quality-to-
market. The effective use of project management techniques is a
critical element for achieving improvements in these areas. Some
firms even view project management as a key weapon in their ar-
senal to increase customer satisfaction and beat the competition.
Dr. Harold Kerzner, Executive Director for Project Management at
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the International Institute for Learning, states the case well in this
excerpt from the preface of his book, In Search of Excellence in Proj-
ect Management:*

Project management is no longer viewed as a system internal
to the organization. It is now viewed as a competitive weapon
that brings quality and value added to the customer.

Kerzner identifies twenty-seven companies that are consid-
ered world-class organizations that excel at using project manage-
ment as a strategic management tool and that have either achieved
some degree of excellence or are headed in the right direction to
achieve excellence in the future.

The organization as a whole must recognize and adopt new
attitudes that embrace project management best practices as the
normal way of working. This enables them to bring the full power
of this new competitive weapon to bear in the battle of continued
business growth and, in many cases, ultimate survival in today’s
highly competitive global market.

PMCOEs are created for many different reasons; however, they
typically share an origin that involves some degree of pain, which
brings about a need to take action to relieve or eliminate the pain.

Changes often occur as a result of pain, which is caused by
some circumstance—either internal or external—that is outside the
control of the organization. Figure 1-1 shows a simple example of
how changes typically come about. These circumstances may mo-
tivate organizations to establish a PMCoE. Some examples include:

¢ Losing market share due to increasing global competition
¢ Poor cost vs. profit ratios resulting in falling or stagnant
stock values

Competition with faster time-to-market

Changing economic conditions that force downsizing
Effective use of fewer resources caused by downsizing

*Harold Kerzner, In Search of Excellence in Project Management (New York:
John Wiley & Sons, Inc., 1998).
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Figure 1-1. Steps Leading to Change

= =] )

The PAIN caused by driving NEED is translated into a desire The ACTION taken is often in the
force(s) must be strong enough to take ACTION that will provide form of a quick fix that provides
to establish a NEED for relief. a solution to remove the pain. short-term relief rather than a long-

term solution to eliminate the root
cause of the pain.

¢ Implementing new technology to become more efficient
¢ Managing changes brought on by dynamic growth
* New executives who have seen it add value elsewhere

Understanding the motive behind the decision to create a PMCoE
is very important, because if the motive is unclear or poorly com-
municated, then defining the purpose, goals, and objectives of the
PMCoE becomes challenging.

The desire to set up a PMCOoE can originate from any level of
the organization, but frequently emerges from an area of the orga-
nization whose projects have the greatest impact on all sectors of
the company. Information Technology (IT) is typically the func-
tional area where PMCoE start out in most organizations, regard-
less of industry. This happens for several reasons.

¢ The rapid growth in technology and desktop use of busi-
ness applications have generated a large number of proj-
ects that affect the whole organization.

e IT is most often where the greatest number of strategic,
mission-critical projects affecting the whole organization
occur.

¢ The Y2K issue brought the effectiveness of project man-
agement to the forefront for many IT executives.

¢ IT consumes a significant portion of the annual operating
budget in most large organizations, thereby giving
mission-critical projects high visibility.
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* Reports from IT watchdog groups, such as Gartner and
Standish, indicate a poor record of successes for IT proj-
ects in general.

Where the PMCoE is positioned in the organization’s man-
agement structure has a significant impact on the overall success
of establishing project management disciplines enterprise-wide.
Positioning also affects the title you give this function or unit and
how you define the role it plays in the organization.

Giving It a Name

Assigning a name to a function gives it significance and differen-
tiates it from other functions within the organization. The names
or titles typically given to this function include:

¢ Corporate Project/Program Management Office (CPMO)
* Project Management Center of Excellence (PMCoE)
Project Management Office (PMO)

Project Support Office (PSO)

Project Office (PO)

These titles are often used interchangeably, and it is usually a
matter of personal preference rather than application of any par-
ticular standard. A recent effort by various authors who have writ-
ten about the Project Office provides some definition for these ti-
tles. Table 1-1 contains the definitions used in this book, which are
also being used in a number of organizations.

Two key issues affect the assigning of titles: first, defining
where the function will reside within the organization structure
(the direct line of report), and second, what purpose it will serve
in that position. This second issue is discussed in greater detail in
Chapter 2. Titles often add significance to the roles, responsibility,
accountability, and requisite authority (RRAA) of the position.
Table 1-2 provides brief descriptions for each of the roles listed in
Table 1-1.
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Table 1-1. Project Management Organization Titles

Title (Focus)
Definition of Responsibility

CPMO (Strategic)

The CPMO is accountable for enterprise-wide distribution of project
management best practices. The CPMO is a corporate business function with
the title and responsibility similar to traditional business functions such as
Finance, Engineering, Marketing/Sales, Manufacturing, Information
Technology, etc., which provide leadership and have “ownership” of their
respective functional disciplines.

PMCoOE (Strategic)

The PMCOoE is an alternative title for the CPMO and is the one used in this
book because the name implies its primary mission and can be applied when
the function is not positioned at the corporate level but has the same
responsibilities. Its primary focuses are strategic forecast planning and the
establishment of corporate standards that include the effective use of a
common project management methodology, processes, tools, templates,
education, training, and project management competency.

PMO (Tactical)

The PMO is responsible for tactical master planning within major divisions,
business units, regions, etc., overseeing the effective application of the project
management standards established by the PMCoE within their respective
sphere of responsibility.

PSO (Operational)

The PSO is responsible for operational master planning, which oversees the
effective application of the project management standards established by the
PMCoE in direct support of all projects within a functional department.

PO (Operational)

The PO is responsible for the direct support of a single, mission-critical project,
which is typically large and complex, and whose success affects multiple
areas of the company.

The project management organization structure shown in Fig-
ure 1-2 illustrates how the PMCoE might be implemented in a large
organization with multiple divisions or business units or geograph-
ical regional operations. The number of layers and the number of
project management units within each layer depends on the size of
the unit, the number of annual projects in the portfolio, and the com-
plexity of the projects within the various levels of the organization.
For small to mid-sized organizations, the number of layers and func-
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Table 1-2. RRAA Matrix

Roles Responsibility Accountability Requisite Authority

CPMO or Provides Reports directly ~ Reviews and approves
PMCoE corporate vision, to the CEO/ annual corporate

mission, goals, President master project

and objectives— (highest level portfolio and master
strategic master corporate project capital
planning. officer). budget plan.

PMO Provides tactical Division/ Establishes annual

One for each master planning business unit/ master project
division/ and resource region— portfolio and project
business management. reports capital plan and
unit/ directly to authorizes
region PMCoE and adjustments.
(quantity dotted line to Oversees enterprise-
depends to executive wide projects, such
on several VP /director. as ERP systems
variables) implementation or

business process re-
engineering efforts.

PSO Provides Functional Develops annual

One or more operational department— master project
(quantity master planning reports directly portfolio operational
of PSOs and project to PMO and plan and capital
depends portfolio dotted line to authorization request
on several management. VP/manager. plan.
variables)

PO Provides project Large strategic Plans, manages,

One for each implementation—  project— controls, and reports
major initiation, reports to project progress.
mission- planning, project
critical execution, manager who
project control, and reports directly

closing. to the PSO.

tional units may be adjusted to fit the amount of control required by
the project activity at each level. The need to accommodate different
management styles, work environments, and product life cycle is-
sues means there is no one-size-fits-all organization structure. The
main concern in developing a project management organization
structure is establishing the functional ownership and leadership of



10 Building Project Management Centers of Excellence

Figure 1-2. Project Management Organization Reporting Structure

PMCoE Corporate Level

i |

Division
PMO PMO PMO Business Unit
\/ Regional Office Level
Functional
P P P
SO SO SO Department Level
PO PO PO Strategic / Mission
Project A Project B Project C Critical Projects Level

the discipline at the highest level within the company. Further de-
composition of the project management structure depends on the
amount of support and control required at each level.

As we mentioned earlier, titles also make a difference. Differ-
ent titles eliminate confusion when communicating the distinc-
tions among the various project management “offices” within the
organization structure. It is important to note, however, that posi-
tioning the project management function in the organization’s
management structure has far more importance and has a greater
impact on institutionalizing project management best practices
than what title it is given.

Unfortunately, establishing a Project Office is most often done
at a functional department level rather than at the corporate level.
Positioning the office at the corporate level is especially important,
however, if the long-term objective is to instill project management
best practices in all areas of the company as a core competency.

The Importance of Positioning

Consider what would happen if a company did not have the typ-
ical business functional departments—engineering, finance, pur-
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chasing, etc.—established at the corporate level. Without these
enterprise-wide business functions, the managers within each
business unit would have to decide how engineering, finance, pur-
chasing, etc., would be done in their areas of responsibility with-
out considering the need to manage shared resources and com-
municate important information with other departments. Because
the business functions critical to managing the company as a whole
would differ from department to department, there would be few,
if any, common processes. Work would be completed in an ad hoc
environment, and chaos would be the rule of the day. Fortunately,
most organizations understand the importance of establishing
ownership and leadership of key business functions at the corpo-
rate level, and common processes and practices across the organi-
zation are the norm rather than the exception.

Positioning is equated with authority in organization structures;
the closer something is to the top, the higher its level of autonomy,
authority, and responsibility. Establishing project management in
most organizations is very difficult to do, because managers are
afraid of losing their authority and control over the resources that are
assigned to them. Workers are afraid of being held accountable for
performing a new set of requirements. This fear, expressed as resis-
tance, comes from lack of information and understanding about how
the changes will affect their jobs. Positioning the project management
function at the highest level within the organization provides the
measure of autonomy necessary to extend its authority across the or-
ganization while substantiating the value and importance the func-
tion has in the eyes of executive management.

Project Management as a Business Function

Project management has the greatest impact on a customer’s recog-
nition of an organization as a world-class leader in time-to-market,
cost-to-market, and quality-to-market. Completing projects suc-
cessfully on a consistent basis is a basic requirement to receive ex-
cellence awards from most customers. This is the goal of every or-
ganization. If projects are an integral part of the business, it stands



12 Building Project Management Centers of Excellence

to reason that there should be a clear understanding of what is and
isn’t a project, and what is required to satisfy the customer.

Organizations that sell products or services should recognize
that their business livelihood depends on completing projects that
directly affect their bottom line. They also should realize that com-
pleting projects successfully on a consistent basis requires the
application of specific knowledge, skills, tools, and techniques.
Doesn’t it make sense then that such an important business
function be established at the executive management level of the
organization? How else can a company ensure that projects are
managed successfully across the organization, and that strategic,
mission-critical projects are given the best opportunity to succeed
from the very start?

Organization Structure

Positioning the project management function in a hierarchical or-
ganization structure establishes its autonomy and thus “owner-
ship” of the responsibility for setting up, distributing, supporting,
and managing the application of project management best prac-
tices within the company, as shown in Figure 1-2.

Enterprise-wide adoption of project management best prac-
tices calls for single ownership of the function. Establishing com-
mon practices across an organization at all levels is very difficult,
if not impossible, without a sole ownership being clearly estab-
lished. Ownership must be recognized as an independent business
function at the highest level of the organization to enable the au-
thority that is required to distribute, monitor, and control the dis-
tribution of the disciplines required to achieve enterprise-wide
project management best practice capabilities.

The next step is to determine how to begin putting the proj-
ect management organization structure in place, starting with the
PMCoE. Establishing the PMCoE organization structure is a sig-
nificant undertaking. It will meet with resistance at various levels
of the organization for many different reasons. One of the major
reasons is the most obvious, but it is seldom given sufficient consid-
eration. People generally resist changes because they don’t under-
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stand why the changes are necessary and how the changes will im-
pact them. Most prefer the status quo to doing something new, es-
pecially when it involves how they perform their work. Depart-
ment managers, sometimes referred to as “the frozen middle,”
resist organizational changes because they fear they may lose their
most valued employees—their project managers—if they are
moved into a PMCoE/PMO/PSO as part of the restructuring
process, and people = power in most companies.

Two typical scenarios describe where project managers could
reside in a PMCoE organization structure, and hence where the
shift in power will occur. Scenario 1 has all of the project managers
reporting directly to the PMCoE with a dotted line responsibility to
the function department where they previously resided. Scenario 2
is just the opposite, with the project managers remaining with and
directly reporting to the functional department heads with a dotted
line responsibility to the PMCoE as shown in Figure 1-3.

Table 1-3 lists some of the advantages and disadvantages of
selecting scenario 1 over scenario 2.

The advantages noted in scenario 1 are certainly legitimate,
however, they probably don’t outweigh the disadvantages enough
to tip the scales. This is because the advantages don’t actually
occur until the organization reaches a higher level of maturity.
Keeping the disruptions to a minimum during the initial stages of
establishing the PMCOE structure is the right thing to do.

Figure 1-3. Project Manager Reporting Scenarios

PMCoE Functional PMCOE Functional
Leadership Department Leadership Department
Leadership Leadership
«
Direct Indirect Indi k\ Direct
Report / Report ndirect Report
Report <
Project Project
Managers Managers
Scenario 1 Scenario 2
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Table 1-3. Advantages and Disadvantages of Reporting Scenarios

Advantages Disadvantages

e Facilitates synergy between and ¢ Creates significant resistance from
among managers all participants

* Provides more control over * Does not change project managers’
implementation of best practices responsibilities initially

e Facilitates transference of lessons * Removes subject matter experts
learned and improvement of from functional department control
processes * Requires that project managers

¢ Allows project managers to be serve dual functions; not dedicated
dedicated to managing projects only to projects only

PMCoE Organization Roles

Roles and staffing requirements vary depending upon the size,
structure, support requirements, and average number of projects
being managed concurrently within the various business units.
Table 1-4 identifies roles, education, experience, and core capabil-
ities that could be required within the various levels of the PMCoE
structure. We do not suggest that all these positions be created, nor
are they needed during the early stages of establishing the PMCoE
organization structure. After the PMCOoE organization structure is
in place, staffing can be added as needed.

Summary

Companies choose to establish some form of centralized project
management function within their organization structure for many
different reasons. Understanding the driving forces and the moti-
vations behind the creation of a project management center of ex-
cellence is important to know from the beginning. These project
management functions may be called Project Office, Program Of-
fice, Project Support Office, or Project Management Center of Ex-
cellence. The number of levels (PMCOE — PMO — PSO — PO) typ-
ically depends on a number of variables. There is no one-size-fits-all
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Table 1-4. PMCoE Organization Roles

15

Role

Education
Experience
Core Capabilities

PO
Functional

Department

Functional
Leader

Senior Project
Manager

Project
Coordinator

=< | PMCoE
> | PMO
> | PSO

Education: BS/MS + Project
Management Professional
(PMP) certification

Experience: 10-12 years

Core Capabilities:

e Is experienced PM organization
leader

e Has expert knowledge of all
PMBOK® Guide processes

e Is influential in achieving
fundamental change within the
organization

¢ Develops and maintains strategic
relationships

e Is skilled in PM mentoring and
coaching

Education: BS/MS + PMP X X X X X

Experience: 8-10 years

Core Capabilities:

e Directs and supervises project
team

* Has excellent communication
skills

e Has expert knowledge of PM
processes

e Is skilled in PM mentoring and
coaching

e Has large complex project
experience

¢ Has PM training experience

Education: BS/MS + PMP X X X

Experience: 8-10 years

Core Capabilities:

¢ Has mentoring and coaching skills

¢ Has excellent communication skills

>

continued
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Table 1-4. (Continued)

Role

Education
Experience
Core Capabilities

PMCoE

PMO

PSO

PO
Functional
Department

Project Leader

Planning
Analyst

Administrative
Coordinator

Financial
Administrator

* Has expert knowledge of PM
processes

¢ Has experience managing
multiple projects

Education: AS/BS/MS

Experience: 1-3 years

Core Capabilities:

e Is a technical subject matter expert

¢ Has good communication skills

¢ Has conversant knowledge of PM
processes

¢ Has experience serving on project
teams

Education: AS/BS/MS X

Experience: 5-7 years

Core Capabilities:

e Is expert in use of planning tools

¢ Has strong analytical skills

e Has expert knowledge of PM
processes

¢ Has experience managing
multiple projects

¢ Has teaching/training experience
in planning

Education: High School/AS X

Experience: 1-3 years

Core Capabilities:

® Requires minimum direction

e Is proficient with PCs and office/
PM applications

¢ Has good communication skills

¢ Is knowledgeable about PM
processes

Education: BS/MS X

Experience: 5-7 years
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Table 1-4. (Continued)

38
Education = _§ %
Experience % % 2 o = %_
Role Core Capabilities SEESEE S VI
Core Capabilities:
¢ Has expert knowledge of company
financial systems
¢ Has knowledge of PM processes
e Has expert knowledge of earned
value, NPV, and other cost analysis
techniques
Scheduler Education: AS/BS X X

Experience: 1-3 years

Core Capabilities:

e Is experienced in use of planning
tools

e Has multiple project planning
experience

¢ Has knowledge of PM processes

model for creating a PMCoE. The methodology used to create
them can be common to all; however, what they look like when
completed will reflect similarities rather than an exact model.

The PMCOoE is what this book is all about. Positioning the
PMCoE within a company’s structure makes a difference. The title
given to the group does not matter as much. How the project man-
agement function is positioned can significantly affect its ability to
accomplish its goals and objectives. If the goal is to institutionalize
project management best practices throughout the enterprise, estab-
lishing a Project Management Center of Excellence at the highest
level in the company is the first step to take. If the motivations are
not compelling enough they will not convince the senior manage-
ment team to move forward with an organizational change of this
magnitude. Regardless of the size of the company, what you call the
PMCoE is not as important as where it is positioned in the company,
which will determine its level of autonomy and authority.
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Institutionalizing project management requires a strong com-
mitment and can typically require from three to five years of hard
work to achieve. Those companies that stay the course and estab-
lish project management as a core competency are positioned to
become world leaders, or at least to maintain their customers’
recognition as world-class leaders in their respective industries.
Establishing project management as a business function on the
same level as the other typical functions of MIS, engineering, fi-
nance, marketing and sales is fundamental to effective building of
a Project Management Center of Excellence. PMCoE organization
structures and staffing roles can take many different forms.

Establishing a PMCOE is a strategic initiative that should be
managed as a project by the highest level of the organization. The
following chapters provide the steps involved in initiating, planning,
executing, and closing a PMCoE implementation project.



CHAPTER 2

Initiating the PMCoE Project

Inaugurating an effective PMCOE, regardless of where it is posi-
tioned in the company, requires that some important steps be
taken at the beginning. These steps improve the probability of suc-
cess in the long term.

Assess Knowledge and Skill Levels

It is critical to determining the current conditions on any project
before introducing a change that will impact how people do their
work. Documenting the current conditions establishes a baseline
from which to estimate the effort required to achieve the changes.
Determining the effort is accomplished by measuring the gap be-
tween the as is (current conditions) and the fo be (future condi-
tions). The ability to measure progress toward achieving the change
depends on having a clear understanding of baseline conditions.

The organization’s current level of project management
knowledge and skills (also referred to as maturity level) is the
baseline that is established when implementing a PMCoE. Several
processes are available to assess project management maturity. The
following are three tools we have developed and used to deter-
mine the maturity of several organizations in recent years. (Exam-
ples of these three survey tools can be found in Appendix A as well
as on the enclosed CD-ROM.)

1. Management Team Survey is a 33-question survey used
to gather general information from department managers
on communications and business environment issues that

19
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can interfere with the implementation of project manage-
ment best practices.

2. Project Management Maturity Survey is a set of 90 ques-
tions that covers all nine areas of the PMBOK® Guide. It
is used to gather information from a sampling of people
at the executive, functional, and operational levels of the
organization in order to evaluate the organization’s cur-
rent knowledge and application of project management
practices.

3. Project Evaluation Survey is used to evaluate 23 ele-
ments of project management processes, tools, templates,
and forms. The survey tool can evaluate projects of dif-
ferent sizes, complexity, duration, including past projects
as well as projects in progress. The primary objective is to
analyze the amount and consistency of documentation
among projects of various sizes, complexity, and dura-
tion. Another outcome is a validation or contradiction of
current practices when compared to the Project Manage-
ment Maturity Survey.

People in the organization often view surveys as an unjusti-
fied distraction and a waste of time, primarily because they feel
the results do not provide much value to the participants. Plan-
ning and communication will help ensure willing participation,
which in turn provides better data.

1. Start by defining the objectives for the survey informa-
tion: what is needed, why is it needed, and what will be
done with it. Provide this information in a meeting set-
ting if possible to allow for questions and answers.

2. Determine how the survey results will be obtained (man-
ually or electronically), how the participants will be se-
lected, and how the results will be analyzed and commu-
nicated to the organization.

3. Prepare a plan for performing the survey by establishing
a list of the participants. Develop a sign-up process to
schedule participants’ times, organize the meeting agen-
das, decide how to keep the participant responses anony-



Initiating the PMICoE Project 21

mous, and determine how the results will be communi-
cated back to the organization and survey participants.

4. Perform the survey(s), summarize the data, analyze the
data, create a report, and communicate the results to the
organization.

The value of a survey is only as good as the accuracy of
the data collection and the proper interpretation of the responses.
The interpretation should reflect the “average” conditions within
the organization rather than the exceptions. Interpretation of the
survey data requires an in-depth knowledge of the subject matter
and an ability to express the findings in a clear and concise
manner. The information obtained from the survey will help the
PMCoE implementation team understand how significant the
knowledge and skill level differences are across the organization.
This in turn helps the team develop a more effective action plan
for establishing the PMCoE and defines the type of services
initially required. Once the assessment survey process is com-
pleted the next step is to acknowledge the PMCoE implementation
project formally by issuing a project charter.

Writing a Charter

Writing the PMCoE charter is the most effective way to communi-
cate what the PMCoE is all about. The PMCOoE charter is designed
to inform the organization of the purpose for creating the project
Management Center of Excellence. It provides the “sizzle” that
helps sell the idea to the organization. A charter also provides the
means to formalize the creation of the PMCoE and serves to es-
tablish its role, responsibilities, accountability, and requisite au-
thority. It includes the following information. (A sample charter
can be found in Appendix A.)

* Purpose: explains why it is being created

* Vision: sets the standards for the Center of Excellence
¢ Mission Statement: defines its responsibilities
Strategy: creates the proper environment
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Figure 2-1. Creating a PMCoE Charter

Purpose

Vision

Mission

Strategy

Goals and Objectives

Methodology

Critical Success Factors
Roles/Responsibilities/Accountability/Authority

PMCoE
Charter

Managers §™,

AN N N N Y T Y

= Leadership
= Consulting
= Mentoring

¢ Goals and Obijectives: explains achievements, defines
success

* Methodology: defines strategies used to achieve
excellence

¢ Critical Success Factors (CSF): identifies risks to success

* Span of control: PMCOoE roles, responsibilities, account-
ability, and authority

Presenting the PMCoE charter to the executive management
team to review, approve, formally adopt, and sign must occur be-
fore proceeding. Moving ahead without executive management
support and approval is a risky move that will probably lose the
game. Once the management team adopts the charter, it should be
presented to the entire organization as part of the communication
process in the initiation phase. Figure 2-1 identifies the key ele-
ments of an effective charter.

Writing a Scope Statement
One of the first activities that should be undertaken when projects

are started is documenting the Scope Of Work (SOW). Defining the
work that is included in a project as well as specific work that will
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not be included is critical to the successful completion of the proj-
ect. The SOW is contained in a document referred to as a State-
ment of Work, which typically contains the following elements ( a
sample is included in Appendix B):

* Project name

* Project identification number

* Project sponsor or champion

* Project manager assigned to the project

¢ List of project stakeholder representatives

¢ List of project team members

e List of steering (management oversight) team members

* Description of corporate strategic objective driving the
project

¢ Description of the project purpose

¢ List of sponsor and stakeholder expectations

¢ Description of how the project will achieve the stated
purpose

e List of business benefits with defined validation measures

e List of special requirements (equipment, skills, knowl-
edge, etc.)

e List of specific inclusions

e List of specific exclusions

e List of project deliverables

* List of project constraints

¢ List of project assumptions

e List of project critical success factors

¢ Preliminary project budget

¢ Preliminary project milestones

* Proposed readiness review date

Preparing a scope statement that includes this level of detail is nec-
essary for strategic, mission-critical projects, and creating them can
require a significant amount of time. Unfortunately, scope state-
ments of this magnitude are rarely done, which is one of the pri-
mary causes of project failures. The lack of good project prepara-
tion is typically caused by pressures placed on the project manager
to get started on the work of the project in order to meet deadlines
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imposed by management or the customer. Communicating the in-
formation contained within the project charter and the project
scope statement to the project team and its stakeholders is an im-
portant next step. Holding a project kick-off meeting, especially for
strategic initiatives implementing a PMCOE, is an ideal way to dis-
tribute this important communication.

Assembling Project and Steering Teams

Selecting and securing commitment for project team members who
have a significant level of skills and experience needed to complete
the project successfully is essential. The task is usually not an easy
one, particularly on projects affecting most of the functional areas
of the company. Functional managers are typically reluctant to as-
sign their key people—especially to long-term projects. Securing
these representatives is a critical success factor of the project.

A project steering team is typically comprised of company ex-
ecutives and department managers serving in an oversight capac-
ity. The team is needed to perform the following functions:

* Provide corporate leadership direction

* Review project progress

¢ Remove roadblocks that prevent progress

¢ Review and approve proposed changes to project scope,
cost, and schedule

¢ Hold the project team accountable for on-time and
within-budget project completion

* Recognize and reward performance

Getting the commitment of company executives and depart-
ment manages to serve on the project steering team is another crit-
ical success factor for mission-critical projects.

Once the charter, scope statement, project team, and steering
team have been assembled the next step is to start the project by
getting everyone on the same page.
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Hold a Kick-off Event

Building a PMCOE is creating a new business function, which is a
big deal and should be treated as such. Among the many different
ways to publicize the creation of the PMCOE are:

¢ A story with interviews in the company newsletter

¢ Posters and intranet Web site announcements

* Creation of a PMCOoE intranet Web site

¢ Visits to department team meetings by the PMCOoE leader

* A company-wide e-mail announcement

* Multiple announcements for Q&A events held at all com-
pany locations

¢ Special, by-invitation-only kick-off event (typically limited
to executives, department managers, supervisors, project
managers, and special guests from all areas of the
company)

Doing all or most of these ideas provides the most effective
means to ensure a successful PMCoE launch, because they provide
multiple opportunities to communicate important information to
all levels of the organization. The underlying agenda for each
should be the same.

1. Identify the organizational position, roles, and
responsibilities

2. Define the purpose, vision, mission, goals, and objectives

Identify the positive effects and benefits it will produce

4. Reduce resistance through frequent and varied communi-
cation methods

5. Provide answers to FAQs (frequently asked questions)

@

Delivering important messages repeatedly in a variety of
ways can ensure the intended audience will receive and under-
stand them. Planning communications is an important aspect of
managing most projects, and it is critical to successfully establish-
ing a PMCoE. It is particularly important when it comes to com-
municating with company executives, managers, supervisors, and
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project managers. The messages should be tailored in style and
content for the specific audience, because each has different com-
munication requirements.

Holding a by-invitation-only kick-off event is a critical activ-
ity that can directly affect the time it takes to successfully imple-
ment project management disciplines across the organization. This
event can provide the means to:

¢ Give visibility to corporate executive commitment and
support

¢ Establish a level playing field of project management
knowledge

¢ Present the PMCOoE vision, mission, goals and objectives

* Present a PMCoE implementation plan

* Engage functional managers in a hands-on participation
of the PMCoE implementation

¢ Establish an in-house knowledge network to facilitate a
forum for learning

Developing the kick-off event begins with the preparation of
a proposal to sell senior management on the value of holding a
special event, to request their active participation, and to obtain
approval for the event budget at the level required. The proposal
should include the following information.

* An explanation of why the event should be held and the
benefits that will be achieved

* The proposed event theme and activities to be included

* A list of potential external speaker(s) with presentation
content

¢ A list of desired internal speakers with anticipated roles
and responsibilities

¢ The proposed event location (in house or off site), prelim-
inary date, and timing information

* A description of handouts/gifts (books, bound notepads,
puzzles, etc.) to be distributed to attendees as event
mementos

¢ The event budget
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Once the initial approvals have been obtained, you can use the fol-
lowing steps to plan the event.

1. Finalize the theme, agenda, and event activity details.

2. Establish the location, date, and time; visit the facilities to
confirm suitability and review requirements with facili-
ties staff coordinator.

3. Identify and obtain commitment of internal and external
speakers and set up a date for delivery of presentations
and handouts; confirm all speakers two weeks before the
event.

4. Finalize the list of attendees, send out personal invita-
tions (include a message from the CEO/president encour-
aging their attendance—it is very effective) two months
in advance, and follow up with details and a reminder
two weeks before the event.

5. Arrange for facilities, food, handouts, transportation, and
lodging for guest speaker(s).

6. Finalize the event memento handouts/gifts and make
arrangements to receive them well in advance of the
event.

7. Hold the event and have fun!

8. Follow up with notes of appreciation and acknowledg-
ments to speakers and all attendees.

Table 2-1 shows a kick-off meeting agenda we have used
for two major PMCoE kick-off events, both of which were highly
successful.

The focus of the morning session is to create a level playing
field by presenting an overview of what the profession of project
management is, where it came from, what benefits it provides,
how it is viewed in the marketplace today, and where is it going
as a profession in the future. A well-known speaker who is recog-
nized as a project management subject matter expert should de-
liver this message. Beginning the day with opening remarks pro-
vides an opportunity for organization leaders to welcome
participants, recognize important guests, and most importantly
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Table 2-1. Kick-off Meeting Agenda

Morning Session 30 minutes Registration and continental breakfast
30 minutes Opening remarks and introductions
3 hours with 15 Keynote speaker—What is project
min. break at management, where did it come from,
9:30 a.m. what are the benefits, and where is it
going as a profession?
1 hour Lunch break
Afternoon Session 2 hours PMCOoE presentation: charter and
creation of a PM Forum (internal
network)
30 minutes Wrap-up Q&A

voice their commitment to, and stress the importance of, every-
one’s support of the PMCoE organization implementation.

The afternoon session focuses on presenting the PMCOoE char-
ter and introducing a concept for creating an internal knowledge
network to provide a forum to discuss and share project manage-
ment issues, successes, failures, and lessons learned on a periodic
basis. Knowledge networks would be established at the PMCoE
and PSO level of the company with membership comprising de-
partment managers, project managers, and invited guests. Meet-
ings are typically held on a quarterly basis.

Create Task Force Teams

Engaging the functional department managers as active partici-
pants in creating, developing, and promoting ongoing activities of
the PMCOoE is a critical step in the process of building an effective
PMCoE. Including these managers also helps the process of in-
stilling project management best practices across the organization
as a core competency. One way to accomplish this is to create task
force teams responsible for assisting the PMCOoE in the develop-
ment, management, and continuous improvement of the processes,
procedures, tools, and templates. Organizations have created task
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force teams in Authorization, Standards, Education, and Readi-
ness, four key areas that directly affect a timely adoption of proj-
ect management best practices.

Tables 2-2 through 2-5 are partial scope statements devel-
oped for each of the task force teams. They include the purpose,
expectations, and benefits for each.

Four Key PMCoE Elements

We believe the key to successfully executing project management
best practices across an organization depends on implanting the
four functions that are the key elements of an effective Project
Management Center of Excellence.

Table 2-2. Authorization Task Force Team Scope

Purpose Establish a project authorization process to ensure the uses of
resources are in alignment with corporate strategic goals and
objectives. It addresses the following issues:

® Project identification

e Project categorization

e Project prioritization

¢ Project portfolio management

¢ Project request review

® Master planning and capital budget

The ATF develops the policies, procedures, tools, and templates
required to achieve the stated purpose and to satisfy corporate
expectations.

Expectations e Provide a means to identify and manage all projects.

e Improve ability to effectively manage and allocate resources.
e Provide the means to ensure all projects are aligned with and
support corporate goals and objectives.
e Provide a means to track actual vs. budgeted project costs.
Business e Improves master planning and capital budget planning
Benefits processes
® Provides an enterprise-wide forecast of future projects
¢ Facilitates the growth of the organization's project
management maturity
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Table 2-3. Standards Task Force Team

Purpose Establish project management standards and methods to be
applied to all projects. The team assists the PMCOoE in the
development, maintenance, and subsequent changes to the
following:

¢ Policies

¢ Procedures

¢ Processes

e Tools and templates

The STF develops the policies, procedures, tools, and templates
required to achieve the stated purpose and to satisfy corporate
expectations.

Expectations e Provide a standard methodology for managing projects
enterprise-wide.

e Provide standard processes, tools, and templates for managing

projects.
Business e Improves efficiency and shortens the learning curve
Benefits e Reduces project timing and cost

e Improves project organization, planning, and management
skills

e Enables tracking of actual vs. budgeted project costs

e Facilitates regular management review of project status

e Aids the growth of the organization's project management
maturity

Authorization Authorization is the formal process for developing
a forecast plan that identifies corporate goals and objectives. This
in turn is translated into a list of prioritized projects documented
as the organization’s portfolio of projects. It includes a formal re-
view and approval process to ensure that company resources
(money and people) are distributed only to authorized projects
that directly support corporate goals and objectives. A process to
adjust the approved portfolio of projects for new opportunities
during the calendar year of the plan is also included.

Standards Standards is the formal acceptance of guidelines that
define common processes, tools, templates, and technology. These
guidelines are to be used consistently across the organization to
manage all authorized projects.
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Table 2-4. Education Task Force Team

Purpose Develop a comprehensive education and training program to
enable the organization to embrace and effectively apply the
project management standards consistently and to achieve
improvements on a continuous basis. Establish:

® Education and training goals

® Education and training requirements

e Education and training curriculum

The ETF develops the policies, procedures, tools, and templates
required to achieve the stated purpose and to satisfy corporate
expectations.

Expectations e Provide a comprehensive education and training program that
effectively distributes project management knowledge and
skills enterprise-wide.

e Provide an internal qualification and certification program for
project managers.

® Provide education and training opportunities in project
management at all levels of the organization.

Business e Improves time-to-market, quality-to-market, and cost-to-market

Benefits ® Reduces project timing and cost

e Improves project organization, planning, and management
skills

* Aids the growth of the organization's project management
maturity

Table 2-5. Readiness Task Force Team

Purpose Establish a project readiness check process to evaluate a project's
“preparedness” to proceed prior to project start-up. The RTF
develops policies, procedures, tools, and templates required to
achieve the stated purpose and to satisfy corporate

expectations.
Expectations  Provide a means to enable projects to be successful.
Business * Ensures project standards are being properly applied to all
Benefits projects

¢ Facilitates creation of a “learning organization” environment
¢ Aids the growth of the organization’s project management
maturity
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Figure 2-2. The Four Critical Elements

Authorization Standards Education Readiness
Defines Defines Defines Defines
Projects Methods Ability Compliance

Education Education includes the development and delivery of
programs to provide the knowledge, skills, and capabilities re-
quired at all levels of the organization to effectively apply the stan-
dards in the management of all authorized projects.

Readiness Readiness refers to the formal processes that ensure
and validate that the required standards, knowledge, and skills are
present prior to project start-up; that work in-process is meeting
project deliverables; and that post-project reviews, including doc-
umentation of lessons learned, are carried out to help ensure the
success of all authorized projects. Readiness also means that con-
tinuous improvement of authorization, standards, education, and
readiness elements occur in a timely fashion.

Summary

Determining the effort required to implement the changes necessary
to satisfty PMCoE implementation goals and objectives demands a
clear analysis of the gap between current conditions and those that
are desired. Several tools for assessing current project management
knowledge and practices were discussed in this chapter.

Creating a charter, developing the scope statement, assem-
bling the project and steering teams are all important first steps in
the process of initiating projects. Charters provide the formal ac-
knowledgement that a project has been approved. The project
scope statement defines the who, what, why, when, and how of the
project. It creates the vision to meet standards of excellence, docu-
ments the goals and objectives to achieve success, and defines
roles, responsibilities, accountability and authority. Establishing a
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PMCOoE should be treated as a strategic initiative, and as such cre-
ating a project steering team is a critical first step that can affect
the final outcome.

Effective communication is critical in the beginning stages of
most projects, and that is especially true for strategic initiatives
that will affect the whole company. Project kick-off meetings pro-
vide an excellent opportunity for management to communicate the
importance of the initiative by visibly showing their commitment
and support for the project. Project kick-off meetings can help re-
move potential resistance for the project that is typically caused by
lack of information. Kick-off meetings provide an excellent oppor-
tunity to involve project stakeholders such as executives, depart-
ment managers, project managers, and other staff members who
will be key players in the PMCoE implementation process. One of
the ways presented in this chapter to involve project stakeholders
is having executive management assign them to a task force team.
Task force teams are responsible for developing the policies,
processes, procedures, tools, and templates for project authoriza-
tion, standards, education and readiness. Active participation in
task force teams creates ownership in the project, which in turn re-
duces or eliminates resistance to changes required to achieve proj-
ect goals and objectives.

Establishing a formalized strategic forecast planning process
that identifies corporate goals and objectives and puts a project
portfolio management process into place to achieve them is the
next step.
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CHAPTER 3

Creating and Managing a Project Portfolio

very journey begins with a destination, or it should, because

without a predetermined destination you would not know that
you have arrived. We are all on a journey through life, and those
who plan their journeys with milestones of accomplishments (goals
and objectives) are typically those who are most successful in com-
pleting each leg of their journey. World-class industry leaders are
those organizations that set high goals and objectives and develop
plans to achieve them. This chapter is about leveraging limited re-
sources to ensure they are used effectively to achieve corporate
goals and objectives.

Identifying Organizational Goals
and Objectives

Having limited resources (people and money) is an aspect of busi-
ness common to every organization. The challenge most of them
share is distributing those resources effectively to achieve the high-
est return on their investment. You would think that identifying
organizational goals and objectives would be an obvious require-
ment, however, that is not the case for many organizations. In
many cases, if it is being done, it is not done very well. There are
many reasons why this effort is ignored or done poorly.

¢ There is no formal process to define corporate goals and
objectives.
¢ Firefighting diverts attention from long-range planning.

35
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e Stated goals and objectives are not qualified or quantifiable.

¢ The development of corporate goals and objectives stops
at the top.

¢ There is no formal measurement process to validate status.

¢ Accountability to achieve goals does not exist.

¢ There is no personal reward for achieving goals nor
penalty for failing to achieve them.

¢ Achieving goals fails to produce desired results.

Defining company goals must start at the top and cascade
down through the organization structure to the individual depart-
ment manager’s goals and objectives. The goals and objectives at
each level of the organization should support the corporate goals
and objectives as well as the goals and objectives of the level it re-
ports to. Establishing goals and objectives is a forecasting activity
that requires significant planning and training to achieve the re-
sults intended. A formalized process must be documented that
identifies the steps taken, roles and responsibilities defined, and
the training provided at all levels of the organization.

Achieving Corporate Goals and Objectives

Companies of all sizes use many methods and techniques with
varying degrees of success. There is, however, a simple but effec-
tive method used by the Donnelly Corporation, a leading auto-
motive supplier of interior and exterior mirrors with headquarters
in Holland, Michigan. Dwane Baumgardner, chairman and CEO of
Donnelly Corporation, wrote a paper entitled, “A Constant State
of Becoming: Management by Planning at Donnelly Corporation,”
published by GOAL/QPC in 1998. This paper discusses the
process, developed by Donnelly, called Management by Planning
(MBP). Mr. Baumgardner presents the purpose and value of the
MBP process in the paper’s introduction.

We are all in a constant state of becoming, which will
happen either by design or by default. I believe that terms
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and management fads like change management, or corporate
renewal, or reengineering often misdirect thinking and ac-
tion on a principal reality of life—all life is change, and we
are in a constant state of becoming. The reason I believe
these management fads are misdirecting is that many of
them present change as an event, a single project or series
of discreet projects each with its own finish line. On the
contrary, I have found change to be a highly systemic and
neverending process. The good news is that we have the
advantage today of being able to manage our becoming.
Pity the dinosaurs who were victims of changes; and I'm
not just talking about T-Rex. How about Studabaker,
Packard, canal builders, railroads, and the A&P grocery
stores? We now have a much greater opportunity to con-
trol our own futures, to be actors not victims, to become
by design not default.

This article is about how our company thinks and acts
on our commitment to continuous growth and perfor-
mance, and a most effective process for managing our
becoming, what we call Management by Planning (MBP).

Baumgardner goes on to state that the company’s operating
philosophy is based on a partnership among five constituents: cus-
tomers, owners, employees, suppliers, and the community they
live in. The MBP process is designed to identify goals and objec-
tives to achieve improvements in each of the five areas, which in
turn result in helping the company become a world-class leader in
its industry.

Baumgardner tells us in his paper “MBP is based on the Japan-
ese system known as hoshin kanri, which owes a debt of gratitude
to Shewhart and Deming.” He goes on to state “I won’t kid you
and tell you that we are doing it perfectly. This process is also in a
state of becoming. However, as a process, it holds tremendous ca-
pacity to manage our growth, involve all our people, and produce
results that exceed the expectations of all our constituents.”
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The Donnelly MBP process is an excellent methodology for
identifying an organization’s goals and objectives. It even has an
element that identifies the “action items” to be taken in the course
of achieving the stated goals and objectives. In my opinion, the
MBP is an excellent methodology for defining worthy goals and
objectives, but stops short by not developing a portfolio of projects
to ensure those “action items” are properly managed.

Hosin Kanri

The following information about the origins of hoshin kanri was ex-
tracted from the Hoshin Handbook, Second Edition (ISBN #0-9651861-
0-5) written by Pete Babich, President, Total Quality Engineering,
Inc. (http:/ /www.tqe.com) and reprinted here with his permission.

Hoshin kanri was developed in Japan to communicate
company policy to everyone in the organization. Hoshin’s
primary benefit is to focus activity on the key things nec-
essary for success. Japanese Deming Prize winners credit
hoshin as being a key contributor to their business suc-
cess. Progressive U.S. companies, such as Hewlett-
Packard and Xerox, have also adopted hoshin as their
strategic planning process. Hoshin meets the intent of the
Malcolm Baldrige National Quality Award criteria for
planning. Simply put, hoshin is a system of forms and
rules that encourages employees to analyze situations,
create plans for improvement, conduct performance
checks, and take appropriate action.

Deming had made a previous visit to Japan in 1947 as
part of an economic survey mission. Japanese and gov-
ernment officials were already familiar with him; there-
fore, the Japanese Union of Scientists and Engineers
(JUSE) asked Deming to provide the expert training.
During a two-month period in June 1950, Deming trained
hundreds of engineers, managers, and scholars. He also
conducted a session for top management. Deming’s lec-
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tures focused on three key areas: the use of the PDCA
(Plan-Do-Check-Action) cycle, the importance of under-
standing the causes of variation, and process control
through the use of control charts.

Through Deming’s training and JUSE’s subsequent
training, Japan began a major effort to improve quality by
implementing statistical quality control (SQC). Initial re-
sults were positive, but Japan entered a period of overem-
phasis on SQC. Engineers continued to push SQC, but
workers resisted, data collection techniques were inade-
quate, and top management did not show much interest.
In 1954, JUSE invited Joseph M. Juran to lecture on man-
agement’s role in promoting quality control activities. Ju-
ran’s visit marked a turning point in Japan’s quality ma-
turity. It shifted from primarily dealing with technology to
an overall concern for total quality management.

Juran pointed out that it was management’s responsi-
bility to lead quality improvement efforts. A key element
of that responsibility was to define the quality policy and
ensure that everyone understood and supported it. Man-
agement saw the company’s planning process as the ve-
hicle to fulfill its responsibility for quality management.
At about the same time as Juran’s visit, Peter Drucker’s
book, The Practice of Management, which described the con-
cepts of management by objectives (MBO), was published
in Japanese.

The Japanese blended Deming and Juran’s teachings
with the concepts of MBO and began their first attempts
at strategic quality planning. Each individual company
created its own planning processes. The Deming Appli-
cation Prize shared best planning practices, and com-
mon themes began to appear. In 1957, Kaoru Ishikawa
published a paper stressing the importance of man-
agement and operational policies. Juran made another
visit to Japan in 1960, emphasizing the responsibility
of management for setting goals and planning for
improvement.

39
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Japanese planning techniques continued to evolve and
improve. In 1965, Bridgestone Tire published a report
analyzing the planning techniques used by Deming
prizewinning companies. The techniques described were
given the name hoshin kanri. By 1975, hoshin was widely
accepted in Japan.

Hoshin began to creep into the United States in the
early 80s. This occurred mainly because some U.S. com-
panies had divisions or subsidiaries in Japan that were
Deming prizewinners. The winning companies include
Hewlett-Packard’s YHP Division, Fuji-Xerox, and Texas
Instrument’s Oita plant. Other U.S. companies, includ-
ing Florida Power and Light, searched for Japanese com-
panies in their industries.

Understanding the origin of the words can provide in-
sight into hoshin concepts. The term hoshin is short for
hoshin kanri. The word hoshin can be broken into two parts.
The literal translation of ho is “direction.” The literal trans-
lation of shin is “needle,” so the word hoshin could trans-
late as “direction needle” or the English equivalent of
“compass.” The word kanri can also be broken into two
parts. The first part, kan, translates as “control” or “chan-
neling.” The second part, ri, translates as “reason” or
“logic.” Taken altogether, hoshin kanri means management
and control of the company’s direction needle or focus.

?ﬁ-}— hoshin = a course, a policy, a plan, an aim

ng kanri = administration, management, control,
charge of, care for

The most popular English translation for hoshin is Policy
Deployment, the term used in most books by American au-
thors. No matter what you call it, however, hoshin is effec-
tive and helps organizations become more competitive.*

*Pete Babich, Hoshin Handbook, Second Edition (Total Quality Engineering, Inc.,
pp. 17-19, 1996)
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Donnelly developed a simple process using the hoshin
kanri concept to document its MBP goals and objectives. Fig-
ure 3-1, management by planning format, shows the primary for-
mat used by Donnelly.

Donnelly developed an Excel spreadsheet application they
used at all levels of the company for its managing by planning
process. The spreadsheet was divided into six sections that con-
tained cells with the following information:

* Section 1—contains the name of the business unit leader
and a pentagon shape signifying the corporate goals and
objectives these five categories would address.

* Section 2—lists the corporate goals and objectives verti-
cally, one per column.

* Section 3—contains a list of the business unit’s goals and
objectives that supported the corporate goals and objectives.

¢ Section 4—contains a matrix of rows and columns con-
taining Xs, which indicated the connections between one
or more corporate and business unit goals and objectives.

¢ Section 5—contains a list of actions that support one or
more business goals and objectives.

* Section 6—contains a matrix of rows and columns con-
taining Xs, which indicated the connections between one
or more business unit goals and objectives and support-
ing actions.

Figure 3-1. Management by Planning Form

Business Unit
7\ Goals and Objectives 7\
(1) N\ (6)
( 3 )
\_/
Business Unit Leader Business Unit
c ‘ Owners Action Items
orporate Employees Customers Projects)

Goals and Objectives

Suppliers Community
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The spreadsheet application also includes separate work-
sheets for each business unit, which contain baseline vs. actual
measurements that track monthly progress towards achieving the
numerical goal identified for each item listed in section 3. Sum-
mary worksheets are also included in the application to provide
running cumulative totals for all of the items listed in section 3.

Establish Project Portfolios

Creating a project portfolio is part of the forecasting process. It in-
volves developing a list of projects that directly support achieving
a business unit’s goals and objectives. The corporate project port-
folio is a combination of the project portfolios created within the
various departments of the company, starting with a corporate
project list and extending down through the organization structure
to the department level.

Compilation of all these lists into a master project portfolio en-
sures that duplications are eliminated and that projects with similar
or competing goals and objectives are identified. In a large organi-
zation this can become a daunting task, especially if a single source
with overall responsibility is not established. One of the roles of the
PMCoE is to manage this task, which is of extreme importance to
the strategic distribution of the company’s limited resources.

The process of developing a project portfolio begins at each
level of the organization after the MBP process has been completed.
Each unit is responsible for creating its own portfolio of projects,
which in turn is summarized and combined with the level above.
Once again this task could become overwhelming in a large organi-
zation if a PMCOoE organization structure were not in place. One of
the benefits of developing and maintaining the project portfolios at
all levels is that over time it will help the organization improve its
ability to understand its capability and capacity to manage work.
Having the ability to quantify the company’s resource capability and
capacity to manage projects is a necessary ingredient for creating the
forecast project portfolio and capital budget plan. Establishing the
corporate and business unit goals and objectives should be based on
a quantifiable knowledge of the company’s resource capacity and ca-
pability to ensure the goals and objectives can be reasonably achieved.
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Capacity and Capability

Most organizations determine their capacity and capability to pro-
duce goods or services with a relative amount of confidence. How-
ever, estimating their capacity and capability to manage work in
the form of projects is another issue altogether. Determining work
capacity and capability is an extremely difficult but important task
that is a critical prerequisite to effectively managing the resources
of the company. The following systems must be in place to accu-
rately determine capacity and capability:

A standard time recording and reporting system
¢ Documentation of workers’ skills and knowledge
Project estimating standards

* A project portfolio management system

Standard Time Recording This is a basic requirement for developing
accurate estimates of the effort it takes to complete various activities.
Accurate estimates are often based on historical information, which
can only be obtained by keeping accurate and timely records. Effi-
ciency and productivity cannot be accurately measured and there-
fore improved without documenting work effort. Implementing time
recording and reporting systems in business areas is usually a hard
sell and is met with a high degree of resistance. Office employees
consider their work to be more flexible and varied with less depen-
dence on specific process regimens, unlike machine or assembly op-
erations in the factory setting. Changing this mindset is not easy, but
it is an absolute requirement for process improvements, both in the
office as well as the manufacturing areas.

Workers” Skills and Knowledge Documenting the skills and technical
or special knowledge of the workers throughout the organization is
needed to determine an organization’s capacity and capability to
perform work. Gathering information concerning employee skills
and knowledge is typically done during the hiring process and the
information is held and managed by the human resources depart-
ment. Skills management has recently become a specialized field
with many of its aspects incorporated into human resources
electronic applications, such as PeopleSoft. Using computerized
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systems allows data to be accessed securely by department man-
agers and others who have been authorized to do so. Skills and
knowledge databases can be used to create resource pools, which
in turn can be used to plan multiple projects not only within de-
partments, but also across the entire company. Establishing the ini-
tial skills and knowledge database is a significant project, which is
one of the reasons why few organizations undertake the effort.
Those that do, however, realize considerable returns on the time
and cost they have invested by improving their:

¢ Ability to quickly match skills and knowledge with
requirements

* Ability to schedule multiple projects requiring shared
resources

¢ Likelihood of transferring critical knowledge

¢ Identification and use of subject matter experts

* Ability to manage critical resources

¢ Identification of missing resources, under- or over-utilized
resources, and under- or over-staffed departments

* Creation and management of resource pools

Project Estimating Standards Developing accurate estimates for
customer quotations and projects is an important step in the process
of winning new business and completing projects on time and
within budget. Keeping accurate records on all projects provides a
historical record on which to base future estimates. Any number
of important metrics can be recorded on most projects. The fol-
lowing are typically the most important:

¢ Actual versus estimated effort to complete project tasks

¢ Number of issues submitted with average time to resolution

* Number of changes requested versus number approved
and average time required to process to resolution

* Number of schedule variances (early/late) reported
during each phase of the project (initiation, planning,
execution, and closing) with average duration of the
variances
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Figure 3-2. Project Actual vs. Baseline Plan

Reporting Period

A
v

s ] FF
AS A7 AF

ps | (7 PF
As 277777 aF

Performance Index Calculations

Reporting PS | AS PF | AF | Total | Total | Performance
Period PSF | ASF Index
dd/mm/yy | 4 2 4 2 8 4 .50
-dd/mm/yy

John Goodpasture and Jim Sumara devised a methodology
for measuring project performance that they presented in a paper
entitled “Time Centric Earned Value—The Next Generation.” The
methodology has some very simple rules and a criterion to ana-
lyze planned versus actual schedule starts and finishes. It is illus-
trated in Figure 3-2.

Simple Rules

e Rule 1: A task is either scheduled or not
e Rule 2: A scheduled task is either started, finished, or
not (There is no partial credit.)
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Criteria for Claiming Progress

¢ Task Start: Predecessor tasks are completed, task is
staffed, resources are in place, and meaningful effort
has begun. Valued as (1) when these conditions are
met; (0) when not.

¢ Task Finish: Task has completed scope; scheduled
successors can begin. Valued as (1) when conditions
are met; (0) when not.
(Recap: Start = 1, Finish = 1, Everything else = 0)

Recognizing Time Performance

e Planned Starts (PS) and Planned Finishes (PF) = (1)
credit for each planned start + (1) credit for each
planned finish in the reporting period

e Actual Starts (AS) and Actual Finishes (AF) = (1)
credit for each actual start + (1) credit for each ac-
tual finish in the actual finish reporting period

e Task Performance Index (TPl ong) = Sum of actuals
divided by planned for the reporting period

e Task Performance Index (TPl.,y) = Cumulative of
actuals divided by planned for the project to date

Project Portfolio Management System A documented process must
be established to provide a means to identify projects that have
been approved versus those that have not. The key elements of a
project portfolio management system are:

¢ Authorization Team, comprising PMCoE and business
unit leaders, established at whatever levels the project
portfolio lists have been set up for; responsible for re-
viewing and approving projects to proceed
¢ Project Submittal Requirements
* Project summary, including its purpose, description,
deliverables, and benefits
¢ Preliminary milestone schedule
* Proposed budget with capital and expense items detailed
¢ Cost benefit analysis (NPV, RRI, ROI, projected cost-
saving benefits)
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* Resource requirements
* Management Project Reviews: project status reviews held
monthly for senior management at each business unit level

Our experience indicates that few companies are very good at
getting a handle on their capability and capacity to manage mul-
tiple projects. This is largely because they may be doing some of the
things noted above, but not all of them, and all of them are neces-
sary to do an adequate job. The result is usually that expectations
for projects to be completed on time and within budget are often
not met because the ability to judge capacity and capability to de-
liver are inadequate.

Implementing an MBP or similar process and creating a mas-
ter project portfolio helps quantify the work that needs to be done
in order to achieve goals and objectives. By themselves, however,
they do not validate the organization’s capacity and capability to
complete the work within the confines of the fiscal year plan.

The Project Portfolio and Capital Budget Plan

A sample project portfolio and capital budget plan process are
shown in Figure 3-3, Table 3-1, and Table 3-2. This process is used
as a strategic planning process (SPP) in conjunction with the MBP
process as a generic process adaptable to any organization.
Creating a master list of projects takes lots of work the first time,
but becomes easier, like most new processes, the more times it is
done. The benefits of creating and maintaining the project portfolio
will quickly become evident to the executives and managers who
have the responsibility to manage the resources assigned to them.

¢ Projects are prioritized, making resource planning easier

* Planning department resource requirements becomes eas-
ier with fewer changes

¢ Coordination of resources between departments becomes
easier

¢ Project scheduling becomes more reliable

* More projects are completed on time and within budget
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Figure 3-3. Strategic Forecast Plan Process

Goals and Zﬂﬁ?
Objectives template Project
form budget
template

A4

Identify ]
Business C;rgjglcette Prioritize Create project Complete
Unit Goals profiles projects portfolio preliminary
and management report project budget
Objectives

O © & &

A 4

Submit to Complete
CMT for capital
approval budget plan

A
"
I

YES

See project

initiation Approved > ¢——

D,

Effectively managing resources is usually high on every man-
ager’s list, and projects typically account for a large segment of the
work done in most office departments.

New Opportunities
A formal process must be created to manage new opportunities as

they arise during the master plan’s fiscal year. Figure 3-4 and
Table 3-3 provide an example of such a process.

Managing the Project Portfolio

Visibility and ready access to information regarding projects in
progress are two important aspects of managing the portfolio. A
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Figure 3—-4. Project Request/Authorization Process

Project Project
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profile I Reject project project list

@ Proceed to

project initiation

master project list in a table format that contains the following in-
formation is an easy but effective system to create and maintain.

¢ ID#—Identification number assigned to each approved
project

* Name—Short name by which the project will be known

¢ DEPT—Department manager who owns the project

* PM—Project manager or team leader assigned to the project

¢ SD—Start date (P-dd/mm = planned, A-dd/mm = actual)

¢ ED—End date (P-dd/mm = planned, A-dd/mm = actual)

¢ SIZ—Estimated duration of the project in months

¢ PHZ—Current phase the project is in (INT = initiation,
PLN = planning, EXC = execution, CLS = closing)

¢ STAT—Current status of the project (color coded: green =
on schedule, yellow = potential for variance, red =
overdue)

¢ CAL—12 monthly columns with plan colored light blue
and progress colored black)

See the template PMMG 1.11 in Appendix B for an example.
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There are many ways to provide access to this kind of
information:

e Maintain the table in an electronic file on the

LAN/WAN system with access determined by the
system administrator.

e Post the information on an Internet Web site created and

maintained by the PMCoE.

¢ Provide the information through a “dashboard” feature

available from several software vendors.

A monthly management review of projects is another impor-
tant method of providing visibility. It also facilitates the update of
the master project list. Monthly reviews with the managers of the
business units facilitate communications among managers con-
cerning project status and create a heightened awareness of criti-
cal issues. The fundamental requirements for successful monthly
project reviews include the following rules.

Manager attendance is mandatory. If a schedule conflict
occurs, a delegate represents the department.

Project managers present the project status, if possible.
If not, a team delegate represents the project manager.
Project status is based on the progress since the previous
report.

Projects are reviewed in four categories: (1) new projects,
(2) projects in-progress, (3) completed projects, and

(4) future projects. The following details should be
reported:

. New projects (those that have started since the previous

report)

v Scope of work is reviewed

v Overview of project schedule

v Major project risks

v Anticipated benefits

Projects in-progress

v Current status (green = on time, yellow = running
late, red = overdue)
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v Project performance Index (monthly and cumulative)
v/ Critical issues needing resolution

3. Completed projects
v Final status (green, yellow, red)
v/ Cumulative performance index
v Benefits achieved and lessons learned

4. Future projects: anticipated to start in the next two
months with mangers providing an overview of the
project
v Project purpose, description, other departments being

affected

v/ Preliminary milestone plan

The project portfolio management List is updated and min-
utes are published and distributed electronically within two days
following the meeting.

PMCoE Logo

This chapter began with a reference to taking a journey and the im-
portance of knowing the destination before beginning the trip. The
concept of establishing formalized processes that help organize,
plan, manage, and control the use of limited resources is critical to
continued growth and in some cases the very survival of a com-
pany. Authorization is a foundation-building element that en-
sures alignment of projects with strategic goals and objectives.
The institutionalization of project management occurs when the
environment enables all of its employees to embrace its best prac-
tices as the normal way to do the work they do on a daily basis.

The integrity and stability of a four-legged stool depends on
the strength of each leg as well as the connections (cross braces)
between the legs. If one or more of the legs are weaker or shorter
than the others, the integrity and stability of the stool is compro-
mised and at risk of failure. The formation of a project manage-
ment center of excellence is very similar to a four-legged stool with
similar characteristics, each having four supporting elements (legs).
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Figure 3-5. PMCoE Logo

Enterprise-wide
Project Management

Standards
Education

Authorization
Readiness

The integrity and stability of the PMCOoE, like the stool, also re-
quires equally strong and integrated supporting elements that are
needed to facilitate the distribution of project management best
practices enterprise-wide, as illustrated in Figure 3-5, the PMCoE
logo, which is a stylized four-legged stool.

Summary

Effective distribution of corporate and business unit resources to
manage projects is predicated on first establishing a formalized
process to determine goals and objectives. This chapter discussed
a method called Management by Planning that has proven to be
very effective for one organization. Quantifying your capability
and capacity to manage projects is a critical part of that process.
Measuring project productivity and performance is a necessary
part of determining your capability and capacity to complete proj-
ects on time and in budget. Instituting a project portfolio manage-
ment process is a decisive requirement for successfully imple-
menting project management best practices.



CHAPTER 4

Key Ingredients of a Methodology

fficiency, proficiency, continuous improvement, and best in

class are goals that in large part depend on a consistent appli-
cation of procedures. These procedures, whose actions are guided
by a regimen, are commonly referred to as standards. Standards are
documented processes that, when universally adhered to, gener-
ally result in the successful achievement of goals. The importance
of establishing and following standards is not always clearly un-
derstood by workers at all levels of an organization. However, the
ability to achieve goals on a consistent basis lies in the unvarying
adherence to the use of standards by everyone. There has been a
shift in recent years in the area of nontechnical business processes
away from standards documentation that describes the rules and
procedures to be followed in infinite detail toward guidelines,
which allow more flexibility in how they are applied and contain
less detail. This is particularly true of project management method-
ologies. The trend in the past was to create multiple volumes of
documentation describing project management procedures in ex-
cruciating detail with the thought that the standards would be
used as training documents as well as standards to direct the
management of projects. The only thing this approach to project
management standards documentation did effectively was to
gather dust.

The goal of the PMCOoE is to establish modern project man-
agement knowledge and skills as a core competency requirement
throughout the organization. Successful achievement of this ag-
gressive goal requires a well-designed and implemented set of
project management methodology guidelines.
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Key Ingredients

The American Heritage Dictionary of the English Language de-
tines methodology as “a body of practices, procedures, and rules
used by those who work in a discipline.”

Many of the project management methodologies attempt, but
fail, to make strong connections to the Project Management Insti-
tute’s (PMI®) Project Management Body of Knowledge (PMBOK®)
Guide. These guidelines are universally recognized and accepted
as the project management methodology standard, providing guid-
ing principles for managing projects. This failure is due in part
to a mistaken perspective, held by more than a few, that the
PMBOK® Guide is itself a methodology for managing projects. The
PMBOK® Guide is not a methodology, but a set of guidelines that
identify specific practices, principles, techniques, and tools for
managing projects of all sizes and types, regardless of industry.
The difficulty companies encounter lies in their inability to trans-
late the PMBOK® Guide into an effective methodology to help
project managers and teams apply the PMBOK® Guide. The focus
is typically on product development processes rather than project
management processes to manage the work to make the deliver-
ables required to create the products. These guidelines typically
address critical milestones to develop new products with the em-
phasis on engineering requirements, customer requirements and
industry and governmental regulations.

There is a misconception by some in the profession that the
PMBOK® Guide needs to be expanded to become more relevant to
various industries. There is common agreement that methodologies
are needed to guide the development of products and services, and
there is no argument that project management methodologies are
necessary to ensure that new product development projects are
properly managed. The simple answer lies in translating the
PMBOK® Guide into a methodology that addresses the needs of
the environment in which it will be used. The PMBOK® Guide is
designed to be general in content, whereas a methodology is more
industry specific since the application of project management prac-
tices is focused on the project or the industry where it is applied.



Key Ingredients of a Methodology 59

Generic Methodology

Section two of this book contains a sample generic project man-
agement methodology guideline (PMMG) that is based on the
PMBOK® Guide five process groups. Each section of the PMMG
contains one or more core processes including tools and templates.
An education and training section is also included to identify the
requisite knowledge and skills to enable an individual to effec-
tively apply the PMMG core processes. A graphical representation
of the various elements of the PMMG is shown in Figure 4-1.

Table 4-1 summarizes the table of contents for the PMMG.
Each of the PMMG chapters contained in Section II (Chapters 8-13)
are organized around the following paragraph headings:

Section Overview

Core Process Description
Process Tools and Templates
Process Flow Diagram

Process Step Descriptions table
RRAA Matrix table

The first PMMG section addresses processes that control the
creation and management of the portfolio of projects. Sections 2
through 5 reflect the PMBOK® Guide core process groups that
identify, plan, coordinate, monitor, and end projects in an orderly
fashion. The last section contains an appraisal of core competency
goals and lays out an education and training program to achieve
those goals across the organization.

Figure 4-1. PMMG Diagram
Project Project Project Project Project
Authorization Initiation Planning Execution Closing

T ﬁﬁﬁﬁ

| Standards and Methods

| Education and Training |
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Table 4-1. Methodology Contents

ID PMMG Sections Core Processes

1 Project Authorization Annual project planning and capital budget
development process
Project request/authorization process

2 Project Initiation Project initiation process
3 Project Planning Project planning process
4 Project Execution Project progress reporting cycle process

Project issues resolution process
Project change control process
5 Project Closing Post project review process
Metrics reporting process
6 Education and Training Education and training goals
Education and training requirements
Education and training curriculum synopsis

An effective general purpose project management methodol-
ogy guideline (PMMG) contains the following necessary ingredi-
ents, starting with an introduction that includes:

¢ Vision—inspiration it is trying to impart

* Purpose—how it will enable the organization

¢ Implementation—what it will enable

¢ Key definitions—clarification of common terms

* Methodology overview—layout of the contents

¢ Core process integration—initiation, planning, execution,
control, and closing

* Process group definitions—initiation, planning, execution,
control, and closing

* Project levels—scaling requirements of projects

* Project classifications—creating categories for requirements

¢ Controlling processes—key processes that vary by project

* Core process/classification matrix—match processes by
classification

The remaining sections include:

* Project authorization—project portfolio management
processes
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* Project initiation—project start-up processes

* Project planning—project planning and readiness
processes

* Project execution—status reporting and controlling
processes

¢ Project closing—project wrap-up processes

¢ Education and training—knowledge and skills
requirements

¢ Appendix—project tools and templates

Creating Classifications

A project management methodology should add value to the
process of managing projects rather than simply providing ad-
ministrative functions. It isn’t practical or necessary to require all
projects, regardless of size, complexity, duration, etc., to the use all
39 core and facilitating processes identified in the PMBOK® Guide.
Use of project management processes should be scaled to fit the
need for ensuring adequate controls are in place.

In some cases, it may make sense to modify certain process
requirements and/or tools. For example, the scope statement or
capital authorization request (CAR) may be adjusted for specific
projects to ensure that requirements are scaled to add value and
not unnecessary paperwork. These decisions should be made on a
case-by-case basis. A classification system should establish guide-
lines to help define the minimum requirements for projects that
meet different criteria and to ensure that the scaling of require-
ments is done on a consistent basis.

Table 4-2 shows a system created for an information technol-
ogy center of excellence that classifies all projects into one of five
levels based on three primary factors: project budget, project du-
ration, and project boundaries. The first and third factors have
more weight in determining classification than the project dura-
tion. These factors are used as general classification guidelines;
however, other factors, such as the project’s importance (strategic
status) to the organization may influence a project’s assignment to
a higher classification level. The project classification matrix table



62 Building Project Management Centers of Excellence

Table 4-2. Project Classification Matrix

Project Classification Factors

Duration
Level Budget Amount (Months) Boundaries
One $0 0-3 Intradepartmental
Two <$20K <3 Intradepartmental
Three $20-$100,000 3-6 IT cross-functional
Four $100,000-$250,000 6-12 Interdepartmental
Five >$250,000 >12 Global

illustrates how some simple factors can be used to determine the
minimum requirements for projects in the five classifications.

Minimum Requirements
for Early Implementers

Take small steps at the beginning and don’t expect everyone to un-
derstand or appreciate the value of this new approach to manag-
ing projects. This is especially true if a formalized approach to
managing projects is nonexistent. In this case, it is very important
to focus on introducing minimum requirements at the start; other-
wise efforts to get people to embrace the methodology will be
viewed as unnecessary administrative tasks adding more man-
agement controls that increase an already overwhelming work-
load. We do not suggest that the methodology contents be re-
duced, but rather that initial requirements be limited until the
PMCoE determines that the organization is ready to begin using
more of the processes.

An article written by Tom Mochal entitled, “The Value of
Project Management,” discusses many of the same issues we
have discussed in this and previous chapters. It also provides ex-
cellent rebuttals to those individuals who question the value of
project management. Excerpts from the www.tenstep.com Web
site are reprinted here with the permission of the author and the
Web site.
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Overcoming Resistance

Good project management discipline is the way to over-
come many shortcomings. Having good project manage-
ment skills does not mean you have no problems. It does
not mean that risks go away. It does not mean that there
are no surprises. The value of good project management
is that you have standard processes in place to deal with
all contingencies.

Project management processes and techniques are used
to coordinate resources to achieve predictable results. How-
ever, it should be understood up front that project man-
agement is not totally a science, and there is never a guar-
antee of success. Because projects involve people, there is
always complexity and uncertainty that cannot be ab-
solutely controlled. So, project management is also partly
an art that requires flexibility and creativity to be success-
ful as well. It is a science because it relies on proven and
repeatable processes and techniques to achieve project suc-
cess. It is an art because it has a lot to do with managing
and relating to people. Therefore the project manager also
must rely on people management, good judgment, inter-
personal skills, and personal intuition. A good project man-
agement methodology provides a framework, process,
guidelines, and techniques to greatly increase the odds of
being successful, and therefore provides value to the
project and the project manager.

The value proposition for project management goes
something like this. It takes time and effort to proactively
manage a project. This cost is more than made up for over
the life of the project by:

¢ Resolving problems more quickly

¢ Not working in areas that are outside of the scope
of the project

* Resolving future risk before the problems occur

¢ Communicating and managing expectations with
customers, team members, and stakeholders more
effectively

¢ Building a higher quality product the first time
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People who complain that project management is a lot
of “overhead” forget the point. Your project is going to
face issues. Do you want to proactively resolve them or
figure them out as you go? Your project will face poten-
tial risks. Do you want to try to resolve them before they
happen, or wait until the problems arise? Are you going
to communicate proactively or deal with conflict caused
by lack of project information? Are you going to manage
scope or let scope manage you? Are you going to build
quality into your process, or fix problems later when
they will be more costly to resolve? The characteristics of
the project are not going to change whether you use a
formal project management process or not. What changes
is how the events are dealt with when the project is in
progress. Are they dealt with haphazardly and reac-
tively? Or proactively with a smoothly running process?

After reading this, you might wonder why everyone
does not utilize good project management techniques.
Or you might think about yourself. Why aren’t you us-
ing them? There are probably a couple reasons.

Good Project Management Requires an
Upfront Investment of Time and Effort

Many people consider themselves to be “doers.” They
might not be as comfortable with their planning skills.
Many times there is a tendency to discuss a problem,
and then go out and fix it. This works when you have a
five-hour change request. It doesn’t work on a 5,000-
hour project. Resist the urge to jump right in. The proj-
ect will complete sooner if you properly plan it first, and
then have the discipline to manage the project effectively.

Your Organization Is Not Committed

It's hard to be a good project manager in an organization
that doesn’t value project management skills. For instance,
if you take the time to create a project definition document,
and your client asks why you were wasting your time do-



Key Ingredients of a Methodology

ing it, then probably you are not going to be very excited
about the planning process on your next project. To be ef-
fective, the entire organization must be behind it.

You Don’t Know How To

Sometimes it’s not a matter of will, but a matter of skill.
Sometimes people are asked to manage projects without
the training or the experience necessary. In those cases,
you struggle without the right tools or training to man-
age effectively.

You May Have Been Burned (or Buried)
in the Past

A common criticism of methodology is that it is cum-
bersome, paper intensive, and takes too much focus away
from the work at hand. Sometimes this criticism is a fea-
ture of the first bullet point. Other times, it is a legitimate
concern caused by not scaling the methodology to the
size of your project. For instance, if you were required to
develop a fifteen-page project definition even if your
project is only 250 hours, you may have been turned off.
This is not usually a methodology problem as much as
it is a misapplication of the methodology.

There Is a Fear of Control

Many people like to be able to solve problems and do
their jobs creatively with a minimum of supervision.
They might fear that formal project management tech-
niques will result in tight controls that will take the fun
out of the work. Common processes and procedures do
eliminate some of the creativity in areas where you prob-
ably don’t want it in the first place.

Although these may be reasons to be hesitant about us-
ing project management, they must be overcome. If you
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are new to this subject, you need to first understand the
value proposition. If the result of project management
were that projects would complete slower, cost more,
and have poor quality, it would not make sense to use
it. However, the opposite is true—using sound project
management techniques and processes will give you a
higher likelihood that your project will be completed
on time, within budget, and to an acceptable level of
quality.

That being said, when you use a project management
process, be smart. Don’t build the project management
processes for a ten million dollar project if your project
is only ten thousand dollars. Consider all aspects of how
to manage a project, and build the right processes for
your size project.

Four elements of project management knowledge areas are
truly fundamental and critical to managing projects successfully.
That is not to say the other five are less important, because they
aren’t; they just don’t have the same degree of impact as the fol-
lowing four. They are development and maintenance of a:

® Scope statement

¢ Baseline schedule

¢ Communication plan
¢ Risk assessment

If an organization is taught to properly use these tools con-
sistently and effectively the result will be more projects being com-
pleted successfully. Success is an enabler that reduces resistance
from those who doubt the value that project management practices
can provide to the organization, and it helps speed up the adop-
tion of the other methodology processes.

Scope Statement The scope statement identifies the project by
name; provides an identification number; date and name of the
preparer; customer representative; project sponsor; and project
manager. It also identifies the project stakeholders, project team
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members, and steering team members (if one is required). It
provides brief information on the corporate goals and objectives
it supports, the purpose for the project, a description of what
will be done, the anticipated business benefits and how they will
be measured, and high-level requirements, specific inclusions
and exclusions, project deliverables, constraints, assumptions,
and critical success factors. A proposed project budget and
project milestone plan along with spaces for customer represen-
tative, sponsor, project manager, and PMCoE approval signa-
tures and dates are included. A scope statement change log
table is added at the end of the document to record subsequent
revisions.

Baseline Schedule ~An effective project management baseline sched-
ule contains a common organization structure that uses common
summary level descriptions. These facilitate the ability to create a
master schedule with all of the projects rolled up to the highest
summary levels: initiation phase, planning phase, execution phase,
and closing phase. Figure 4-2 shows the basic outline of a baseline
schedule template.

Communication Plan  The communication plan is used to plan spe-
cific communication events that are repeated throughout the proj-
ect life cycle, such as: project progress report meetings, steering
team meetings, management review meetings, etc. The communi-
cation plan identifies the project by name, identification number,
communication event, facilitator, purpose, timing/frequency, par-
ticipants, location, and method of communication.

Risk Assessment Risk assessment provides a means to document
and rate project risk probability and impact and to establish pri-
ority ratings. The tool identifies the project by name, identification
number, and date completed. The risks are numbered, briefly de-
scribed, associated with a project task by description and schedule
line number, determined to be an internal or external risk, and
accompanied by a brief description of actions required and con-
tingency plans (if the rating requires).
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Figure 4-2. Baseline Schedule Template

1.0 Project name
1.1 Project authorized start date
1.2 Project initiation phase
1.2.1 Project preparation

1.2.1.1 Prepare scope statement
1.2.1.2 Prepare baseline plan
1.2.1.3 Establish reporting cycle
1.2.1.4 Prepare communication plan
1.2.1.5 Establish issue resolution procedures
1.2.1.6 Establish change control procedures
1.2.1.7 Establish project documents control
1.2.1.8 Define project roles and responsibilities
1.2.1.9 Develop risk management plan
1.2.1.10 Develop project metrics plan
1.2.1.11 Complete readiness review

1.3 Project planning phase

1.4 Project execution phase

1.5 Project closing phase

1.6 Project complete

Note: The tasks 1.0 through 1.2.1.11 are common to all project schedules,
but the tasks listed below items 1.3 through 1.5 vary depending on the
project.

It is strongly recommended that all tools and templates be
standardized and used without modification. Modifications to
standard templates must be restricted to a documented process,
otherwise a proliferation of multiple variations will occur and the
“standard” will no longer exist. Don’t assume that the value of
common processes is understood. In some organizations, there
may be “pockets” where some level of project management prac-
tices are being followed, and they will have tools and templates
that have been well accepted by most of the people in that unit.
The strongest resistance to start using common tools and template
formats comes from these areas. One of the best ways to remove
resistance is to get those who have “ownership” of their templates
involved in the process of creating the corporate standards.

Appendix B contains examples of these four templates as well
as all others associated with the PMMG. The templates are also on
the CD-ROM included with this book.
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Distributing a Project
Management Methodology

The initial distribution of the methodology should be by a face-to-
face presentation. Subsequent distributions of updates can be ac-
complished by placing the document file and associated templates
on company LAN/WAN system in an area that is accessible to
everyone. These should be read-only files. They could also be in-
cluded on the PMCoE intranet Web site as downloadable files. In
either case, the PMCOE secures the master copies of the method-
ology and associated templates for version control.

Face-to-face sessions require more time and planning than
just making the documents available on the LAN/WAN or in-
tranet. It is necessary to allow for a detailed review and discussion
of the material, which is crucial to guaranteeing that the purpose
and use is clearly understood. The business unit leader should dis-
tribute a personal communication to the organization stating that
all department managers and those assigned to leading or manag-
ing projects are required to attend these sessions. The material can
usually be covered in one two-hour session: the first hour is used
to review and discuss the methodology document in detail; the
second hour is used to review the proper use of the associated
templates. The steps taken to prepare for the session are shown in
Table 4-3.

Table 4-3. PMMG Distribution Plan

Action Responsible Description of Action

Contact List PMCoE Contacts all department leaders and requests
a list of their project leaders and project
managers.

Purpose PMCoE Prepares and distributes a statement

describing the session, including content,
objectives, and anticipated learning
outcomes. Publishes the announcement on
the PMCOoE intranet Web site (if one exists)
in case others have an interest in
participating.

continued
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Description of Action
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Table 4-3. (Continued)

Action Responsible

Mandatory Business
Attendance Unit
Announcement Leader

Registration PMCoE
Request

Establish Session
Lists

Registration
Sign-up

Notification

Plan For Changes

Handouts

Reserve Facilities
Hold Sessions

Recognition

PMCoE

Participants

PMCoE

PMCoE

PMCoE

PMCoE
PMCoE

PMCoE

Issues a personal communication to the
organization that all department leaders,
project leaders, and project managers are
required to attend a PMMG distribution
session.

Prepares and distributes a session registration
announcement two weeks before first date
offered with multiple dates and times
provided. Participants are asked to select
their first, second, and third date/time slot
choices. Limit time to respond to 24 hours.

Summarizes the registrations, selects dates
and times based on a group size limited to
6-8 people, which encourages more
participation.

Provides their name, department, position,
phone number, and choices; first, second,
and third.

Notifies participants of their assigned session
date and time within 24 hours of
registration closing so they can finalize
their schedules and block out the time.

Anticipates changes to the list because they
will occur. Plan on scheduling a catch-up
session, but don't publicize it before the
last class is completed.

Prepares copies of the PMMG manual—
including copies of all the associated
templates—for each participant.

Reserves the meeting room(s) at least two
weeks in advance of the first meeting.

Holds sessions with great enthusiasm and
have fun.

Publishes a list of participants on the
PMCoE intranet Web site and sends
personal messages of appreciation to each
participant.
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Summary

Documenting formalized project management standards in the
form of a methodology, common processes, tools, and templates is
a prerequisite to distributing the disciplines and best practices of
this important business function across the organization. Using ba-
sic characteristics to classify projects into several categories pro-
vides a way to “scale” requirements to fit the project where they
add value rather than impose unnecessary controls. Initial distrib-
ution of the standards is best done in face-to-face sessions to en-
sure they are reviewed in detail and clearly understood. It also
provides an opportunity to answer questions and give specific in-
structions in their proper use.
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CHAPTER 5

Education and Training; Critical Success Factors

roviding basic training is the important next step after intro-

ducing the project management methodology guidelines
(PMMG). Most organizations struggle and resist using the PMMG
and the associated templates if some basic training in the funda-
mentals of project management is not provided immediately fol-
lowing the initial distribution of the standards. It does not make
much sense to publish a methodology that represents a totally new
concept to many of the users and expect them to willingly start us-
ing it on their own.

Completion of a project management fundamentals class
should be a mandatory minimum requirement for all department
managers, project managers, and team leaders. A project manage-
ment fundamentals class should include:

* The history of project management as a profession

¢ Definitions of key word and terms

* Review of the PMBOK® Guide framework

* Overview of scope management processes and templates

¢ Overview of time management processes and templates

* Overview of communication management processes and
templates

¢ Overview of risk management processes and templates

¢ Introduction to use of scheduling software (MS Project
98/2000)

Basic training with this content delivered with both lecture
and hands-on exercises can be covered comfortably in one two-day
session or four half-day sessions. The planning process outlined in
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Chapter 4 for the initial distribution of the PMMG is an excellent
process to follow when planning and scheduling basic training
classes.

The Importance of Education and Training

A comprehensive project management education and training pro-
gram is necessary to meet the needs of the organization’s general
population, project team members, project managers, and man-
agement staff at all levels.

If modern project management knowledge, skills, tools, and
techniques are not being commonly applied in the management of
projects, resulting in projects that are not meeting customer’s ex-
pectations for cost, time, and quality, a strong case can be made for
formal education and training.

Education and training to learn special skills are generally in-
cluded in the annual budget in most companies, especially in the
areas that require technical knowledge to do the job. Yet manage-
ment in many organizations is reluctant to earmark funds specifi-
cally for project management training. There is a general expectation
that untrained and inexperienced employees assigned to manage
projects will be able to meet time and cost objectives on a consistent
basis because they are often subject matter experts in a technical area,
such as engineering or information technology. Formal education
and training, however, are critical success factors in the consistent
completion of projects that exceed customers’ expectations.

Elements of an Education and
Training Program

A comprehensive project management education and training pro-
gram is based on establishing the following requirements:

* Business objectives
¢ Performance objectives
¢ Competencies
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¢ Knowledge
e Skills
o Attitude

Table 5-1 shows the education and training format used to docu-
ment the requirements of the education and training program.

Section II, Chapter 14 contains an example of a comprehen-
sive education and training program that addresses the needs of
an organization’s general population, team members, project man-
agers, executives, and managers in three areas: knowledge objec-
tives, learning objectives, and assessment methods. The program
also identifies the level of learning required of each audience, and
validates the effectiveness of the education and training in each
area for the four primary audience groups.

Table 5-1. Education and Training Goals Requirements
General Team Project Functional
Goals Population Members Managers Managers
Business Support the Support the Manage projects  Improve project
Objectives goal to goal to that are success and
establish establish completed on productivity.
project project time and Achieve
management management within budget corporate
as a core as a core and meet or strategic
competency competency. exceed planning
and achieve customer goals and
a world-class expectations. objectives
proficiency. through
effective
project
management
practice.
Performance Conversant Consistent Consistent use Proactive
Objectives awareness application of the support of
of the of project methodology the use of
methodology management to manage methodology
as the project processes as projects. on all
management documented projects.
standard. in the
methodology.

continued
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Table 5-1. (Continued)
General Team Project Functional
Goals Population Members Managers Managers
Competencies Have Demonstrate Demonstrate Establish
conversant effective effective prioritized
knowledge of application application department
the principles of project of the project
and practices management methodology portfolio and
of project processes as processes to effectively
management. contained in complete utilize the
methodology. projects on methodology
time and to manage
within budget. the work.
Knowledge Familiarity Working Working Working
with project knowledge of knowledge of knowledge of
management project project project
terms and management management management
acronyms. processes as processes as processes as
contained contained contained
in the in the in the
methodology. methodology. methodology.
Skill Demonstrate Demonstrated Demonstrated Demonstrated
a basic ability to ability to ability to
understanding effectively effectively effectively
of the project apply project apply and support and
management management lead others in enforce the
processes. processes the application application
contained of project of project
within the management management
methodology. processes processes
contained contained
within the within the
methodology. methodology.
Attitude Accept Show a desire Show a desire Support and
management’s to effectively to effectively encourage
goal to apply project apply project the adoption
establish management management of project
project practices practices management
management at a core at a core com- as core
practices competency petency level. competency
as a core level. organization
competency goal.
across the

organization.
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The Internal Project Management
Certification Program

In 1984 the Project Management Institute® (PMI) began a certifica-
tion program for certifying project managers with the designation
of Project Management Professional (PMP®). This certification is
recognized by organizations worldwide as a respected credential,
the first such program of its kind to achieved ISO-9000 certification.
An increasing number of organizations use the PMP® as a baseline
requirement for assigning or hiring project managers to manage
projects of any significance. Many of these same companies have
also developed their own internal qualification and certification
programs for developing project management knowledge and
skills. The knowledge and experience required to obtain PMP® cer-
tification is not specific to any one industry, but rather focuses on
the application of processes, tools, and techniques contained in the
PMBOK® Guide. Therefore, internal programs typically include
PMP® certification as well as additional industry-specific training
in the application of project management practices.

Internal qualification and certification programs are typically
developed as a means to establish a project management career
path within the organization. It is through this career path that the
organization develops its own project management professionals
for the future. Establishing the project management career path
provides many benefits; for example, it

Influences retention of valuable employees

¢ Convinces new job candidates to join the company
¢ Increases management skills enterprise-wide

* Motivates continuous improvement actions

* Improves project performance at all levels

The first step in this career path is qualification, which designates
the individual has successfully demonstrated he or she has met the
knowledge requirements of that level. Certification is achieved
by demonstrating proficiency in applying the knowledge and
skill learned at that level on one or more projects. Certification is
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Table 5-2. Certification Requirements

Program Step Project Classification Time
Entry Levels one and two 6 months
Intermediate Levels three and four 1 year
Advanced Level five 2 years

required at each level prior to advancing to the next step in the
program. Table 5-2 shows the correlation between program certi-
fication and project classification, which is defined in the project
classification matrix table shown in Chapter 4, Table 4-2.

Developing the Education and
Training Program

Developing a project management education and training pro-
gram is approached much like you would any other subject mat-
ter. There is a plethora of companies in the market place whose
business is providing project management education and training.
Most of them offer to customize their offerings to meet your spe-
cific needs. Most consultants want to sell you a package rather
than spend the time to first understand what you really need. This
is understandable because time is money and most companies are
reluctant to pay outside consultants to develop customized edu-
cation and training programs.

Performing the surveys and assessments presented in Chapter
2 provides valuable information to establish the baseline of current
knowledge and skills. Bringing in outside consultants to perform
the surveys and assessments typically produces more accurate and
usable information. The other option is to use the tools presented
in Chapter 2, or something similar. Analyzing the gap between the
baseline and goal requirements provides the details needed to de-
velop an effective curriculum. This requires a significant amount of
knowledge and experience that is seldom found in-house. Thus this
is one area where hiring outside consultants can produce better re-
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Figure 5-1. Project Management Education and Training
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sults faster and in the long run cheaper than trying to do it in-
house. The key to getting the best return on your investment when
using outside consultants is to clearly define your requirements
and expectations for them, work with them to develop a detailed
plan for each step of the process, and review their progress on a
regular basis. In other words, apply good project management
practices throughout the project life cycle.

Figure 5-1 shows another approach that some organizations
have used to provide excellent results.

Summary

Education and training are cornerstones of the foundation that
supports the successful adoption of project management best prac-
tices. It will surely fail if management does not support the devel-
opment and implementation, both financially and practically, by



80 Building Project Management Centers of Excellence

their participation. Finding skilled and experienced project man-
agers in the job market today is very difficult, especially those who
are PMP® certified. Retention and “growing your own” is the key
to meeting your current and future needs, because their availabil-
ity on the open market will increase slowly while the demand will
continue to grow faster as more and more organizations adopt
project management as a core business function.



CHAPTER 6

Ready-Set-Go!

Last but not least, the fourth element of the PMCoE supporting
structure is readiness. Determining readiness is the last thing
done just before work on the project begins to complete deliver-
ables. Evaluating readiness also occurs on strategic projects between
project phases and at the end of the project (see Figure 6-1). Per-
forming readiness checks is similar to checking the car over before
you start off on a long trip; it doesn’t keep bad things from happen-
ing, but it does provide some comfort and reduces the risk of things
going wrong. Readiness checks are needed the most in the early
stages of implementing the methodology. Once the organization’s
project management capability has matured, say to level three (more
about this in Chapter 7), the initial readiness check by the PMCoE
could be reduced to periodic reviews as deemed necessary.

It usually takes a while for organizations to become accli-
mated to new business processes and comfortable to the point that
some degree of proficiency is attained. Experience has shown that
implementing a project management methodology usually en-
counters some degree of resistance from project managers who feel
concerned they might not “get it right” the first time or they just
want to “get on with it,” believing readiness checks are an unnec-
essary waste of time. Some executives and department managers
may also believe this process isn’t needed and just slows the proj-
ect down. A good way to counteract these forms of resistance is to
point out that readiness checks are not performed to evaluate per-
formance—there are no good or bad grades assigned. They are
done to help the project team ensure that it is properly prepared
to achieve success before work begins, which saves time and money
in the end.

81
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Figure 6-1. Project Review Process
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Performing a Readiness Review

It is preferable that the full project team, project customer repre-
sentative, and project sponsor be present and participate in the
readiness check. Having the customer and sponsor attend the
readiness review communicates the importance of being prepared
to everyone. The review process also provides another opportu-
nity to validate that customer requirements and expectations have
been communicated and are clearly understood by the proj-
ect team. The process is shown in Figure 6-2 and explained in
Table 6-1.

Table 6-2 is an abbreviated sample of the readiness review
form that is signed by the project customer representative, project
sponsor, project manager, and PMCoE representative to authorize
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Figure 6-2. Readiness Review Process
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the project to proceed. A complete version of the form is included
in Appendix B as PMMG template 1.10.

Additional project reviews are held between project phases
on larger strategic projects. The customers’ representative, project
sponsor, project manager and team members, and the PMCoE

Table 6-1. Readiness Review Process Description

Step Responsibility Action Taken

1. Schedule Project Manager Contacts PMCoE 3-4 weeks before
meeting date to schedule the review.

2. Documentation Project Manager Submits copies of all the required
process documents to the PMCOoE a
minimum of two weeks before the
meeting.

3. Meeting PMCoE Chairs the meeting where the project
manager and team members present
the process documents and describe
how they will be used. The customer
representative and sponsor can ask
questions at this time as needed.

4. Decision PMCOoE, A decision is made if additional

Customer, information or work is required on
Sponsor the documentation.

5. Not Approved  Project Manager If additional information or work is
required, the project manager will
indicate a date when the team will be
ready for another review.

6. Approved PMCoE Signs the review form and work on

the project can proceed.
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Table 6-2. Readiness Review Checklist

Project ID: Project Name: Level

Scheduled Review Date:

Completed
PMMG Are the following documents omprere

Regqd Template completed and/or process in place? YES NO Comments

PMMG A Project status update cycle established
PMMG B  Change control process established
PMMG C  Issues resolution process established
PMMG D Steering team identified and in place
PMMG 1.7 Approved baseline plan
PMMG 1.8  Approved project budget
PMMG 1.9 Approved scope statement
PMMG 2.7 Team RRAA matrix completed
PMMG 2.8 Communication plan completed
PMMG 2.9 Risk assessment completed
PMMG 2.11 Metrics plan completed
PMMG 2.12 Configuration management plan
completed
Capital funds request approved

Review sign-off required:
Project Customer: ~ Project Sponsor: ~ Project Manager: ~ PMCoE  Approved to Proceed:

Yes No

Date: Date: Date: Date:

representative are involved in these reviews as well. The purpose of
gate reviews is to have the project team present the current status of
the project, report on deliverables made to date (if any), and estab-
lish that the project is on track to achieves its objectives and goals as
stated at the start. This review also identifies what work and deliv-
erables will be accomplished during the next phase of the project.

Post Project Reviews

Post project reviews are critical to the continued improvement and
growth of project management practices within any organization.
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Unfortunately they do not occur as often as they should, with “not
enough time” or “the next project is already started” the common
excuse. Post project review meetings are as critical as readiness re-
views before the project begins. Establishing project management
best practices cannot be done without incorporating lessons
learned to improve the methodology, processes, procedures, tools,
and templates. These improvements will not be identified if a for-
mal process isn’t followed to ensure they are documented. Con-
tinuous improvement programs are based on formal reviews.
Whether the project is deemed to have been a success or not, the
post project review can provide all the project participants an op-
portunity to learn from what worked well and what did not. The
next project will be better for it. See Appendix B for an example of
the PMMG 4-2 Post Project Review Report.

Summary

The saying goes “We never have time to do it right the first time,
but always have time to do it over.” Project readiness reviews
make sure the team will get it right the first time, and that it stays
on track. In some cases, the project is canceled before it consumes
too many wasted resources if that is determined to be the best
choice. Effective project management begins and ends with
processes that ensure continued improvement and growth. With-
out them the organization will take longer to mature.
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CHAPTER 7

Maturity Takes Time

he American Heritage Dictionary of the English Language de-

fines maturity as “having reached full natural growth or develop-
ment; having reached a desired or final condition of, relating to, or char-
acteristic of full development, either mental or physical.” Based on this
definition, it is safe to say that organizations have the ability to
mature in terms of their knowledge, skills, and capability as time
progresses. In the process of maturing, organizations and individ-
uals either gain or lose ground, but they never stand still. Deter-
mining the level of project management maturity is a topic that has
created a great deal of interest in the business world in recent
years. A number of project management maturity models have
been presented in various publications by both organizations and
individuals since the mid 1990s, which have created an increased
level of interest in the development of a standard. So much so that
in 1997 the PMI® Standards Committee created the “Organization
Project Management Maturity Model” (OPM3®) project. The ob-
jective is to develop a model that is intended to become a standard
for measuring the project management maturity of an organiza-
tion. The project team presented the initial draft of this model at
the PMI® 2001 Annual Symposium Standards Committee in
Nashville, Tennessee on November 4, 2001.

One of the reasons there is so much interest in establishing a
project management maturity model standard is that some orga-
nizations want to be able to measure their capabilities of applying
project management best practices against others in a particular in-
dustry, and against their competitors in particular, to see how they
measure up. Another reason, which probably is more prevalent,
is to use the model to help identity the steps required to achieve
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improvement and measure their progress toward accomplishing
the highest level of performance in the model. Most of the matu-
rity models share common elements, especially at the highest
level—continuous improvement as an enterprise-wide capability.
The important lesson to learn about using models is that re-
gardless of the one being followed, models need to be modified to fit
the organization that uses them. No two companies apply project
management the same way, because the products and environments
differ from one company to another. Let’s compare project manage-
ment with finance, for example. Every company follows the stan-
dard practices and principles of finance established by the profes-
sion. However, they each apply them differently because their
application is influenced by many different variables, such as the size
of the business, the type of products or services, the number of ac-
counts, industry/governmental rules and regulations, the use of
manual versus computerized financial systems, etc. Project manage-
ment as a business function also follows standard practices and prin-
ciples established by its profession, and they also are applied differ-
ently in every company because of the same or similar influences.
Part of the maturing process is that organizations must
ask the question; “What must we do to effectively implement
enterprise-wide project management?” We have heard this question
posed by a large majority of the 200-plus companies that attended
the two-day seminar entitled: “Project Support Office: A Format
for Development,” in 1997 and 1998. Some of these companies
have well-established localized project offices, but are hitting a
wall of resistance that limits their penetration across the organiza-
tion. The answer lies in establishing the supporting elements of au-
thorization, standards, education, and readiness, as well as closing
the gap among the four areas of influence found in every organi-
zation. These four areas are the management of projects, manage-
ment of products, management of environment, and management
of organizational change. The means to accomplish the realign-
ment and closure of gaps are found in a concept called managing
organizations by projects (MOBP), which was introduced in recent
years by Paul C. Dinsmore. He refers to it as a holistic way of ap-
plying classic project management methodology on an enterprise-
wide scale. Dinsmore’s book Winning in Business with Enterprise
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Figure 7-1. Management of Projects
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Project Management is a must read for those who want to succeed
in establishing enterprise-wide project management. MOBP is a
new philosophical point of view of how work should be done in a
project-based organization. MOBP is a strategy, not a process.
MOBP is the adoption of project management disciplines and prac-
tices as a methodology for completing almost all forms of work
performed in an organization. MOBP is an integral part of the ma-
turing processes that organizations typically go through to achieve
the highest level of excellence. The four key areas of influence are
shown in Figure 7-1, Figure 7-2, Figure 7-3, and Figure 7-4.
Effectively incorporating project management to manage the
work performed for projects requires that product management
processes be changed. The integration of product management and
project management processes typically causes some degree of re-
sistance at various levels of the organization. This unfamiliarity

Paul C. Dinsmore, Winning in Business with Enterprise Project Management (New York:
AMACOM, 1999)
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causes some people to question the value of project management
and the need to make changes in the way they do their work or
the way it is being managed. This level of resistance will diminish
as the MOBP strategy is understood and accepted.

The management of products involves six key elements, as
shown in Figure 7-2. These elements directly impact how effec-
tively project management processes are inculcated into the cul-
ture of the organization. The product management elements exist
to some degree in every organization, but they are often not for-
mally recognized and documented. If project management is to be-
come more than a systemic approach to managing single projects
involving products and services, these product management ele-
ments must be clearly defined and formally documented, and proj-
ect management processes must be an integral aspect.

The management of environment contains eight key compo-
nents as shown in Figure 7-3. They affect project management

Figure 7-2. Management of Products
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Figure 7-3. Management of Environment
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processes as they interface with the product management processes
that guide the development of products and services. These envi-
ronmental components are often missing or incomplete and seldom
formally documented in organizations struggling to implement
effective project management. The greatest number of disconnects
and misalignments are usually found between the management
of projects and the management of products. Both are heavily
influenced by the eight components contained within the man-
agement of environment. These disconnects produce the greatest
impediment to an effective implementation of project management
in most organizations.

The most significant changes are typically required in the en-
vironmental components. They impact everyone in the organiza-
tion at all levels. These changes therefore present the greatest chal-
lenges for managing change, as shown in Figure 7—4.
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Figure 7-4. Management of Organizational Change
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Whenever changes of the magnitude discussed in this book
are introduced, some level of resistance occurs at all three func-
tional levels of the organization. Whenever changes affecting some-
one’s area of responsibility are implemented, there is a natural ten-
dency to resist that change. The first step in managing change is to
recognize that resistance is a natural response. Most resistance can
be effectively reduced or eliminated with frequent clear commu-
nications and by directly involving those who are affected most in
the process of developing and implementing the change. Personal
involvement provides an opportunity to affect how the change is
implemented and thereby to take some ownership of the change.

All four areas of influence—management of projects, man-
agement of products, management of environment, and manage-
ment of organizational change—must be assessed to establish the
current status of each component. The company should ultimately
be assessed as a whole, but the initial assessment process typically
involves only one segment of the company at a time. Assessments
are best managed by targeting one functional unit where the ma-
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jority of projects occur, such as information technology or engi-
neering. Limiting the boundaries of the assessment reduces the
cost and time required to conduct the assessment, while at the
same time provides a good reading of the current status in each of
the four areas of influence. It is best to select the portion of the or-
ganization (division, business unit, department, or group) that has
adopted some level of project management and is effective to some
degree in its application. This provides a friendly and more man-
ageable environment in which to perform the initial assessment.
The initial assessment results provide a baseline, identifying both
best and worst practices, for measuring the unit’s own progress in
making improvements as well as a basis for measuring the re-
mainder of the organization as it is assessed in comparison to its
own best practices.

Stages of Maturity

Once the decision has been made to establish the PMCOoE as a busi-
ness function, there is often a significant amount of pressure on the
PMCOoE to move quickly to show significant benefits that support
the decision by upper management. The speed at which the
PMCoE is able to move depends largely on the degree of execu-
tive support that is behind the effort and the level of commitment
they give at the start in the form of dedicated resources (budget
and staff). The time it takes to show positive progress and demon-
strate improvements also depends on the initial project manage-
ment maturity level of the organization. This level may require
adding project management professionals from outside the orga-
nization as permanent or temporary staff if the required talent is
not available inside to complete the work required. The PMCoE
leadership must respond to this pressure by reminding the execu-
tive team of the ultimate goal, which is to distribute an integrated
project management strategy across the organization. This is a sig-
nificant undertaking and it takes time to accomplish because
progress can only move as fast as the organization’s ability
to adopt these new concepts. Figure 7-5 depicts the PMCoE’s



94 Building Project Management Centers of Excellence

Figure 7-5. PMCoE Organization Maturity
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maturity path with a corresponding evolution of its roles and re-
sponsibilities as the organization matures.

The PMCOoE begins as a small organization focused on estab-
lishing its presence within each level of the company. The initial ob-
jective is to create and distribute a standard methodology. This is
followed by providing basic training in the fundamentals of proj-
ect management at all levels. The pace of this stage of maturity de-
pends to a large degree on the level of commitment and support
given by the executive management team and level of resistance
the PMCOoE receives across the organization. The most effective
method for rolling out the PMCOoE structure is to establish it first at
the corporate level, then set it up next in only one business unit
where the most support for implementing project management best
practices exists. Demonstrating success and improvements early in
the implementation stage generates more support across the orga-
nization and helps convince those who may be questioning the cost
versus the value it adds to the company.

Figure 7-5 shows a PMCoE maturity path that can occur if the
maturity model shown in Figure 7-6 is followed.

/ Time

PMCoE Evolution
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Figure 7-6. PMCoE Maturity Model
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Repeatable Project, product, enviroment, and change
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A PMCOoE is established as a baseline.

The PMCOE structure evolves over time as the organization’s
project management maturity increases. The PMCoE scope is nar-
row at the beginning, typically being limited to one level of the
company, and is focused on establishing the basic building blocks
to create standards, tools, and templates as well as to provide ba-
sic training. Its role expands as the organization structure moves
into all areas of the company. It takes on a more active mentoring
and coaching role with expanded education and training offered
as well. Implementation of automated systems and integration
with other business systems typically require added staff for a pe-
riod of time. As the organization passes the third stage, “man-
aged” staffing sizes can usually be reduced and the scope changes
to focus more on forecasting and future planning activities, be-
cause the need for personal coaching and mentoring has been
greatly reduced by the organization’s advanced maturity. Figure
7-6 shows a PMCoE maturity model. A number of project man-
agement maturity models are available in the market in addition
to the Organization Project Management Maturity Model (OPM3)®
currently being developed by PMI®.
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The amount of time it takes an organization to achieve full
maturity, “sustained” fifth stage, can vary significantly from one
company to another. It is doubtful that any organization has yet
reached the last stage of maturity at this point. However, many or-
ganizations have achieved the third stage and parts of the “dis-
tributed” fourth stage and are continuing toward the highest level
of maturity. Table 7-1 provides a brief list of defining characteris-
tics that should be observable in the organization at each level.

The capabilities described as characteristics in Table 7-1 are
provided as examples only to expand on the model shown in Fig-
ure 7-1. It is not unusual for an organization to exhibit some of the
characteristics in more than one stage. However, moving from one
stage of the maturity model to the next higher level requires that
all of the characteristics be met on a consistent basis. It is not pos-
sible to skip a stage, say from stage one Initial to stage three Man-
aged, because the organization is going through a maturing process
that requires time. It is the consistent application of all the charac-
teristics across the enterprise that determines the completion of a
stage. It should be fairly obvious by now why establishing project
management as a core competency enterprise-wide is a worthy
goal, and a most difficult and nontrivial undertaking.

Benchmarking

Benchmarking, both internal and external, is an essential activity to
pursue in the maturing process. Learning from others by leveraging
their experiences to increase your own knowledge and skills is the
fastest, most effective way to grow. Creating the PM knowledge
network, which serves the purpose of an internal network is an
important step. One of the primary benefits the PM knowledge
network provides is the opportunity to benchmark the project man-
agement maturity of other departments and business units. Internal
benchmarking is the most effective way to establish best practices
enterprise-wide.

External benchmarking is another important part of improv-
ing the organization’s project management maturity. One of the
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Table 7-1.

Maturity Characteristics

Stage

Characteristics

Initial

Repeatable

Managed

Distributed

Sustained

No formal methodology in place for managing projects.
Projects are managed adhoc and success is not repeatable.
No formal training and education program exists.

Projects are typically late and over budget if completed at all.
No project review process exists.

No master list of projects exists.

No project authorization process exists.

Project risk assessment is nonexistent.

PMCoE structure is established at some levels.

A standard methodology is created and distributed.

Project management fundaments are provided at all levels.
Project portfolio management has been implemented.
Management monthly reviews projects.

25-50% of project deliveries are on time and within budget.
PMCOE structure is established enterprise-wide.

PMMG is automated and integrated with other business systems.
PM qualification/certification program is in place.

Internal intranet is used extensively for all PM functions.
Virtual and real-time project status reporting is common.
50-75% of project deliveries are on-time and within budget.
PM education and training is a requirement at all levels.
PM lessons learned knowledge database is in place.

PMP® certification is required of all project managers.

All employees require basic PM knowledge and skills as a
minimum core capability for their jobs.

75-95% of project deliveries are on time and within budget.
Management by projects is a company philosophy.
Executives and managers are PMP® certified.

All project managers must complete internal qualification/
certification program.

Continuous improvements are commonplace in all areas.
99% of project deliveries are on time and within budget.

best project management benchmarking opportunities is offered
by an organization called Human Systems Knowledge Net-
work, Inc. (http://www.hskni.com or contact Dalton Weekly, at
dweekley@hskni. com) based out of Seattle, Washington. Dalton
Weekley’s organization serves as the U.S. representative of
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Human Systems Limited (http://www.humansystems.co.uk or
mailto: info@humansystems.co.uk ), an organization based in the
United Kingdom. Human Systems is the world’s leading provider
of project management benchmarking networks. The following in-
formation, extracted from its Web site, explains the importance of
benchmarking.

Benchmarking is a discipline that has developed dur-
ing the past twenty years or so as a means of searching
for the practices that lead to superior performance, and
of measuring the performance of comparable processes
in different companies, and even in different indus-
tries. It has given rise to expressions that are now
common currency in management—expressions such
as “best practice,” “best in class,” and “world class.” In
order to apply the technique to project management,
three challenges in particular have needed to be over-
come.

Uniqueness of Projects

Benchmarking is a discipline that was developed in the
context of processes, so it is important to understand
how projects differ from processes. Every project is to
some extent unique—that is a major element in most de-
finitions of what a project is. Thus, although project man-
agement utilizes repetitive processes, there is more to
projects than the sum of the processes involved.

Ditfering Project Environments

Project teams undertake projects, but before they can be
undertaken they need to be defined and initiated. This
process of project definition takes place within a specific
context that depends on the industry, the specific enter-
prise(s) undertaking the project, and the functional dis-
ciplines involved in the project.
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Developing Trust

Trust and mutual cooperation are essential characteris-
tics of the data-gathering stages of all effective bench-
marking exercises, but this is particularly true for proj-
ects. The uniqueness of each individual project, and the
different corporate and industry environments within
which projects take place, encourage the facile dismissal
of externally gathered data as “not relevant.”

Summary

Establishing project management as a core discipline across the or-
ganization is an arduous task that requires patience and steadfast-
ness. Those who persevere in their efforts will be rewarded by the
many benefits that come as the organization moves up the matu-
rity ladder. The time and effort required to reach the top varies
from company to company, but the rewards are similar in every
case; recognition by customers and industry peers alike as world-
class providers of products and services in their field.

Section II of the book follows this chapter. It contains a com-
plete, unabridged version of the generic Project Management
Methodology Guidelines developed to provide a model for orga-
nizations that are just beginning to establish a formal project man-
agement discipline. This model, along with the tools and tem-
plates contained in Appendix B are also contained on the enclosed
CD-ROM found inside the back cover of the book. The PMMG
document and associated tools can be easily modified to suit any
organization’s specific needs.
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CHAPTER 8

Introduction to a Methodology

Vision

he vision of the Project Management Center of Excellence

(PMCoE) organization is to achieve a world-class proficiency
in the consistent application of project management practices,
processes, procedures, tools, and techniques. The goal is to incul-
cate project management as a core capability discipline that is part
of the fabric of the work that is performed. Achieving world-class
status results in consistently exceeding customer expectations for
the products and services that it provides.

Purpose

The Project Management Institute’s (PMI®) Project Management Body
of Knowledge (PMBOK®) Guide is universally recognized and ac-
cepted as the project management methodology standard and pro-
vides the guiding principles on which this methodology is based.
These modern project management practices have been adapted to
create a unique methodology to guide the global management of
projects in a consistent and reliable manner. This methodology is re-
ferred to as the Project Management Methodology Guidelines
(PMMG,). The PMMG provides a blueprint for planning a project or
program and its sub-projects; monitoring schedule, scope, and re-
source information; controlling the project schedule, scope, and re-
sources based on information collected; and reporting on progress. In
the remaining sections of this document, the PMMG identifies core
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processes to be followed to complete the work during various phases.
The PMMG is a contiguous framework of processes, each relying on
the proper application of the others, while at the same time it is a set
of separate, definable processes that can stand alone. These processes
can and should be scaled to suit the requirements of the designated
project classifications or functional elements of a total program.

Implementation

Development, distribution, implementation, and maintenance of
the PMMG are the responsibility of the Project Management Cen-
ter of Excellence (PMCoE). The PMCOoE is also chartered to sup-
port and assist project teams through coaching and mentoring, in
the proper application of project management practices, to enable
consistent successful completion of projects. We hope that these
guidelines will facilitate the rapid deployment of modern project
management practices in the form of common processes that will
be applied in all areas of the organization. Enterprise-wide accep-
tance and adoption of the PMMG as a standard will help establish
a mature environment that enhances the capability for continuous
improvement through effective applications of lessons learned.

Methodology Overview

The PMMG is composed of five process groups. Each contains one
or more core processes using standard tools and templates. An ed-
ucation and training section is also included to identify the requi-
site knowledge and skills to enable an individual to effectively ap-
ply the PMMG core processes. A graphical representation of the
various elements of the PMMG is shown in Figure 8-1.

The Project Management Methodology Guidelines (PMMG)
map shown in Table 8-1 provides a summarized table of contents
for the PMMG. The first PMMG section addresses processes that
control the creation and management of the portfolio of projects.
Sections 2 through 5 reflect the PMI® PMBOK® Guide core process
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Figure 8-1. PMMG Diagram

Project Project Project Project Project

Authorization Initiation Planning Execution Closing

T ﬁﬁﬁﬁ

| Standard and Methods

| Education and Training |

groups that identify, plan, coordinate, monitor, and end projects in an
orderly fashion. The last section contains core processes that assess
current project management knowledge and skills, establishes core
competency goals, and lays out an education and training pro-
gram to achieve those goals across the organization.

Core Process Integration
Because projects are unique undertakings, they involve a degree of
uncertainty. Organizations performing projects usually divide each

project into several project phases to provide better management

Table 8-1. Methodology Map

ID PMMG Sections Core Processes

1 Project Authorization Annual project planning and capital budget
development process project request/
authorization process

2 Project Initiation Project initiation process
3 Project Planning Project planning process
4 Project Execution Project progress reporting cycle process

Project issues resolution process
Project change control process

5 Project Closing Post project review process
Metrics reporting process
6 Education and Training Education and training goals

Education and training requirements
Education and training curriculum synopsis
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control. Collectively, the project phases are known as the project life
cycle.

Project Phase Definitions

The following provides a brief definition of each of the five project
phases that are an integral part of the PMMG.

Initiating Phase Obtaining formal approval for the project; the
project charter is issued.

Planning Phase Determining the project requirements, customer
expectations, objectives, and benefits and creating the project base-
line plan.

Executing Phase The work is done according to the plan to meet
deliverable requirements. Status is tracked and reported. Scope
control is carefully monitored in this phase of the project.

Controlling Processes Processes are established to identify and
resolve issues, and manage changes that affect project, cost, tim-
ing, and quality. A process to measure and record project metrics
is also established and implemented in the executing phase of the
project.

Closing Phase  Contracts are closed and final customer approval is
obtained for the end deliverable. Post project evaluations are re-
viewed and lessons learned are documented.

Project Levels

A project management methodology should add value to the
process of managing projects rather than simply providing ad-
ministrative functions. Therefore, the determination of which proj-
ect management processes are required should be scaled to fit
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projects of varying classifications. In some cases, it makes sense to
modify certain process requirements and/or tools, such as the
scope statement or capital authorization request (CAR), to ensure
that the requirements add value and not unnecessary paperwork.
These decisions should be made on a case-by-case basis. The
following classification structure has been established to help de-
fine the minimum requirements for projects that meet different
criteria.

All projects are classified into one of five levels by consider-
ing three primary factors: project budget, project duration, and
project boundaries. The first and third factors have more weight in
determining classification than the project duration. These factors
are used as general classification guidelines, however other factors
such as the project’s importance (strategic status) to the organiza-
tion may influence a project’s assignment to a higher classification
level in some cases. The Project Classification Matrix (see Table
8-2) provides a quick reference to determine the minimum re-
quirements for projects in the five classifications.

Note the Core Process Templates—Classification Matrix (Table
8-4) is organized in the order in which each component is used on
a typical project.

The controlling processes identified in Table 8-3 are critical to
the successful completion to every project classified as level three
through five.

Table 8-2. Project Classification Matrix

Project Classification Factors

Duration
Level Budget Amount (Months) Boundaries
One $0 0-3 Intradepartmental
Two <$20,000 <3 Intradepartmental
Three $20,000-$100,000 3-6 IT cross-functional
Four $100,000-$250,000 6-12 Interdepartmental

Five >$250,000 >12 Global
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Table 8-3. Controlling Processes

(X = Required, O = Optional)

Process L L L L L
ID Process Tools Name 1 2 3 4 5
A Project Status Reporting Cycle X X X X
B Change Control Process @) X X X
C Issues Resolution Process (@) X X X
D Steering Team Roles (@) X X X

Table 84 provides an association between the processes and
templates found in the remainder of this document with the clas-
sification table shown above.

Figure 8-2 and Tables 8-5 and Table 8—6 show the process fol-
lowed by a level 1 project. Level 1 projects are small projects re-
quiring much less effort to manage than projects in level 2 through
5. The processes for managing level 2 through 5 projects are found
in the following chapters.

Table 8-4. Core Process Templates

(X = Required, O = Optional)

h
N
W
NI
S

ID Template Name 1

Project Initiation

1.0 Project Profile

1.1 Project Selection

1.2 Project Charter

1.3 Potential Impact

1.4 Preliminary Communication Plan

15 Small Project Summary X

1.6 Project Summary (See Request/
Authorization Process)

1.7 Project Plan (Initiate at milestone level; X X X X
expand to baseline)

CNONONONE)
XX X X X
XX X X X
XX X X X

b
b
b
X

continued
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Table 8-4. (Continued)

109

(X = Required, O = Optional)

L L L L L
ID Template Name 1 2 3 4 5
1.8 Budget Worksheet (@) X X X
1.9 Scope Statement X X X X
1.10 Readiness Checklist (@) X X X
111 Project Portfolio Management Report (@) X X X
Project Planning
2.1 Process Analysis (@) X X X
2.2 Voice of the Customer (@) X X X
2.3 Critical to Quality (@) X X X
2.4 Business Requirements @) X X X
2.5 Alternate Solutions (@) O O O
2.6 Records Administration X X X X
2.7 RRAA Matrix (Roles, Responsibilities, O X X X

Accountability, Authority)

2.8 Communication Plan (@) X X X
2.9 Risk Assessment (@) o X X
2.10 Skills Matrix (@) O O O
2.11 Metrics Management Plan @) 0O O X
212 Configuration Management @) 0O O X
Project Execution
3.1 Meeting Agenda X X X X
3.2 Meeting Minutes X X X X
3.3 Project Status Update Report @) X X X
3.4 Issues Resolution Form @) @) X X
3.5 Issues Control Log (@) o X X
3.6 Change Request Form (@) o X X
3.7 Change Control Log (@) o X X
3.8 Metrics Tracking (@) o X X
Project Closing
4.1 Post Project Survey @) X X X
4.2 Post Project Review Report @) X X X
43 Project Metrics Report @) ©) X X
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CHAPTER 9

Project Authorization

Section Overview

Project authorization includes a core process to facilitate autho-
rization of new projects to ensure the uses of organization re-
sources are in alignment with its strategic planning goals and
objectives. The following is a list of key activities that typically
will occur during this process.

¢ Project Profile
* Project Budget
* Project Portfolio Report

Project Request

The process to authorize a project begins with someone submitting
a project profile request form to the PMCoE. Department man-
agers typically file project requests and they often also serve as the
project sponsor. The project authorization team reviews the re-
quest to determine if it is included in the current forecast plan. If
the requested project is not included in the current forecast plan,
additional information may be required to approve its addition to
the plan. The project portfolio is updated and reports are issued
to executive management. Table 9-1 is a list of templates used to
complete the requirements for this process.

The Process Flow Diagram, Process Step Description table,
and Process RRAA Matrix for this core process are contained in
Figure 9-1 and Tables 9-3 and 94 of this section.
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Table 9-1. Templates/Tools—Project Authorization

ID Template Name When Used
1.0 Project Profile Level 3-4-5
1.8 Budget Worksheet Level 3-4-5
111 Project Portfolio Management Report Level 3-4-5

Can also be used for Strategic Forecast Plan

Project Charter

This process identifies the steps required to add new projects re-
sulting from business opportunities that arise after the master an-
nual project portfolio list has been developed. The process estab-
lishes the steps required for project review, approval, and
prioritization. Table 9-2 is a list of templates used to complete the
requirements for this core process.

Figure 9-1. Project Authorization Process—Level 2 Through Level 5

Submit
Project
Profile Form

Complete
Potential

Project
Request
Reviewed

@

Provide
Ml Additional
Information

YES
Ly APPROVED

©) NO

)

Table 9-2. Templates/Tools—Project Charter

Issue Project Initiate
Charter Project
(1.2)

®

ID Template Name When Used
12 Project Charter Level 3-4-5
14 Preliminary Communication Plan Level 3-4-5
1.7 Project Plan (Milestone Level Only) Level 2-3-4-5
1.8 Budget Worksheet Level 2-3-4-5
1.9 Scope Statement Level 2-3-4-5
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CHAPTER 10

Project Initiation

Section Overview

Project initiation is a core process to facilitate a review and ap-
proval of the project Scope Statement and Preliminary Plan by
the customer, sponsor, and PMCoE before proceeding to the plan-
ning phase. It is during the planning phase of a project that the
business requirements are clearly defined and alternative solutions
are investigated with the project customer. The functional depart-
ment manager determines the skill requirements for the project
and selects the project manager and team members. The functional
department manager also identifies project stakeholders and se-
lects project steering team members. The following activities typi-
cally occur during this beginning phase of a project.

¢ Prepare a preliminary communication plan

* Review business requirements

¢ Investigate alternative solutions

¢ Prepare a short project summary (Level one project only)
* Prepare a project scope statement

¢ Create a preliminary project plan

¢ Update the estimated project budget

¢ Define project skills requirements

¢ Prepare project CAR (if required)

Project Initiation Process

This process identifies the steps required to begin the initiation
phase of a project. Information is gathered from the project customer
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Table 10-1. Templates/Tools—Project Initiation

ID Template Name When Used
1.2 Project Charter Level 3-4-5
1.3 Potential Impact Level 3-4-5
14 Preliminary Communication Plan Level 3-4-5
1.5 Small Project Summary Level 1 only
1.7 Project Plan (milestone level) Level 2-3-4-5
1.8 Budget Worksheet Level 3-4-5
19 Scope Statement Level 2-3-4-5
1.10 Readiness Checklist (define requirements) Level 3-4-5

to begin a project scope statement, create a preliminary project
plan, update the estimated project budget (if required), and com-
plete a CAR (if capital funds are required). Specific skill require-
ments for the project are also identified at this time to help select
the right project team members. These documents are reviewed
and signed off by the PMCOoE, project customer, and sponsor to ob-
tain approval to proceed to the planning phase. Table 10-1 lists the
templates used to complete this process. Figure 10-1 shows the
process flow diagram, Table 10-2 shows the process step descrip-
tion, and Table 10-3 contains the RRAA Matrix.

Note: project managers are encouraged, but not required, to
use the templates marked optional. These tools are provided to fa-
cilitate the process of identifying and analyzing project business
requirements.

Figure 10-1. Project Initiation Process

Project .
Templates If Not Required

Review

lssue Complete Complete Scope Proceed to
Project Project CAR  |_¥ Statement Project
Charter Scope (if required) Planning

Review
A CAR

(1.2) Statement
(1.9)

Complete
Project
Milestone
Plan (1.7)

Complete 1
Preliminary || Revise |
Project
Budget (1.8) @



‘309(oxd a3 uo y10Mm Aue yyim Gurpasooid a10jaq

aseyd Suruuerd josfoxd sy ur parmbar sdajs ay) smoyjoy 1eeuew 1osfoxd oy 1eSeuepy yosforg  Suruuel 30slorg 03 pasdoI] /
‘paxmbaz se syuswnoop
9y} 0} SUOT}EDYIPOW I0 UORWLIOJUI [euonippe sapraoid o8euew pafoxd oy 1e8euely 3090lo1] ISIANY 9
‘reaoadde 103 parmbai aq Aew suonesyrpowr
IO UOTJEULIOJUT [EUOIPPE 10 ST se paydodoe oq Aew spepruugng “Ajurepd pue
ssauajardwod 105 syusurajeys adoos 30s(o1d sarordde pue smaraar JOONJ YL, HODINJ aaoxddy o
"JJ0-USIS pue “JUSUIWIOD ‘MIIASI 10§ 10suods
pue 1awoisnd 30s(oxd oy 03 paprwugns a1e Yy pue juswaje)s adoods
9y} pase[duiod are SMIIAdL OM) 9SAY} 20U JJO-USIS pue “JUIUILIOD ‘MIIADI
10§ S[OIJUOD [BIDURUL} O} PIOPTWNS SI YV Y[ ‘JO-USIS pue “Jusuriod Ss[onuoD)
‘MITAII 10] JODJAJ 9} 03 398pnq 30sloxd pajewmsa pue “uerd joaford [eueuL] AV MI1AdY
Areururaid “yuawaye)s adoos pajerduwod ayy syrugns adeuewr 3oafoxd ayy, ‘JODINA /yuauraje)g adoog marasy ¥
‘ssado1d D
ay) a3ardwoo ysnur radeuewr josfoxd ayy ‘paysenbar Sureq are spuny rejided j  18euen 10slorg  (parmbar j1) YWy aerdwo) o
1o8png 109lo1g
parewnsy ayepdn pue
‘pazuroyine sem 309(oxd oy SDUIS d[qe[IRAR dUIODA] SeY Jey) ‘ue ] 309lo1] Areurwur[ar ]
uoneWIOJUT Mau Aue ayerodiodur 03 3o3pnq 30sloxd pajewnyss ayy seyepdn 91LaI)) ‘JUdWIdILIg
pue “uerd josloxd Areurwrard ayy sajean ‘quawaje)s adoos 1osfoxd e saredarg  198euepy 10slorg adoog 309lo1g aye1dwo) z
‘pasooid 03 31 smoyre pue 0afoxd aygy
10§ uonIu800a1 [euLIo} sapiaoxd Yorym “aeyreyd 30afoxd ayy sensst JOOAJ Y.L HODINA 1931eYy)) 309[01 ] anss| I
uoyurfa(q Apayoy (5)210y uonyiuifaq dajs dajg

$$9001J uonenu] 309[01 :uondrsa(y doig ssad01]

'¢—01 °2I98L



‘paaoidde are A3y a1030q

SjuWINOOp YYD pue ssadoxd

UOIJET)IUT 9} 0} SUOT}RIPIPOW
pue uonedyLIe jsonbay

‘spoafoad Tre uo sdays

ssaooxd YyD ays jo uonyeordde
1adoxd ayy soas1oA0 pue surejurey

‘syoafoxd Tre uo sdays ssavoxd

uonenur ayj jo uonedrydde
1odoad ay3 s29s19A0 puR SUTRIUIRIA

"SJUWINDOP

ssado1d uonenur 93ordwod

0} S[OIU0D [eueUl pue JODAJ
9y} woxy adue)sisse sysanbay

‘SpUBWNIOP

ssaodo1d uonenur 9ordwod

0} 10suods pue 1owo}sNd
303loxd a3 woxy ndur sysanbay

days

Jxau Ay azuoyne pue 30afoxd
oy} aaoidde 03 Ljuoymne sery

“SUWINDOP YV pue ssadord
uonenur ay} daoidde pue marady
“syuawndop ssadord
VD jo uonardwod 1adoxd
oy} ur srodeuewr 300(oxd sysissy
“spuawndop ssadord
uonenrur jo uonaidwod adoxd
oy} ur srodeuewr 0aloxd sjsissy

‘Teaoxdde pue maraar 10§
S[OIyU0D [eDUERUY pue ‘Tosuods
109loxd pue ‘rowoysnd ooloxd
‘JODIA Y} 03 SIUSWNDOP
sso001d uonenIUL SIIUQNG

‘3o9loxd
9y} Jo UonIUZ0091 [EULIO] SOPIAOL]

"SPUaWNOOP
AVD pue ssadoxd uonenrur ayj jo
juawrdoransp a3 03 ndur ap1aoL]

1osuodg 9lo1g
pue pwoisny) 30901

‘spuawmdop ssadoxd
AVD soaoidde pue smarady S[OIIUO)) [erdueUL]
‘syuawmdop ssadoxd

uonyeniul sasoidde pue smaraay HODINd

“(paambaz y1) Yy pue 1e3png
parewnss j09foxd ‘uerd
19loxd Areurwrpord “yuawsieys

adoos 30alo1d syruqgns pue saredarg 18euey 109lox g

13)xep 0afoxd ayy saredarg 1osuodg joafo1 g

fpaoymy

Apquaunoody

Appqisuodsay a0y

$S9001] UORERIU] 399(01] :SOXIIRIN VYV €01 [qeL



CHAPTER 11

Project Planning

Section Overview

Project planning is a core process that ensures that adequate
planning is completed for all projects before work begins. The
process begins with the formation of the project team and steering
team. The project’s classification establishes what core processes
need to be put in place for a readiness check, which is the final re-
view and approval step prior to beginning work on a project. The
following typically occur during this process.

e Form project team

¢ Form steering team

¢ Hold kick-off meeting

¢ Review scope statement

¢ Define roles, responsibilities, accountability, and authority

¢ Establish core processes required by project classification
(see Table 8-2 in Chapter 8.)

* Perform readiness check

Project Planning Process

The planning process includes the steps required to ensure that
controlling processes are established to monitor and manage the ac-
tual work of the project. Table 11-1 lists the templates that are typ-
ically used during this phase of the project. Figure 11-1 shows the
process flow diagram, Table 11-2 shows the process step descrip-
tions, and Table 11-3 contains the RRAA Matrix for this process.

123



124 Building Project Management Centers of Excellence

Table 11-1. Templates/Tools—Project Planning

ID Template Name When Used
2.1 Process Analysis Level 3-4-5
22 Voice of the Customer Level 3-4-5
2.3 Critical to Quality Level 3-4-5
2.4 Business Requirements Level 3-4-5
2.5 Alternate Solutions Optional

1.7 Project Plan (develop baseline) Level 2-3-4-5
2.6 Records Administration Level 2-3-4-5
2.7 RRAA Matrix Level 3-4-5
2.8 Communication Plan Level 3-4-5
2.9 Risk Assessment Level 4-5
2.10 Skills Matrix Optional
211 Metrics Management Plan Level 4-5
2.12 Configuration Management Level 4-5

Figure 11-1. Project Planning Process

Form Project Hold Project\ Establish Perform
Team Kick-off Core PM Readiness
Meeting Processes Checklist
Form (31,32) Review
Steering Meet (1.10)
Team Review Classification @ ;
Initiation Requirements
@ Documents
T ey —
Define
RRAA (2.7) @
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CHAPTER 12

Project Execution

Section Overview

Project Execution includes several core project management
processes that monitor and report progress of projects that
have passed a readiness check and are approved to proceed. The
following activities typically occur during this phase of the project.

¢ Create and maintain progress reporting cycle

¢ Establish and maintain steering team reporting cycle
¢ Institute variance countermeasure planning

¢ Implement issues resolution process

e Establish project change control procedures

¢ Perform variance risk assessment

¢ Carry out metrics tracking

Project Progress Reporting Cycle Process

The project progress reporting cycle process establishes a regularly
scheduled reporting day and time, identifies what will be reported,
and specifies the format to be used for the project team and steer-
ing team review meetings. Table 12-1a lists the templates used
during this process. Figure 12-1 shows the process flow diagram,
Table 12-1b shows the process step description, and Table 12-1c
contains the RRAA matrix.
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128 Building Project Management Centers of Excellence

Table 12-1a. Templates/Tools—Project Progress Reporting
ID Template Name When Used
3.1 Meeting Agenda Level 2-3-4-5
3.2 Meeting Minutes Level 2-3-4-5
3.3 Project Status Update Report Level 3-4-5
Figure 12-1. Project Reporting Cycle Process
Day 1 Days 2-3 Day 4 Day 4 Day 5 Following
of Cycle ofCycle ofCycle ofCycle of Cycle Day 5
of Second
Project Plan Project Plan q
and] Detailed and] Detailed ||| Project Status Cycle
Task Lists Task Lists TR
Template

Status
Report Is
Completed

Project Team
Project Review
(3.1,3.2,3.3)

Steering Team
Project Review
(3.1,3.2,3.3)

Project
Progress is
Recorded

Review Team
Weekly Work ggnn::))lgz
Assignments Work L

<)

Project Issues Resolution Process

The purpose of the issues resolution process is to identify, assign,
track, and report project issues until they are resolved. An issue
should be formalized and documented whenever a question or
problem cannot be answered or resolved by the originator within
a 24-hour period. Any project stakeholder can be an issue origina-
tor by completing an Issues Resolution Request Form and submit-
ting it to the person assigned to administrate the issues resolution
process. The issues administrator updates the Issues Log, which is
reviewed by the project manager and selected members of the
team on a weekly basis. Unresolved critical issues are reviewed
during project team meetings and steering team meetings. Table
12-2a lists the templates used during this process. Figure 12-2
shows the process flow diagram, Table 12-2b shows the process
step description, and Table 12-2c contains the RRAA matrix.
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Project Execution 131

Table 12-2a. Templates/Tools—Project Issues

Resolution
ID Template Name When Used
34 Issues Resolution Form Level 4-5
3.5 Issues Resolution Log Level 4-5

Figure 12-2. Project Issues Resolution Process

Issues Issues Nongritical
Resolution Log Approval
Template Template
l I

Complete Log lssues Develop Critical Issues CIose Issue

Issues 9(3 5) Issues Review PPROVE and Update
Resolution : Resolutions (3.4,3.5) Log (3.5)
Form (3.4) 2

D =
@

........................

) Changs Control

Process

\_/—

Project Change Control Process

The purpose of the change control process is to identify, record, an-
alyze, track, approve, and implement project change requests. The
following templates are used during this phase of the project. Table
12-3a lists the templates used during this process. Figure 12-3 shows
the process flow diagram, Table 12-3b shows the process step de-
scription, and Table 12-3c contains the RRAA matrix. An example
of the metrics tracking template can be found in Appendix B.
Note: Metrics tracking is associated with the change control
process because the data resulting from project elements that are
being measured will often indicate a need to change the process be-
ing measured to remove unwanted results or improve performance.
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Table 12-3a. Templates/Tools—Project Change
Control

ID Template Name When Used

3.6 Change Request Form Level 4-5

3.7 Change Control Log Level 4-5

Figure 12-3. Project Change Control Process
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Table 12-4. Templates/Tools—Metrics Tracking

ID Template Name When Used

3.8 Metrics Tracking Level 4-5
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CHAPTER 13

Project Closing

Section Overview

Project closing includes core processes that ensure an orderly,
controlled completion of projects. The following activities typ-
ically occur during this phase of the project.

¢ Obtain customer acceptance of deliverables
Validate third party supplier contact closure
Balance the project budget

Close the CAR (covered in the CAR process)
Hold post project review meeting

¢ Document lessons learned

Post Project Review Process

A post project review survey is distributed to project participants
(i.e., project team members, steering team members, customers,
suppliers, and other stakeholders) to gather their individual eval-
uations of various aspects of the project. The survey responses are
compiled and summarized in a report that is distributed and re-
viewed by the project team in a post project review meeting. The
Post Project Review Survey Report is used to facilitate a discussion
on lessons learned—what worked and what could be improved
upon. The lessons learned are documented and entered into a proj-
ect knowledge database to allow for keyword searches and easy
retrieval by future project teams. They are also used as a basis for
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evaluation and implementation of process improvements. Table
13-1a lists the templates used during this process. Figure 13-1
shows the process flow diagram, Table 13-1b shows the process
step description, and Table 13-1c contains the RRAA matrix.

Metrics Reporting Process

Project measurements that have been collected during project exe-
cution are compiled into a report used to validate whether cus-
tomer expectations were satisfied and that expected benefits have
been or will be achieved. Table 13-2a lists the templates used dur-
ing this process. Figure 13-2 shows the process flow diagram,
Table 13-2b shows the process step description, and Table 13-2c
contains the RRAA matrix.

Table 13-1a. Templates/Tools—Post Project Review

ID Template Name When Used
41 Post Project Survey Level 3-4-5
4.2 Post Project Review Report Level 3-4-5

Figure 13-1. Post Project Review Process

Web-Based PPR
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Table 13-2a. Templates/Tools—Metrics Reporting

ID Template Name When Used

4.3 Project Metrics Report Level 4-5

Figure 13-2. Metrics Reporting Process
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CHAPTER 14

Education and Training

Section Overview

he goal of the management team is to establish modern project

management knowledge and skills as a core competency require-
ment enterprise-wide within its organization. The successful achieve-
ment of this aggressive goal requires a well-designed and imple-
mented education and training program. The following documents
provide guidelines for the development of an education and training
curriculum.

Education and Training Goals

Table 14-1 establishes goals for the three audiences who are the
primary participants of the education and training program. The
goals address:

* Business objectives

¢ Performance objectives
¢ Competencies
Knowledge

Skills

Attitude

Education and Training Requirements

This document contains a list of knowledge elements in a
matrix correlated to the four education and training participant
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groups—general population, team members, project managers,
and management. The document contains three tables:

¢ Knowledge objectives (Table 14-2)
¢ Learning objectives (Table 14-3)
e Assessment methods (Table 14—4)

Education and Training Curriculum

This document contains a brief synopsis of core education and
training curriculum. The PMCoE Web site provides up-to-date list-
ings of education and training curricula as they are developed and
made available to the organization.

¢ Entry level (Table 14-5)
e Intermediate level (Table 14-6)
e Advanced level (Table 14-7)
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APPENDIX A

PMCoE Tools

This section contains complete copies of the forms, surveys, and other tools
presented in Section | of the book.

PMCoE TOOL INDEX

ID Description

TL-1 | PMCoE Charter

TL-2 | Management Team Survey

TL-3 | Project Evaluation Survey

TL-4 | Project Management Maturity Survey

169



170 Building Project Management Centers of Excellence

TL-1 PMCoE CHARTER

Purpose: The Management Team (MT) has determined there is a need to improve the
capability for managing projects within the organization. The MT has elected to
establish a Project Management Center of Excellence (PMCoE) with the responsibility,
accountability, and requisite authority to enable the organization to achieve this
strategic objective.

Vision: The organization will achieve a world-class proficiency in the consistent
application of common project management standards, processes, and procedures
to ensure that quality is incorporated into core business processes and projects.

Mission: To provide the leadership that will enable the organization to manage its
programs, projects, services, and support utilizing sound project management
methodologies, standards, practices, and procedures. To ensure project
management, internal quality, and project gate review processes are adopted
enterprise-wide efficiently and effectively as a result of a continuous improvement of
project management knowledge, skills, and capability.

Strategy: Create an environment within the organization that supports the alignment
of projects with strategic corporate goals and objectives where the organization
embraces project management as an intrinsic enabler as it seeks to attain its goals
and objectives within the context of its vision, mission, goals, and objectives.

Goals and Objectives: To establish project management practices as the natural
means of accomplishing work to the degree it becomes part of the organization’s
culture. Define and institutionalize project management processes across the
organization.

Methodology: Establish a PM network management composed of MT members that
function as a forum to discuss project management issues and support PMCoE
efforts to satisfy the charter, purpose, vision, mission, goals, and objectives. The PM
network members will also participate individually in the development and output of
the following teams:

* Project Review and Authorization: Responsible for ensuring proposed projects
align with organizational strategic goals and objectives. Responsible for
developing the requirements for reviewing, evaluating, and approving proposed
projects, including business case criteria, proposal format, and development and
submittal process. Responsible for the creation and oversight of a project
chartering process.

* Project Management Standards and Methods: Responsible for identifying and
developing the project management standards and methods that include policies,
processes, and procedures that will be owned, distributed, monitored, and
maintained by the PMCoE.

* Project Management Education and Training: Responsible for developing the
criteria for a project management education and training program that includes
project management career path requirements, curriculum requirements, testing
criteria, and validation processes.
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Project Health Check: Responsible for reviewing and approving project
readiness to proceed by ensuring that applicable project startup process
deliverables have been satisfied prior to project start-up as well as establishing
readiness prior to the to start of each subsequent project phase.

Critical Success Factors: To ensure a successful startup and continuance of the

PMCoE, the following activities must be supported:

- Partner with senior management to plan and dynamically manage the
organization’s change from what it is now to a new, revitalized organization, where
project management (PM) is the primary means of accomplishing the
organization's strategic goals and objects and permeates all levels of the
organization.

Management understands and accepts that the PMCoE will be evolving over time,
on a consistent pace with the organization's ability to manage the change affecting
its PM maturity.

Management is committed to ensuring the PMCoE is accepted and supported at
all levels of the organization.

Ensure that PMCoE implementation plan is consistent and aligns with corporate
goals and objectives.

Ensure the PMCoE implementation budget is in alignment with funding goals and
objectives.

Ensure deployment of resources is in alignment with corporate goals and
objectives.

Ensure risks associated with the PMCoE implementation are assessed and
managed.

Information, communication, and reporting structure support the PMCoE
implementation.

Mandate and ensure that project planning execution and configuration are
consistent with corporate goals and objectives.

Provide personnel evaluation system that reinforces project management as a
team strategy in the company s business philosophy.

Facilitate project feasibility determination and project initiation of work-in-progress
and future work that is defined as "projects." The PMCoE leads and facilitates

the evaluation and feasibility of program/project portfolio management as it
relates to strategic decision-making in support of new projects during the project
initiation phase.

Define PM core competencies and PM skills as a part of an internal qualification
and certification process for project managers within the organization.

To support the growth and development of the project team staffing, education,
and training.

Provide a home for career path project managers and the project management
support staff.

The PMCoE is responsible for the determination and oversight of "special
projects” that are mission critical to the strategic direction of the company or where
such projects have or could have a pervasive impact on the corporate goals and
objectives.
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* The PMCoE ensures the funding gates and limits are consistent with an approved
schedule of values.

* The PMCoE leads and facilitates project close-out, lessons learned, process
improvement, better estimating, building and using models for strategic decision

making.

PMCOE Roles, Responsibilities, Accountability, and Authority: (various capacities)

Leadership
Role

Establishment of the IT organization’s project management policies, processes,
procedures, methodology, standards, skills, capability, maturity and support.

Responsibility

Establish a capability maturity framework through the integration of a
project management methodology.

Establish process development, process management, and process
improvement programs as a way of doing business.

Define the core skills and competencies required.

Develop education and training programs to facilitate the just-in-time transfer of
project management skills and knowledge.

Accountability

Performance attributes and measures shall be established using the
project planning process.

Authority

Requisite authority that is sufficient to require conformance to methodology,
standards, and skills.

Consulting
Role

Facilitate, integrate, and support the development of enterprise-wide
information technology in support of the corporate strategies in:

* Business systems

+  Communication

* Quality programs

*  Human resource

» Financial management

Responsibility

Codevelop and manage the implementation of sound technology
practices that provide the capability for timely distribution of project
information across the enterprise.

Codevelop an in-process quality improvement program that is fully
integrated into the planning process and managed accordingly.

Identify and manage project requirements for:

» Capacity (availability and productivity)

« Capability (competency development, skills, and training)

e Culture (work environment, communication, team building, and
compensation)

Development of project budgets, actual performance and financial

forecast in support of the corporate financial systems.

Accountability

Negotiated within the relationship.

Authority Negotiated within the relationship.

Mentoring Advance the development of personal growth in project management
Roles skills and techniques within the corporate culture.

Responsibility | Facilitate, integrate, and support the transfer of project management

skills and core competencies through an organized mentoring
program.

Accountability

Honest, open, and caring.

Authority

Not required.
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TL-2 Management Team Survey

What are your primary role(s) and responsibilities?

2| What types of activities take most of your time?
3| Do documented procedures exist for applying project management processes in
your discipline?
4| Do you experience any problems with these processes? If yes, what do you think is
the cause of each of these problems?
5| Are the roles and responsibilities of project team members clearly defined and
documented?
6|wasa project kick-off meeting held on your project? Do all internal project
participants attend these meetings?
7| What are your current project goals?
8| How are project time constraints communicated to you, or from you?
Internally Externally
9| How are project scope changes communicated to you?
10| Are you directly involved in the development of the project baseline schedule?
11 What project status reporting are you personally responsible for producing and
how do you communicate it:
Daily Weekly Monthly
12| What kind of estimating (hours, $$, time duration, and so forth) is done in your
area?
13

What kinds of estimating tools are used (hardware, software, and processes)?
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14

Is your project management role(s) and responsibilities well defined and how were
they communicated to you?

15

What is measured on a project: (mark all that apply with an X)

Timing | Quality Cost Other

16

Do you track actual hours and/or costs? If so describe the system, reports, and so
forth, that are used.

17

Are project management quality metrics established to capture lessons learned to
improve the processes used to manage projects?

18

Do you have proper equipment and tools (software, procedures) to be effective in
your job?

19

What do you see as the value of the project management processes?

20

What other management controls do you think are needed?

21

How are project resources selected and assigned?

22

Approximately how much formal project management training have you had?

Estimated time Sufficient for you? | Individual training plans?

23

Would you like to obtain additional skills to improve your ability to meet project
objectives?

24

What skills do you believe are most important for your job?

25

How are strategies communicated throughout the organization?

26

How do you know you are doing the right things and how do your people know it?
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27| Who is responsible for communicating plans and schedules in your group?
Who How When

28| To whom do you report the status of your work (customer, managers, peers,
outside groups, suppliers, vendors)?

29 | What information are you not getting that you wish you could get on a reliable
basis?

30 | How successful/useful is the communication? (Mark each with X.)

Poor

Fair

Good

Poor

Fair

Good

Between you and
your colleagues?

Between you and
your direct
supervisor?

Between you and
the project
manager?

Between the
company and the
customer?

On overall project
status?

On the objectives of
the project?

On your objectives?

On your
performance?

On project
decisions?

On project issues?

Total Responses

Percentage of total
responses

31 |In your view, what is the largest risk to your success on a project?

32
delivery?

In your opinion, what hampers/enables your organization most to meet on-time
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TL-3 Project Evaluation Survey
Project Name:
Project Owner:
Project Phase:
Project Start Date:
Project Finish Date:

Project Management Requirements (see assessment chart below)

|Integration Management Comments

Constraints/Limitations

Project Summary

PM Processes Documented

Change Control Process

Configuration Management

Scope Management Comments

Scope Statement
Statement of Work

Work Breakdown Structure

Baseline Schedule

Time Management Comments

Resource Breakdown
Structure

Project Schedule

Tracking/Countermeasures

Project Status Reports

|Cost Management Comments

Project Budget

Cost Breakdown Structure

|Quality Management Comments

Metric Collection

Human Resource Comments
Management

Roles / Responsibilities

Organizational Breakdown
Structure
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Communication Comments

Management

Communication Plan

Project Workbook

Issues Process

JRisk Management Comments

Risk Assessment

Procurement Management | Comments

Supplier Status Reporting

Status Symbol Table

1 | No process exists 4 | Process documented and
consistently applied

2 | Process exists, not documented 5 | Process documented and
audited consistently

3 | Process exists, documented, but not

commonly applied
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TL-4 Project Management Maturity Survey

Date:

Name:

Title:

Department:

Description of primary responsibilities:
List your primary internal customer(s):

Please check all the boxes that apply to you.

Project Management Knowledge

High [ | have formal training and/or extensive experience in applying all or most of
the project management functions outlined in this survey.

| have read about and/or observed the application of project management
Medium | principles as defined in this survey, but have not been personally involved
in their application.

Low | | do not know much about project management other than occasionally
hearing the phrase or seeing it in print.

Level of Support

High | | believe that applying project management principles within all areas of
our organization is necessary to ensure our continued growth and
competitiveness in the marketplace.

| think using project management techniques is a good idea, but | am not
Medium | sure where or how we should apply them in our organization.

Low | It does not matter to me if we use project management or not, because |
don t think it will affect my activities. | am neither for nor against the issue.

None | | think we are doing just fine now and don t see the need to spend time
and money to make any changes in the way we do business.

Thank you for taking the time to answer these questions carefully. They will help us
understand how we might help you improve your current business practices for
managing projects.



Appendix A 179

1.0 Integration Management

Responses:
0 = Don’t Know, 1 = Never, 2 = Sometimes, 3 = Usually, 4 = Frequently, 5 = Always

Level of Knowledge
ITEM |0 |1 ]2 |3 |4 |5 |STATEMENT

1.1 Project constraints are clearly defined by the customer for
each project.

1.2 Assumptions are identified and documented prior to
addressing project risks.

1.3 Formal organizational policies exist that include quality
management, personnel management, and financial
controls.

1.4 A project planning methodology is documented and strictly
adhered to.

1.5 A Project Management Information System (PMIS) is in

place, consisting of the tools and techniques used to
gather, integrate, and disseminate the outputs of the other
project management processes.

1.6 A project charter, giving the project manager authority to
apply organizational resources, is used as formal approval
to start a project.

1.7 There is an overall change control process to manage
scope creep, maintain performance measurement integrity,
and coordinate the review, approval, and implementation of
approved changes that affect cost, risk, quality, and staffing.
1.8 A documented configuration management procedure is in
place to apply technical and administrative direction and
surveillance of proper application of the project
management methodology.

1.9 A performance measurement criterion has been developed
to establish how project progress will be determined and
reported during the status update process.

1.10 A post project review process is followed to capture lessons
learned for incorporation as part of the project management
methodology continuous improvement process.

Totals Determine the average score and enter the result
on the scorecard.

Level of Importance

Level Item(s) Comments

None
Low
Medium
High
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2.0 Scope Management

Responses:
0 = Don t Know, 1 = Never, 2 = Sometimes, 3 = Usually, 4 = Frequently, 5 = Always

Level of Knowledge
ITEM |0 [1 |2 |3 [4 |5 [ STATEMENT

2.1 A Project Scope Statement is created for every project.

2.2 Project Scope Statements are prepared with customer
input throughout the development process.

2.3 Management and the customer reviews all project
progression alternatives and recommendations.

2.4 The project team and customer review project
requirements on a regular basis.

2.5 A Work Breakdown Structure Dictionary (WBSD)

containing detailed descriptions of the project s work is
created for each project.

2.6 A documented Change Control process is in place for
managing changes to the project plan.

2.7 The Statement of Work (SOW) contains all deliverables
and is reflected in the Project Plan.

2.8 All project participants endorse the Baseline Project
Schedule.

2.9 Potential changes to the Baseline Project Schedule are
processed according to a documented Change Control
Procedure.

2.10 Approved changes to the Baseline Project Schedule are
communicated to the project team and the customer.

Totals Determine the average score and enter the result

on the scorecard.

Level of Importance

Level Item(s) Comments

None
Low
Medium
High
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3.0 Time Management

Responses:
0 = Don t Know, 1 = Never, 2 = Sometimes, 3 = Usually, 4 = Frequently, 5 = Always

Level of Knowledge
ITEM |0[{1 ]2 |3 |4 |5 | STATEMENT

3.1 The project requirements (deliverables) are reflected in
the project s Work Breakdown Structure (WBS).

3.2 The project s WBS and resource estimate are used to
develop the project s baseline schedule.

3.3 All project assumptions are documented when
developing the project schedule.

3.4 The project schedule identifies schedule constraints
driven by the customer, technology, suppliers, or
management.

3.5 All project schedule work elements have dependencies,
effort, and resources assigned.

3.6 A critical path analysis is performed on the project
schedule during each progress update cycle.

3.7 Project schedules are updated on a regular basis with

progress status updates, which are measured against
the baseline plan.

3.8 Resource-constrained and resource-leveled schedules
are created and maintained.

3.9 Schedules are optimized to conform to contract
requirements.

3.10 Project team member assignments, responsibilities, and

authority are covered in project team kick-off meetings
held prior to the start of every project.

Totals Determine the average score and enter the result
on the scorecard.

Level of Importance

Level Item(s) Comments

None
Low
Medium
High
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4.0 Cost Management

Responses:
0 = Don t Know, 1 = Never, 2 = Sometimes, 3 = Usually, 4 = Frequently, 5 = Always

Level of KnowIedg_je

ITEM [0 (1 |2 |3 |4 [5 | STATEMENT

4.1 Cost centers are set up to track actual project expenditures
against budget for specific line items of the project
schedule.

4.2 The project management environment has processes that
support gathering of financial data for periodic reports.

4.3 Project financial standards processes and procedures are
documented and consistently followed.

4.4 Project team members receive training in financial
standards and procedures.

4.5 Project budgets are based on resource estimates and the
resource plan.

4.6 Actual costs are tracked and reconciled with the original
estimated costs.

4.7 There is a consistent process documenting all estimating
and cost assumptions.

4.8 A common list of cost categories exists for all project
budgets.

4.9 Contractual issues are documented and closed prior to
project sign-off.

4.10 A common documented process is in place for completing
all financial procedures required to close a project.

Totals Determine the average score and enter the result

on the scorecard.

Level of Importance

Level Item(s) Comments

None
Low
Medium
High
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5.0 Quality Management

Responses:
0 = Don t Know, 1 = Never, 2 = Sometimes, 3 = Usually, 4 = Frequently, 5 = Always

Level of Knowledge
ITEM |0 |1 |2 |3 |4 |5 | STATEMENT

5.1 A documented procedure exists for creating and
maintaining a Project Workbook.

5.2 Each project has a Configuration Management Plan.

5.3 Every project has a Quality Assurance Plan.

54 The project team reviews all of the processes and
procedures that apply prior to the start of every project.

55 Common documented processes and procedures for

technical performance, business performance, quality, and
metrics are applied to every project.

5.6 An initial review of the project plan, involving all participants,
is conducted prior to creating a baseline project plan to
ensure completeness and consistency.

5.7 On a regular basis, variances are reviewed between the
current progress status and project cost against the
baseline plan.

5.8 On a regular basis, project trend data are analyzed, based
on metrics data.

5.9 An Issues Resolution Process for the project is
established and followed.

5.10 A Change Control Process for the project is established
and followed.

Totals Determine the average score and enter the result

on the scorecard.

Level of Importance

Level Item(s) Comments

None
Low
Medium
High
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6.0 Human Resource Management

Responses:
0 = Don t Know, 1 = Never, 2 = Sometimes, 3 = Usually, 4 = Frequently, 5 = Always

Level of Knowledge

ITEM |0 |12 |3 (4 |5 | STATEMENT

6.1 A Staffing Plan is created and followed for every project.

6.2 Team members are selected to match roles and
responsibilities, which are defined and documented.

6.3 The size of the project is determined according to a
documented process.

6.4 All project resource needs (such as hardware, software,
and space) are clearly documented.

6.5 All estimating process assumptions are documented for
each project.

6.6 An Organization Breakdown Structure is created for each
project.

6.7 Customer resource requirements for the project are
planned and documented.

6.8 Project skills and experience needs are defined and
documented consistently.

6.9 The training and developmental needs of all team
members are documented.

6.10 A documented process is in place for recognizing
outstanding commitments or performance on a project.

Totals Determine the average score and enter the result

on the scorecard.

Level of Importance

Level Item(s) Comments

None
Low
Medium
High
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7.0 Communication Management

Responses:
0 = Don t Know, 1 = Never, 2 = Sometimes, 3 = Usually, 4 = Frequently, 5 = Always

Level of Knowledge

ITEM |0 |1 (2|3 (4 |5 | STATEMENT

71 Each project has a committed customer sponsor.

7.2 A strong team atmosphere exists between the project
team and the customer.

7.3 A Communication Plan, documenting the required project
communications, is created for each project and is
followed by the project team.

7.4 A Project Announcement is made to both the customer s
organization and yours to increase project awareness.

7.5 After each formal meeting, minutes are prepared and
distributed to all affected parties.

7.6 Project status reporting procedures are established and
followed.

7.7 Project information is updated and readily accessible to
the organization at all times.

7.8 Variance Analysis for schedule, budget, and effort is
communicated on a regular basis.

7.9 Project status review meetings are held regularly with
company leadership, the customer, and suppliers.

7.10 Project successes are documented for inclusion into a
Close-Down Announcement and Success Story.

Totals Determine the average score and enter the result

on the scorecard.

Level of Importance

Level Item(s) Comments

None
Low
Medium
High
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8.0 Risk Management

Responses:
0 = Don t Know, 1 = Never, 2 = Sometimes, 3 = Usually, 4 = Frequently, 5 = Always

Level of Knowledge

ITEM |0 |12 |3 (4 |5 | STATEMENT

8.1 A high-level risk assessment is completed at the start of
each project.

8.2 The high-level risk assessment includes major project
characteristics such as size, effort, and cost.

8.3 The high-level risks are rated as low, medium, and high
probabilities.

8.4 Project risks are documented using a common format.

8.5 A risk assessment/handling plan is created for large
projects.

8.6 Project risks are evaluated for priority, probability, and
impact.

8.7 The method for managing each accepted risk is
documented.

8.8 Action plans are created for risks to be mitigated or
transferred.

8.9 Contingency plans are created for accepted risks.

8.10 Regularly scheduled project status meetings include a
review of a project s risks.

Totals Determine the average score and enter the result

on the scorecard.

Level of Importance

Level Item(s) Comments

None
Low
Medium
High
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9.0 Procurement Management

Responses:
0 = Don t Know, 1 = Never, 2 = Sometimes, 3 = Usually, 4 = Frequently, 5 = Always

Level of Knowledge
ITEM | 0| 1| 2| 3|4 |5 |STATEMENT

9.1 A standard contract (agreement) that includes language
covering project management requirements, such as
progress status updating, is issued for project goods and
services.

9.2 A procurement plan is in place that identifies what to
procure and when is developed at the start of each
project.

9.3 Project timing requirements are clearly defined in a
formal contract or agreement for purchased goods and
services.

9.4 Contract Administration is an integral part of the project
management organization.

9.5 A make-buy analysis is performed prior to the start of
every project.

9.6 Procurement Management processes have been
documented.

9.7 All procurements are identified with the specific project
plan WBS task it supports.

9.8 An evaluation process that meets specific criteria has
been formalized to provide a consistent method for
proposal review and acceptance.

9.9 A contract change control process is in place.

9.10 A contract closeout process that records the evaluation
of supplier performance in meeting their contact
requirements is documented.

Totals Determine the average score and enter the result
on the scorecard.

Level of Importance

Level Item(s) Comments

None
Low
Medium
High
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Survey Summary Evaluation

The AVERAGE Knowledge and Importance scores from each Project Management
Body of Knowledge (PMBOK®) section on the preceding pages are recorded in the
table below. An analysis of the score for each area will quickly reveal the possible
maturity level of each area, which can then be prioritized for potential improvement in
the organization.

PM Process Maturity Levels: Importance (I) scores are for reference only and not
included in the calculations.

LEVEL 1- INITIAL: No formal methodology, no project portfolio management

LEVEL 2 - REPEATABLE: Systemic planning and control with a standard methodology
LEVEL 3 - MANAGED: Merging of product and PM processes

LEVEL 4 - DISTRIBUTED: Integrated PM and business systems

LEVEL 5 - SUSTAINED: Continuous PM process improvement

PMBOK Area Avg. |[LEVEL1 |LEVEL2 |LEVEL3 | LEVEL4 LEVEL 5
K |1 0-1.0 1.1-2.0 2.1-3.0 3.1-4.0 4.1-5.0

1.0 Integration
2.0 Scope

3.0 Time

4.0 Cost

5.0 Quality

6.0 Human
Resource

7.0
Communication

8.0 Risk

9.0 Procurement

The overall Project Management Maturity Level is:
(Total all columns and divide by 9)
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List of Standard PMMG Templates

File Name ([ Template Name

PMMG 1-0 | Project Profile

PMMG 1-1 | Project Selection

PMMG 1-2 | Project Charter

PMMG 1-3 | Potential Impact

PMMG 1-4 | Preliminary Communication Plan

PMMG 1-5 | Short Project Summary

PMMG 1-6 | Project Summary (See Request/Authorization
Process)

PMMG 1-7 | Project Plan (MS Project 98 File)

PMMG 1-8 | Budget Worksheet

PMMG 1-9 | Scope Statement

PMMG 1-10 [ Readiness Checklist

PMMG 1-11 | Project Portfolio Management Report

PMMG 2-1 Process Analysis

PMMG 2-2 | Voice of the Customer

PMMG 2-3 | Critical to Quality

PMMG 2-4 | Business Requirements

PMMG 2-5 | Alternative Solutions

PMMG 2-6 | Records Administration

PMMG 2-7 | RRAA Matrix

PMMG 2-8 | Communication Plan

PMMG 2-9 | Risk Assessment

PMMG 2-10 | Skills Matrix

PMMG 2-11 | Metrics Management Plan

PMMG 2-12 | Configuration Management

PMMG 3-1 Meeting Agenda

PMMG 3-2 | Meeting Minutes

PMMG 3-3 | Project Status Update Report

PMMG 3-4 | Issues Resolution Form

PMMG 3-5 | Issues Control Log

PMMG 3-6 | Change Request Form

PMMG 3-7 | Change Control Log

PMMG 3-8 | Metrics Tracking

PMMG 4-1 Post Project Survey

PMMG 4-2 | Post Project Review Report

PMMG 4-3 | Project Metrics Report
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PMMG 1.0 PROJECT PROFILE Strategic Forecast Planning

" Project ID: " " Project Name: " "

General Information

Department: Completed By:
Department Target Launch
Manager: Date:

Project Description

Project Rationale

Initiative / Strategy Supported

Project Risk(s) If Not Implemented

Rough Order of Magnitude (Estimated duration of project)
Level | Effort- Hrs Est. Accuracy H-M-L Comments

Departments and Systems Impacted
Department Systems Impacted L-M-H

Skills Required
Skill Required Number of Resources

Equipment / Hardware / Software Required
Equipment/Hardware/Software Description Quantity Est. Cost

Estimated Project Budget
Cost Description Estimated Cost

Estimated Savings
Savings Description Estimated Savings




Appendix B

PMMG 1.1 PROJECT SELECTION
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" Project ID: "

" Project Name: "

Instructions: Enter a project description for your project, then evaluate the statement, and modify it
(if needed) by using the criteria below. Place an X below or next to the rating selection you feel is

most accurate for this project.

Project description:

—A—A——_ —_—_—_— ——————————————————

Criteria Rating
This project directly supports a specific 1 3 5 Don’t
corporate goal or objective. Alot No know
Customer requirements can be clearly defined. 1 3 5 Don’t
Easy Hard know
Obtaining a Sponsor or Champion who is clearly 1 3 5 Don’t
committed to supporting this project is . . . Easy Hard know
Achieving the customer’s expectations will be . . . 1 3 5 Don’t
Easy Hard know
Defining the purpose and objectives for this 1 3 5 Don’t
project will be . . . Easy Hard know
The core processes for this project have been Yes No Don’t
clearly documented. know
The root cause of the problem/opportunity Yes No Don’t
driving this project is well defined. know
The assumptions associated with the project Yes No Don’t
have been clearly identified. know
The project benefits and validation measures Yes No Don’t
have been clearly identified. know
The project stakeholders have been clearly Yes No Don’t
identified. know
The project requires capital funds. Yes No Don’t
know
Alternative solutions have been identified for Yes No Don’t
the project. know
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PMMG 1.2 TEAM CHARTER

Building Project Management Centers of Excellence

([ Project ip: |

" Project Name: "

General Information

Project Requestor:

Project Request Date:

Requestor s Manager:

Target Launch Date:

Requestor s Department:

Project Manager:

Project Description

Project Rationale

Initiative / Strategy Supported

Project Risk(s) If Not Implemented

Alternatives to Accomplish Project Objectives

Rough Order of Magnitude (Select most appropriate)

Level | Effort-Hrs [Est. Accuracy H-M-L X

Resource Impact discovery (initiation) effort only

Resource Name Current Project(s) Impacted ETC

Est. End Date

Steering Committee

Name

Representing

Action Taken

Date

Approved

Denied

Approved with modifications

Additional information required

Template concept compliments of Kelly Talsma, PMP
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PMMG 1.3 POTENTIAL IMPACT
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" Project ID: " || Project Name: "

Project Benefits

Benefit Description

Measurement to validate level of achievement

Project Deliverables

Deliverable Description

Review and approval requirements

Project Critical Success Factors (CSFs)

CSF Description

CSF Owner(s)

Project Cost-Benefit Analysis

Cost Factor

Amount

Estimated Project Budget

Estimated Project Savings

Return on Investment

Net Present Value

Project Integration

Department/Functions Impacted

Skills Required

Qty.

Project Risks

Risk Description

Impact (H-M-L)

Probability (H-M-L)
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PMMG 1.4 PRELIMINARY COMMUNICATION PLAN

" Project ID: " " Project Name: " |
Role Who What When and How
(names of people __ (whatlevel of . (frequency and method
or groups) information is required) || oy yse to communicate)

Project Customer

Project Champion

Project Sponsor

Project Stakeholders

Project Steering Team

Project Team Members

Suppliers/Vendors

Management Team

Others
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PMMG 1.5 SMALL PROJECT SUMMARY
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Project ID:

Project Name: | Date: |

Assigned To:

Project Purpose / Description: Customer Expectations:

Deliverables:

Project Assumptions / Constraints:

5

Task Description | Status| Effort Start Finish

Project Start:

N

Requirements:

Analysis:

Ol |N|lo|la|Bh|lwWw|N

Design:

N
o

-
N

-
N

N
w

Build:

N
n

N
o

-
(2}

N
~

Test:

N
e ]

[N
©

N
o

Project Complete:
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Building Project Management Centers of Excellence

PMMG 1.9 Scope Statement

Project Name:

Enter Project name

Project ID:

PMCoE will enter # Classification Level: PMCoE will enter #

CAR Number:

Enter CAR Number

Prepared By:

Enter name of person completing this Scope Statement

Date:

Enter date submitted for review

Customer:

Enter Customer Representative

Project Sponsor:

Enter Sponsor Representative

Project Manager:

Enter name of project manager

Project
Stakeholders:

The people/organization/functional areas directly affected by the project. List
the contact person representing each group.

Name:

Representing: Name: Representing:

Project Team
Members:

The people directly involved in completing the work of the project or those
assigned to represent them in planning and managing the project.

Name:

Representing: Name: Representing:

Project Steering
Team

The people who will be assigned to the project Steering Team to act as
project champions, cross-functional coordinators, and accountability overseers.

Name:

Representing: Name: Representing:

Associated
Strategic
Objective:

What strategic objective is this project aligned with? Enter MBP #, objective
description, brief explanation of what aspect of the objective it will meet.

Project Purpose:

What is the primary purpose for the project? This is a summary statement of
what the project will change.

Customer
Expectations:

Be specific in listing what the customer expects to get from the project, i.e.,
lower cost, improved performance, higher quality, etc.

Project
Description:

This should be a definitive description. This information will help determine if
future requests for changes to the project are within scope or outside of the
original boundaries of the project deliverables.
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Business Benefits:

Benefits Measurements:

List the expected benefits the project will
provide. Be specific, i.e., reduced cost by $xx,
improve turn around time by xx days, reduce
processing time by x%, etc. Benefits must be
quantifiable and measurable.

List the corresponding benefits metrics that will
be used to validate that the benefits have been
achieved. Also include the timing for obtaining
the benefits.

High Level
Requirements:

List specific requirements, i.e., new hardware (specify), software (specify name
and revision level), training, facilities, etc.

Deliverables:

Specific | List all the products, applications, systems, organizations, areas, etc., that are
Inclusions: | directly or indirectly affected by and/or are included in this project. Establish
the boundaries (what is specifically included by design) of the project.
Specific | List all the products, applications, systems, organizations, areas, etc., that
Exclusions: | are specifically excluded by this project. Establish what is outside the
boundaries of the project (what is intentionally excluded by design).
Project | List specific deliverables, i.e., hardware (specify), software (specify), training

documents, processes and procedures, etc. This list should reflect what is
noted in High Level Requirements as well as other specific things that are not.
Deliverables must be tangible and recognizable as such.

Project
Constraints:

Identify specific limitations or predetermined targets (such as start/finish dates,
budget limits, resource limits caused by limitation of availability or budget,
outside constraints such as supplier delivery commitments, holidays, vacations,
etc., that will impact project timing, cost, or quality.

Project
Assumptions:

These are known “unknowns.” List assumptions that were used to establish
initial timing, cost, and quality parameters for the project. Include the
customer’s assumptions as well.

Project Success
Factors:

List the factors that affect project success. Many of these also involve your
assumptions, i.e., properly trained resources will be assigned to the project,
unreasonable project milestone dates will not be established for the project,
etc.

Project Budget:

$
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Project Milestone Plan

Milestone Tasks

Date

Project Start

Initiation Phase

Planning Phase

Execution Phase

Closing Phase

Project complete

This Project Scope Statement has been reviewed and is approved, thereby authorizing the project
team to proceed with further planning activities to meet the requirements of a Project Readiness
Review prior to project start-up.

Readiness
Review Date:

MM/DD/YY

The following individuals have reviewed and approved the project scope statement on the date

entered.

Approved By

Date

Customer:

Sponsor:

Project Manager:

PMCoE:

Dennis Bolles

Project Scope Statement Change Log

This part of the document is used to record future changes to the project scope statement as they

are approved.

Change Date Changed By

Change Description

Note: All changes to this document must be submitted and approved through the Project Change Control
process before being incorporated into this document.
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PMMG 2.2 VOICE of the CUSTOMER / SPONSOR / PM

" Project ID: "

" Project Name: " "

Customer Name

Representing

What are the expectations?

What are the assumptions?

What are the
constraints/limitations?

What are the concerns?

Sponsor Name

Representing

What are the expectations?

What are the assumptions?

What are the
constraints/limitations?

What are the concerns?

Project Manager

Representing

What are the expectations?

What are the assumptions?

What are the
constraints/limitations?

What are the concerns?
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PMMG 2.4 Project Business Requirements

Project ID:

Project Name:

Customer:

Sponsor:

Manager:

Corp. Goal:

Project Description:

Goals and Objectives:

Customer
Expectations:

Customer Constraints:

Requirement Category

Requirement Description

Hardware:

Software:

Consulting Services:

Training:

Specific Features:

Project Timing:

Constraints:

Specific Skills:

Other:

Capital Funds Required? [Yes | [No | |
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PMMG 2.5 Project Alternative Solutions
Date:

Project ID:
Project Name:
Prepared By:
Solution Criteria
Overview
Solution Criteria
Business Requirements (Goals and Objectives)
Ranking Criteria
Criteria Brief Criteria Requirement 1 | Requirement2 | Requirement3 | Requirement 4 Total Rank
Number Description
1
2
3
4
5
6
7
Degree of Description
Variance
3 Exceeds
2 Meets
1 Almost Meets
0 Does Not Meet
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Alternative Solutions:

Alternative #1
Alternative #2
Alternative #3

Alt. Benefits Problems
1 . .

Evaluations of Alternatives

Alternative 1
Alternative 2
Alternative 3

Solution Criteria Rank Alt.1 | Alt.2 | Alt. 3 | Alt. 4 | Alt. 5
Total
Degree of Variance Description
3 Exceeds
2 Meets
1 Almost Meets
0 Does Not Meet

Recommendation:
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PMMG 2.6 Project Records Administration

Project ID: |
Project Name: |

Filename | Description / Location [ Author | Date [ Rev
Initiation

<Folder Name>

<Folder Name>

<Folder Name>

<Folder Name>
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Project ID:
Project Name:

Work Element
PROJECT INITIATION
Prepare Project Scope Statement

PMMG
Templates
or Project
File ID

Number

PMMG 1.9

Project Manager

Project Team Members

Project Customer
Project Sponsor

Project Steering Team
Project Supplier(s)

Project Administrator

PMCoE

Prepare Project Baseline Plan

PMMG 1.7

Perform Project Risk Assessment

PMMG 2.9

Prepare a Risk Management Plan

Prepare a Communication Plan

PMMG 2.8

Establish Project Records Administration (LAN Folders)

PMMG 2.6

Establish Issues Resolution Administration Procedures

Process C

Establish Change Control Administration Procedures

Process B

Establish Communications Administration
PROJECT PLANNING
Establish Project Status Reporting Cycle

Process A

>|>|>|>|D|[0|D|(0]|=D
ojoofofofo|o|o |-

OO0 [0]|0 (> |>
=== (=[O0 o>|>

o000 ]|0]|0

T (o |n|x|n|o|n|n @
—|=|=|=[=>[>]|>|>

Establish (Review) Project Change Control Process

Establish (Review) Issue Resolution Process

Review Special Security Issues/Policies (if required)

Establish Scftware Configuration Management Processes

Establish Software Distribution Processes

Design User Training and Documentation Components

Develop Training Implementation Plan
PROJECT EXECUTION
Perform Formal Checkpoint Reviews

X ||| |X|> ||
®n[O[—]0]0]|0

olo|-|-|=]|-]-]-

ol|-[-|-|=]-1-]-

nOn[O[—]0]0]|0

DO In v n|ln|ln
—|=|=|=|=|»[»|>

Produce System Documentation

Produce User Training and Documentation

Develop System Test Plans, Cases, Data

Perform System Testing

Develop User Acceptance Test Plans, Cases, Data

Conduct Formal Acceptance Testing

Obtain Formal Approval For System Implementation

—[=]=]=|=1=[=]»

Conduct User Training

PR PR Pl PR Pl ol ol ol )
DL IOInnn|n|(n
NIz E|—-—10>|>|»

—I|=|-1-]-|-|-|-|»

-=-[1=1=1=-1-1-1=-]=

OO0 OI0 010000
nnnn|jn|jnv|nv|n|n
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PROJECT CLOSING

Produce Help Desk Job Aids and Procedures R{S|C S

Develop/Maintain User/Customer Request Process R[S]|S S[S

Perform Post Project Survey PMMG 4.1 [C[C|C C

Hold Post Project Review PMMG 4.2 [S|S|I|I|S|I|[S|R
+B15

Identify and Document Lessons Learned S|S[I]I[S]I]|S|R

Develop Process Improvement Strategies and Plans c[Cc|Cc|[I|C|[C|[C|[R

LEGEND:
R - Responsible - Ensures that the work is done, may also contribute to the work
A - Approves - Signs off that the work was done (Concurs with the work)
S - Support - Supplies support and resources, does the work
- If there is no 'S’ for a row, the organization with the 'R’ does the work
I - Inform - Informed of progress and of the results.
C - Consults - Supplies input and recommends solutions, consultation is mandatory
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PMMG 2.9 Project Risk Assessment

213

Probability and Impact Rating Values: High = 3, Medium = 2, Low = 1 (Probability x Impact = Severity Rating)
Probability: High = 75-100% occurrence, Medium = 40-75% occurrence, Low = 0-40% occurrence
Impact (cost/time/quality): High = > Major milestone impact; Medium-Noncritical path impact; Low =
None or trivial impact

Priority Ratings: High = SR 6.0 — 9.0, Medium = SR 4.0 — 6.0, Low = SR 2.0 - 4.0
High Priority Risks: require a detailed contingency plan and assigned responsibility
Medium Priority Risks: require identified actions and are monitored regularly
Low Priority Risks: only require identification and acknowledgment as acceptable project risks

Date:

Project ID:

Project Name:

Risk #:

Priority:

Probability:

Impact: Severity Rating: |

Task Line #:

Task Name:

Risk Description:

Internal/External:

Actions:

Contingency Plan:

Risk #:

Priority:

Probability:

Impact: | Severity Rating:

Task Line #:

Task Name:

Risk Description:

Internal/External:

Actions:

Contingency Plan:

Risk #:

Priority:

Probability:

Impact: Severity Rating:

Task Line #:

Task Name:

Risk Description:

Internal/External:

Actions:

Contingency Plan:
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Meeting
AGENDA

Date:

Time:

Location:
Contact Phone:

<Project Name> Meeting

Meeting Purpose:
Facilitator:

Participants:

Time

Agenda Topics Presenter

Special notes:

Key issues:

2
o

MEETING OBJECTIVE:

R
<%

GROUND RULES:

&
&
&
&
&
<

RS
%

All meetings will start on time

Everyone will be on time

One person speaks at a time

All team members have an equal voice

We respect each others’ opinions

We take our commitments seriously

We hold each other accountable for commitments made
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PMMG 3.2 MEETING MINUTES
General Information

Project Name:

Project ID Number:

Meeting Purpose:
Scribe:

Facilitator:

Date:

Time:

Location:

Invitees/Attendees (Y= in attendance, N= absent, S= substitute, G= Guest)

Y,N,S,G | Name Y,N,S,G | Name
Minutes
Agenda Topic Main Points, Conclusions, Discussions, Decisions, Next Steps

Action ltems

Item Open Description Assigned To Target Date
# Date Date Closed

Next Meeting Agenda Topics

Item # | Subject Presenter
1.
2.
3.

Next Meeting Date:

Next Meeting Location:
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PMMG 3.3 Project Status Report

| Project ID: | | Project Name: |
| Reporting Period: | Start Date: | | End Date: | I
| Function/Area: | | Function Leader: l

Scheduling Variances:

ID Task Name Planned | Actual Planned | Actual Total
Start Start Finish Finish Variance

Countermeasure Plan: |

Countermeasure Plan: |

Countermeasure Plan: |

Countermeasure Plan: |

Critical Issues:

ID Description Enter Date | Assigned Status

Pending Change Requests:

ID Description Enter Date | Function Status
|Area




Appendix B 221

PMMG 3.4 Issues Request Form

Project ID: Project Name:
Issues ID: Category:
Originator:

Detailed Description

Impact to Plan (Budget/Schedule/Other)

Root Cause

Process Improvement to Prevent Future Occurrences

Associated change request number:

Cost to implement this item:

Hours to implement this item:

Resolution/Decision

Resolution/Decision
Date:
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PMMG 3.6 Project Change Request Form

To Be Completed by Requestor

223

Task Name: Request Problem Change
Type:
Requested By: Request
Date:
Organization: Phone:
Requester Priority: | I Emergency Urgent I | Routine
Project/Group Leader: Phone:
Customer Support: Phone:
Description of Change: |
Benefit of/Reason for Change Request:
Issues/Concerns with Change Request:
Tracking Information To Be Completed by Project Team
Change Request Report #: | | Review Date:
Proposed Solution: |
Impact of Change on System/Project: |
Change Request Report Review Comments: |
Disposition: | | Approved | | Rejected | | Routine
Disposition Reason: |
Approvals To Be Obtained by Project Manager
Steering Team Project Team
Chairperson Date Member Date Other Date
Customer Date Sponsor Date

Assignment/Release Information- To Be Completed by Project Manager

Assigned To:

| Date: |

Planned Release Date:
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226 Building Project Management Centers of Excellence

PMMG 4.1 Post Project Review Survey

Project Name:

Give a rating to each question according to the legend above.

Project ID:
Name:
| Date Completed: |

Legend
0 = No Basis
1 = Strong No
2 =No
3 = Mixed Opinion
4 = Yes
5 = Strong Yes

1. Personal

Did you enjoy working on the project?

Comment:

Do you feel you have developed additional skills?

Comment:

Did you have the necessary skills to meet your objectives?

Comment:

Was the training on the project adequate?

Comment:

Did you find the work challenging/interesting?

Comment:




Appendix B

Legend

0 = No Basis

1 = Detrimental to the Project
2 = Little Value

3 = Some Use

4 = Very Useful

5 = Excellent

Give a rating to each standard according to the legend above.

2. Standards

0

1

2

3

4

5

Programming standards

Documentation standards

Testing standards

Financial procedures

Turnover procedures

Status reports

Project walk-thru’s

Team walk-thru’s of subsystems

Other (please specify)

Do you feel the standards were adhered to?

|Yes |

[No |

227

What additional standards should the project have developed?
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0 = No Basis

1 = Strong No

2 = No

3 = Mixed Opinion
4 =Yes

5 = Strong Yes

Give a rating to each question according to the legend above.

3. Development Environment

Did you have the proper equipment needed for the project?

Comment:

Did you have adequate software to do your work?

Comment:

Were the tools and utilities useful? If not, why?

Comment:

Do you feel the recommended platform was a good choice?

Comment:

Was the overall business and technical design clear to you?

Comment:

Did you know where to find the design documentation?

Comment:

Was the level of documentation on the project adequate?

Comment:

Was the documentation handled in a well-structured manner?

Comment:

What procedures/methods would you use again?
Comment:

What procedures/methods would you NOT use again?

Comment:
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Legend
0 = No Basis
1 = Failure

2 = Neither Failure or Success
3 = Limited Success

4 = Successful

5 = Very Successful

How well do you think the following was handled?

4. Testing

0

1

2

3

4

Unit Testing

System Testing

Turnovers

Defect Reporting/Resolution

Issues Reporting/Resolution

Testing Comments:
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230 Building Project Management Centers of Excellence

0 = No Basis

1 = Failure

2 = Neither Failure or Success
3 = Limited Success

4 = Successful

5 = Very Successful

How successful/useful were the project communications?

5. Communications 0(1|2(3|4]|5

Between colleagues?

Between you and your direct supervisor?

Between you and the project manager?

Between you and the customer?

On overall project status?

On the objectives of the project?

On your objectives?

On your performance?

On the objectives of the development team?

On project decisions?

On project issues?

On team issues?

Communication Comments:
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Legend
0 = No Basis
1 = Failure

2 = Neither Failure or Success
3 = Limited Success

4 = Successful

5 = Very Successful

How well do you think the following was handled?

231

6. Planning/Scheduling/Status Reporting

How would you rate the overall project planning?

Comment:

How would you rate the overall project scheduling?

Comment:

Was it difficult to meet deadlines?

Comment:

Did you feel involved enough in planning/scheduling?

Comment:

Did you feel involved enough in estimation of your work?

Comment:

Did you feel comfortable raising issues?

Comment:

Were issues you raised dealt with adequately?

Comment:

Did you feel the hours you worked were too long?

Comment:

If you worked long hours, did you feel pressured into it?

Comment:
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7. Methodologies

In your opinion, what methodologies did the project use?

How well did they work?

Why?

Additional Comments:

8. Summary Points
What in your opinion were the three main project strengths?

What in your opinion were the three main project weaknesses?

In your opinion, was enough attention paid to quality in both the development process and the final
product?

Any other comments you would like to add?
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PMMG 4.2 Post Project Review Report
Project ID: |

Project Name:

Project Description:

Total Duration:

Start Date: End Date:
Forecasted Hours: Actual Hours:
Budgeted Dollars: Actual Dollars:
Forecasted Resources: Actual Resources:

Significant Impacts to the Project

Issue 1

233

Description

Impact

Suggestions for Improvement

Issue 2

Description

Impact

Suggestions for Improvement

Lessons Learned
Project Initiation and Controlling

Project Lesson Knowledge Learned

Project Planning and Controlling

Project Lesson Knowledge Learned

Project Execution and Controlling

Project Lesson Knowledge Learned

Project Closing and Controlling

Project Lesson Knowledge Learned
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INDEX

A
Achieving corporate goals and
objectives, 36-38
Alternative solutions template,
207-208
Assembling project and steering
teams, 24
Assessment methods requirements,
159-162
Authorization, 115-118
activities during process, 115
charter, 116
definition, 30
overview, 115
process flowchart, 116
process for project portfolio, 51,
52,54, 55
request, 115-116
RRAA matrix, 118
steps for, 117
task force team scope, 29
templates/tools, 116

B
Baseline schedule, 66, 67, 68
Baumgardner, Dwane, 36-38
Benchmarking, 96, 97-99
challenges to overcome, 98-99
importance of, 98-99
project management knowledge
network, 96
trust development, 99
Budget estimate template, 197

Business requirements template, 206

C
Capacity and capability, 43-47
determining, 43-47

project estimating standards, 43,
44-46
project portfolio management
system, 43, 46-47
standard time recording, 43
workers’ skills and knowledge,
43-44
Capital authorization request, 61,
107, 119, 120, 139
Capital budget plan, 47-48, 49-50.
See also Strategic planning
process
CAR. See Capital authorization
request
Certification program, 77-78
Changes
control log template, 224
control process, 131, 134-137
control process flowchart, 134
control process steps, 135
request form template, 223
RRAA matrix, 136
steps leading to, 6
templates/tools, 134
Charter
elements of, 21-22
information included in, 21-22
project, 116
purpose of, 21
sample, 170-172
team template, 192
writing, 21-22
Classifications, creating, 61-62
Closing, project, 105, 106, 139-145
activities during, 139
metrics reporting process, 140,
143-145
overview, 139
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Closing, project (continued)
post project review process,
139-140, 141-142
RRAA matrix, 142, 145
steps, 141, 144
templates/tools, 140
Communication plan, 66, 67
preliminary plan template, 194
sample template, 212
template, 212
Configuration management
template, 217
Core process template, 108-109
Corporate Project/Program
Management Office (CPMO), ix,
7,89
Creating and managing project
portfolio. See Project portfolio,
creating and managing

D
Deming, 37, 38-39, 40
Driving focus, 4-7

E
Education and training, 73-80,

147-167

assessment methods requirements,
159-162

benefits, 77

certification program, 77-78

curriculum, 73, 150, 163-167

curriculum requirements,
163-167

definition, 32

delivery consortium, 79

developing program for, 78-79

elements of, 74-76

goals, 75-76, 147, 148-149

goals matrix, 148

importance of, 74

knowledge objectives
requirements, 151-154

learning objectives requirements,
155-158

overview, 147

participant groups, 147, 150

Index

requirements, 74-76, 147, 150,
151-162

success factors, critical, 73-80

summary, 79-80

task force team, 31

Elements of PMCOoE, four key,

29-32

Establishing, 1-99

creating and managing project
portfolio, 35-56

education and training, 73-80

initiating, 19-33

introduction, 3-18

key ingredients of methodology,
57-71

maturity, 87-99

motivation for, 5-6

readiness, 81-85

Evaluation survey, project, 176-177
Execution, project, 105, 106,

127-137

activities during, 127

change control process, 131,
134-137

issues resolution process, 128, 131,
132-133

metrics tracking, 131, 137

overview, 127

progress reporting cycle process,
127-128, 129-130

reporting cycle process flowchart,
128

reporting process, 130

reporting process steps, 129

templates/tools, 128

Goals, 3, 57
Goals and objectives

achieving corporate, 36-38
identifying organizational, 35-36

Hoshin kanri, 37, 38-42

benefit of, 38
definition, 38, 40
translations for, 40
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I
Identifying organizational goals and
objections, 35-36
Impact potential template, 193
Implementation group positioning, 3
Information technology as starting
point, 6-7
Ingredients of methodology, key,
57-71. See also Methodology
Initiation phase, 19-33, 105, 106,
119-122
activities during, 119
assembling project and steering
teams, 24
assess knowledge and skill levels,
19-21
authorization, 30, 32
charter writing, 21-22
education, 32
elements, four key, 29, 30, 32
kick-off event, 25-28
overview, 119
process, 119-122
process flowchart, 120
readiness, 32
RRAA matrixes, 112
scope statement writing, 22-24
standards, 30, 32
steps, 121
summary, 32-33
task force teams creation, 28-29,
30, 31
templates/tools, 120
Introduction, 3-18
driving forces, 4-7
importance of positioning, 10-11
naming, 7-10
organization roles, 14, 15-17
organization structure, 12-14
organization titles, 8
project management as business
function, 11-12
reporting scenarios, 13-14
reporting structure, 10
summary, 14, 17-18
viewed as business function,
11-12

237

Issues
request form template, 221
resolution log template, 222
resolution process, 128, 131, 132-

133

resolution process steps, 132
RRAA matrix, 133

IT. See Information technology

J
Juran, Joseph M., 39

K
Kerzner, Dr. Harold, 4-5
Kick-off event, 25-28
agenda, 25, 27-28
planning phase and, 123
planning steps, 27
proposal for, 26
publicizing ways, 25
purpose, 26
Knowledge and skill levels
assessment, 19-21
Knowledge objectives requirements,
151-154

L

Learning objectives requirements,
155-158

Levels, project, 106-113

Logo, 55-56

M

Management by objectives (MBO),
39

Management by planning (MBP),
36-38, 40-42, 47

Management of environment
flowchart, 91

Management of organizational
change flowchart, 92

Management of products flowchart,
90

Management of projects flowchart,
89

Management team survey, 19-20,
173-175
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Managing organizations by projects

(MOBP), 88, 89-90
Maturity, 87-99
benchmarking, 96, 97-99
characteristics, 97
definition, 87
model diagram, 95
models, 87-88

organization maturing diagram, 94

project management maturity
survey, 178-188
stages of, 93-96, 97
summary, 99
Maturity level. See Knowledge and
skills levels assessment
Meeting agenda template, 218
Meeting minutes template, 219
Methodology. See also Methodology
guidelines; Methodology
introduction
classifications creation, 61-62
contents list, 60
criticism of, common, 65
definition, 58
distributing project management
methodology, 69-70
generic, 59-61
guidelines, 101-167
ingredients, key, 57-71
introduction, 103-113
requirements for early
implementers, minimum, 62-68
resistance, overcoming, 63-64
Methodology guidelines, 101-167
authorization, 115-118
closing, project, 105, 106, 139-145
contents list, 60
controlling processes, 106
diagram of, 59
education and training, 147-167
execution, 105, 106, 127-137
ingredients, 60
initiation, 105, 106, 119-122
introduction, 103-113
map, 105
phases, 106
planning, 105, 106, 123-126

Index

templates, 68
tools, 66, 68
Methodology introduction, 103-113
controlling processes, 108
core process integration, 105-106,
108-109
elements diagram, 105
implementation, 104
levels, project, 106-113
map, 105
overview, 104-105
phase definitions, 106
purpose, 103-104
vision, 103
Metrics
management report template, 216
plan tracking report template, 225
report template, 234
reporting process, 140, 143-145
tracking, 131
tracking templates/tools, 137, 143

N
Naming the function, 7-10

(6]
Objectives and goals
achieving corporate, 36-38
identifying organizational, 35-36
Organization
roles, 14, 15-17
structure, 8, 9-10, 12-14
titles and responsibilities, 8,9
Organization Project Management
Maturity Model (OPM3), 87, 95
Organizational goals and objectives,
identifying, 35-36

P
PeopleSoft, 44
Planning phase, 105, 106, 123-126
elements, 123
overview, 123
process, 123-126
process flowchart, 124
RRAA matrix, 126
steps, 125
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strategic forecast planning
template, 190
template/tools, 124
PMCoE. See Project Management
Center of Excellence
Positioning importance, 10-11
Post project review
process, 139-140, 141-142
report template, 233
survey template, 226-232
Process analysis template, 203
Process step description, 111-112
Project and steering teams,
assembling, 24
Project classification matrix, 107
Project estimating standards, 43,
44-46
criteria for claiming progress, 46
methodology, 45-46
metrics used, 44, 45
recognizing time performance,
46
Project Evaluation Survey, 20,
176-177
Project management
as business function, 11-12
methodology distribution, 69-70
resistance, overcoming, 63-64
Project Management Body of
Knowledge (PMBOK) Guide, 58,
59, 61, 73,77, 103, 104
Project Management Center of
Excellence
driving forces, 4-7
elements, four key, 29, 30, 32
focus of, ix
goal, main, 57
goals, 3
implementation group, 3-4
initiating, 19-33
logo for, 56
motivations for establishing, 5-6
names for, other, ix, 7
organization roles, 14, 15-17
responsibility definition, 8
structure of, 8, 9-10
support for, 3
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Project Management Institute (PMI),
77,87, 95,103, 104
Project management knowledge
network, 96
Project Management Maturity
Survey, 20, 178-188
Project management methodology
guideline (PMMG), 103-105. See
also Methodology guidelines
templates, 189-234
Project management office (PMO),
ix, 7,8,9,10
Project Management Professional
(PMP), 77, 80
Project managers report scenarios,
13-14
Project office (PO), ix, 7, 8,9, 10
Project portfolio, creating and
managing, 35-56
access to information needed, 53
authorization process, 51, 52, 54,
55
benefits, 47
capacity and capability, 43-47
capital budget plan and, 47-48,
49-50
establishing, 43
goals and objectives, achieving
corporate, 36-38
goals and objectives, identifying
organizational, 35-36
Hosin kanri, 38-42
information needed, 51
logo, 55-56
management report template, 202
managing, 48, 51, 53-55
opportunities, new, 48, 51, 52
reviews, 53, 55
steps description, 49
summary, 56
Project portfolio management
system, 46-47
Project profile: strategic forecast
planning template, 190
Project review process
description, 83
flowchart, 82
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Project selection template, 191

Project summary template, 196

Project support office (PSO), ix, 7, 8, 9,
10

Publicizing creation of PMCoE, 25

Q
Quality template, critical to, 205

R
Readiness, 81-85
checklist, 84
checklist template, 201
definition, 32
planning phase and, 123
post project reviews, 84-85
review, 82-84
summary, 85
task force team, 31
Records administration template,
209-211
Reporting scenarios, 13-14
Reporting structure, 8, 9-10
Request, project, 115-116, 117-118
Risk assessment, 66, 67
template, 213-214
Risk management log sample form,
project, 214
RRAA matrix
authorization process, 54, 118
change control process, 136
initiation process, 122
issues resolution process, 133
planning process, 126
post project review process, 142, 145
process flow diagram, 113
progress reporting process, 130
strategic forecast plan, 50

S
Scope of work (SOW). See Scope
statement
Scope statement
adjusting, 61
definition, 66-67
elements of, 23

Index

importance of, 66
modifying, 107
project initiation and, 119
project planning and, 123
for task force teams, 29, 30, 31
template, 198-200
writing, 22-24
Skill level and knowledge assessment,
19-21
Skills inventory matrix template, 215
Small project summary template, 195
Solutions template, project alternative,
207-208
Standard time recording, 43
Standards
definition, 30, 57
task force team, 30
Statistical quality control (SQC), 39
Status report template, project, 220
Steering and project teams,
assembling, 24
Steps leading to change, 6
Strategic forecast planning template,
190
Strategic planning process (SPP)
management by planning (MBP)
and, 47
process design, 48
RRAA matrix, 50
step description, 49
Survey participation, 20-21

T

Task force teams creation, 28-29, 30,
31

Team charter template, 192

Tools, 169-188

Training and education. See Education
and training

\%
Voice of the customer/sponsor/PM
template, 204

A%%
Worker’s skills and knowledge, 43-44





