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Introduction

Concept Overview

During the past few decades, modern project management precepts have emerged
to instill a vitalized, professional approach to project management across countless
industries. Individual capabilities in project management have been strengthened
and enlarged through a combination of developments in project management pro-
cesses and practices, implementation of training programs, and introduction of
automated tools that use advanced design concepts and technology. As a result,
today’s project managers who practice these principles find themselves in the dual
roles of a technical expert in a particular specialty or discipline as well as the busi-
ness leader for the project.

The Complete Project Management Office Handbook extends these modern proj-
ect management concepts and considerations into the scope of project manage-
ment oversight, control, and support. It recognizes the need for an organizational
entity—the project management office (PMO)—to perform in a capacity that
achieves one or more of these three operational objectives. It positions the PMO as a
business integrator—whether in a role that is limited to managing multiple projects
as a program or expanded to serve as a business unit representing the organization’s
project management environment—to encompass all the people (project stakehold-
ers), processes (methodologies and practices), and tools (automated systems and
work aids) that manage or influence project performance. In either case, the PMO
helps both the project manager and the relevant organization to understand and
apply professional practices of project management and to adapt and integrate busi-
ness interests into the project management environment with which it is associated.

The relevant organization is the business unit or department that is influenced
by PMO functions and that receives direct business benefits from PMO operations.
As such, it is both the primary “customer” and the governing body of the PMO.
In contrast, the sponsoring organization is that business unit or department that
designs and implements the PMO capability, provides PMO resources, and holds
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responsibility for PMO functional and operational capability. That is to say, the
sponsoring organization may be a business component of the relevant organization.
Ideally, these two organizations are the same entity; this is normally the case when
the PMO is first established. However, it is not uncommon for a sponsoring orga-
nization to establish a PMO for its own purpose and then see it emerge over time
to serve the broader interests of a larger relevant organization or even the full busi-
ness enterprise. Hence, the alignment of the PMO within the relevant organization
structure can be an indicator of its authority and responsibility, it and presents a
major point of deliberation for PMO designers. Nevertheless, the depth and extent
of PMO functional responsibility will usually guide its placement within a relevant
organization, which can be adjusted as organizational needs warrant.

The Complete Project Management Office Handbook focuses on what can be done
to establish the depth and extent of PMO functional responsibility that the relevant
organization requires. This is presented through two primary perspectives. First,
The Complete Project Management Office Handbook considers five stages of PMO
capability along a competency continuum. These represent progressive stages of
PMO development and capability categorized specifically as a frame of reference.
Each PMO stage suggests a particular level of functional capability that the PMO
will have achieved if functions are fully implemented. The five PMO stages are also
indicative of organizational maturity in project management, with the PMO’s role
and responsibilities advancing from project management oversight and control at
the lower end of the competency continuum to strategic business alignment at the
higher competency stages.

The second focus of The Complete Project Management Office Handbook is in the
presentation of 20 function models that can be used to guide deliberation and devel-
opment of PMO operational capability. These models suggest what capability can be
realized through comprehensive implementation of each PMO function. Note that
the actual implementation of PMO functions in an organization will undoubtedly
be refashioned as adaprations of the function models presented in this handbook,
depending on the appropriate use and fit within the relevant organization.

The following sections describe the PMO competency continuum, the PMO
functions, and the underlying concepts regarding the context and considerations
for PMO implementation.

The PMO Competency Continuum

The PMO competency continuum provides a vehicle that defines a series of pro-
gressive PMO stages of development that can be examined for application in an
organization. The naming convention is relatively simple and somewhat consistent
with PMO implementation efforts across most industries. However, these names
provide only a frame of reference; other names can be applied as appropriate to the
nature of PMO responsibilities and the business environment in which it operates.
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Five general stages of PMO competency are prescribed for consideration. Figure
0.1 presents an overview of the PMO competency continuum and a description
of each of its stages. These five PMO stages represent a progressive competency
and advancement of functionality that can be attained to meet the needs of the
project management environment and the associated business objectives of the rel-
evant organization. It is presumed that a higher-stage PMO has already achieved
the competencies prescribed for any lower-stage PMOs. Thus, if an organization
wants to establish a stage 3 standard PMO, it will also have to ensure that it has
first realized the competencies prescribed for stage 1 and stage 2 PMOs. It is also
possible that a PMO at any stage can pursue activities at any level to address the
needs within the relevant organization, which is far more important than stepping
through levels of competency in sequence. Moreover, it is critical to discern the
approximate level of PMO competency that the relevant organization needs. Not
every organization needs to have a PMO at stage 5. In fact, for most organizations,
the stage 3 standard PMO is probably more than adequate.

The following subsections provide a descriptive overview of each stage in the
PMO competency continuum.

Stage 1: The Project Office

The stage 1 PMO is the fundamental unit of project oversight in the project manage-
ment environment. The project office is created as a domain of the project manager,
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who is responsible for the successful performance of one or more projects. It provides
the capability to ensure professionalism and excellence in applying widely accepted
principles and preferred project management practices to each project effort.

However, more than one project office may exist within an organization. When
this occurs, an obvious challenge lies in ensuring that each project office pursues a
common approach to project management. Ideally, senior members of the project
management staff will collaborate in their design and implementation of project
office capability. Alternatively, a single, higher-level PMO can be established to
guide and support project office activities.

The inclusion of the project office in the PMO competency continuum is argu-
ably an uncertain fit. By definition, it does not influence actions and activities of
more than one project manager; it has no program-level authority or direct strategic
business relevance; and it does not fulfill the traditional role of a PMO. However,
the project office implements and monitors the “rules of project performance” at
the project team level, and that oversight in itself is a responsibility of PMOs at
all levels. Thus, the placement of the project office at the beginning of the PMO
competency continuum ensures that effective project management oversight at the
project level is considered and implemented in the context of PMO responsibility.

The project office performs a variety of essential project management activities,
including the following:

B Applying principles and practices of modern project management, through
the skill and knowledge of the project manager, to ensure that successful
project performance is achieved. The project office concentrates on producing
deliverables associated with project objectives, and it manages the vital signs of
each project effort—cost, schedule, and resource utilization. Managing these
details invariably enhances examination of project performance and facilitates
the application of corrective actions to any problems that are identified.

B Serving as the direct interface to project team performance management.
Because most project teams likely have a technical performance focus, the
project office will introduce and facilitate using the elements of project man-
agement. Accordingly, the project office provides for differentiation between
the technical methods, which are prescribed to create an excellent technical
product, and the use of project management methods, which are prescribed
to ensure project and business success.

B Applying organizational guidance in the form of policies, standards, execu-
tive decisions, and so forth to each project effort. The project office also acts as
the frontline point of supervision for implementing and integrating business
processes in the project management environment.

B Serving as the first level of project oversight and, sometimes, the high-
est level of technical oversight. Whereas higher-stage PMOs may mandate
and introduce technical methods and procedures, it is the project office that



Introduction ® xxv

implements them in the project management environment. Indeed, at this
level, there is probably less emphasis on business issues, unless the project
manager has the double duty of serving also as a program manager.

The project office’s role is that of implementer, applying most PMO functions.
It carries the policies, practices, and guidance prescribed by higher authoricy—
possibly higher-stage PMOs above it—into the project management environment
for project team implementation. Yet the project office does not have to achieve
advanced levels of functionality beyond the one or several projects it supports.
Rather, a project office can exist formally in name or informally by virtue of its
responsibility for project and project team performance. The formal project office
can examine its roles in each of the PMO function models as a means to create a
complete and comprehensive project oversight capability.

Stage 2: The Basic PMO

Stage 2, or basic PMO, is the first PMO level that deals with multiple project over-
sight and control. It furnishes the capability to provide aggregate oversight and con-
trol of multiple projects relative to the performance of multiple project managers.

In some industries, this stage is traditionally known as the “program office”
and represents the domain of the program manager. It is possible that there could
be more than one basic PMO in the relevant organization—one for each program
manager. However, it is not practical for every program manager to independently
build the comprehensive capability that is prescribed here. Therefore, in the context
of The Complete Project Management Office Handbook, the basic PMO is presumed
to be the highest centralized entity of project management that pursues its mission
under the leadership and guidance of one designated program manager.

The basic PMO will likely have minimal staff, in some cases just one individual
assigned to build the PMO’s capability. Presumably, this person will be assigned
full time to the PMO effort and have access to at least a few additional part-time
support resources. This staffing arrangement is essential to accomplish the pre-
scribed functionality of the basic PMO. An initiative that is fully supported finan-
cially and appropriately resourced should be able to achieve basic PMO capability
and prescribed functionality within 1 year or less. This time, however, may vary
based on the business commitment and culture of the relevant organization.

With an emphasis on establishing control in the project management environ-
ment, the basic PMO performs a variety of centralized project management activi-
ties, including the following;:
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B Having primary responsibility for establishing a standard approach to how
project management is conducted in the relevant organization. This includes
the introduction of common tools, repeatable processes, and preferred prac-
tices, ideally represented by implementation of a comprehensive project man-
agement methodology.

B Providing the means to compile aggregate results and analyses of project sta-
tus and project progress as a basis for identifying and responding to project
variations, evaluating project and project manager performance, and ensur-
ing the achievement of project objectives.

B Introducing project management as a professional discipline in the relevant
organization through its prescription of applicable standards, designation of
qualified project managers, training and empowerment of project teams, and
specification of roles and responsibilities of stakeholders in the project man-
agement environment.

The basic PMO has responsibility for implementing capability across all PMO
functions. Nevertheless, most of that capability is fundamental and emphasizes
establishing the foundation of a viable project management environment. As a
result, the new stage 2 PMO will likely be treading new ground within the relevant
organization; functional capability advancements may initially be slow as busi-
ness units become accustomed to the PMO’s presence, accept transition of certain
responsibilities to the PMO, and evolve with greater reliance on PMO management
capability to achieve business interests associated with project oversight and con-
trol. Conversely, the new basic PMO must demonstrate its full alignment within
the relevant organization and its professionalism in the practice of project manage-
ment. This often requires the PMO to be proactive in planning its functionality
and prepared to defend its business position.

Stage 3: The Standard PMO

The stage 3 PMO is central to the PMO competency continuum, representing the
essence of a complete and comprehensive PMO capability. While it continues to
address project management oversight and control, the stage 3 PMO introduces
a new focus on support that optimizes individual and project performance in the
project management environment. Its purview ranges from managing multiple
projects and multiple project managers and may even include overseeing or other-
wise aligning with one or more program managers.

The standard PMO can evolve from eatlier efforts to construct a basic PMO. It
can also be designed and implemented as the initial “from-scratch” effort to intro-
duce centralized oversight, control, and support in the project management envi-
ronment. If a new PMO at the standard PMO level is to be pursued, the designers
and developers must ensure that functionality prescribed for the basic PMO is
incorporated into their PMO design and implementation plans.
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Stage 3 PMO functionality is the solution for organizations seeking to implement
project management as a core business competency or otherwise looking to improve
project management capability or increase project management maturity. The new
stage 3 PMO necessitates minimal staffing of a full-time PMO manager or director and
at least two additional full-time and part-time staff members qualified to perform and
facilitate PMO functionality design and implementation. Furthermore, the extent of
standard PMO functionality may warrant some part-time, possibly extended involve-
ment from other participants in the project environment, as well as potential participa-
tion of business units in the relevant organization. As functionality is established, it
is likely that a few more full-time staff members will be needed to fulfill professional
specialty positions. As this PMO grows, additional full- and part-time administrative
support personnel also will be required. The assignment of these resources, along with
distinct executive business commitment to the effort, should enable complete stage 3
PMO functionality to be achieved within a 2- to 3-year time frame. Of course, timely
deliberation and planning of operational needs and priorities, along with assignment
of adequate initial resources, will enable significant PMO functionality to be imple-
mented within a matter of months. Initial standard PMO operating capability nor-
mally can be realized within the first year of the implementation initiative.

The standard PMO performs complete centralized project management over-
sight and control activities, with an added emphasis on introducing process and
practice support in the project management environment. These activities include
the following:

B Serving as the centerpiece of project management support in the relevant
organization—a project management resource for business units, a profes-
sional practice facilitator for project managers and project team members,
and a coordinator and collaborator for project stakeholders (e.g., resource
managers, customers, vendors, and management) activity and involvement.

B Functioning as the interface between the business environment and the proj-
ect management environment. The standard PMO translates, as appropri-
ate, policy and executive guidance for project performance and implements
actions and activities associated with strategic business interests and objec-
tives in the project management environment.

B Acting as the facilitator of project management environment process and prac-
tice design and as a catalyst for project management excellence. This extends
from attending to project management methodology development and practices
used to assure project success to introducing project reporting tools and collabo-
ration practices, to providing executive support processes regarding matters of
project governance, project portfolio management, and business performance.

B Serving as the representative of the project management environment to the
senior executive of the relevant organization and participating in or pos-
sibly convening and leading associated control boards comprising execu-
tives and senior managers. As such, the standard PMO can be the relevant
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organization’s project management representative to business and industry
affiliates, partners, and professional institutions.

B Operating as the recognized organizational entity that directly or indirectly influ-
ences resource participation on projects, to include addressing such matters as
project resource acquisition, qualification, training, assignment, and evaluation.

The standard PMO has responsibility for implementing a complete capability
across all designated PMO functions. It should examine the needs of the project
management environment in each of the 20 prescribed PMO function models pre-
sented in this handbook. It will therefore be challenged to adapt each function
model for optimized operational fit and maximized business benefit within the
relevant organization. It should be reiterated that not every PMO needs to develop
full or any capability in all 20 function areas. However, the PMO established at the
standard level should at least consider every option for functionality.

Stage 4: The Advanced PMO

The stage 4 PMO normally evolves from an existing, complete PMO capability and
therefore is the “big brother” of the standard PMO. Its focus is on integrating busi-
ness interests and objectives into the project management environment. This implies
introducing common practices to be applied to both project management processes
and business processes. To use a term familiar to many professional project manag-
ers, the advanced PMO helps create a “projectized” business environment.

Thus, by definition, the advanced PMO cannot be new. Rather, standard PMO
functionality must be fully established before an advanced PMO capability can be
implemented. Of course, this should not limit PMO designers and developers from
incorporating advanced PMO considerations in their PMO implementation plans.
Establishing the functionality and capability of the advanced PMO can be the next
phase in plans for PMO fulfillment within the relevant organization. It is antici-
pated that this stage in the PMO competency continuum can be achieved within 1
to 2 years following establishment of the standard PMO capability.

The stage 4 PMO normally has increased staffing and greater potential for
direct alignment of resources. In particular, the PMO staff is enhanced to include
the professional and administrative resources needed to develop, implement, and
manage expanded processes, programs, and functionality. The PMO director will
have expanded authority to address business interests in the project management
environment. Assigned PMO resources may be aligned with a few key functional
activities within the PMO that provide the means to integrate business and project
management practices.

The advanced PMO performs comprehensive, centralized project management
oversight, control, and support activities, together with expanded functionality that
represents a mature and business-oriented project management organization. These
activities include the following:



Introduction ® xxix

B Appearing more and more like a separate business unit. If a distinct PMO
budget has not already been established at an earlier PMO stage, the advanced
PMO normally prepares and manages its own budget as a means of pursuing
development and implementation of advanced project management practices
and business integration activities.

B Collaborating with business units within the relevant organization and par-
ticipating in the development or adaptation of processes and practices that
are common to both the business environment and the project management
environment.

B Providing distinct expertise in state-of-the-art project management processes
and practices. Senior staff members are assigned full time and represent
highly skilled and knowledgeable professionals who apply business acumen
and advanced business and project management concepts to solutions imple-
mented in the project management environment. These individuals help im-
plement such functionality as mentoring services, project audits, and project
recovery services. They monitor and manage project results in terms of busi-
ness performance. The advanced PMO staff also can include business analysts
and specialists from diverse professional disciplines, such as legal, contract
and procurement management, customer service, and so forth, as needed full
time or part time to achieve PMO functionality.

The advanced PMO will revisit the 20 PMO functions to introduce expanded
capacity and programs to manage activities in the project management environ-
ment. Because it has a focus on integrating business interests, the advanced PMO
also ensures that PMO functions are also integrated for efficient and effective busi-
ness support.

Stage 5: The Center of Excellence

The center of excellence is usually designated as a separate and distinct business unit
within the relevant organization, and it may even have responsibility for enterprise-
wide project management operations. Alcthough lower-stage PMOs may be assigned
similar responsibilities, it is most distinct at this highest PMO level. Even so, lower-
stage PMOs may have a business alignment or reporting affiliation with the center
of excellence. Notwithstanding, the PMO functionality prescribed for the center of
excellence has a focus on strategic business interests across the relevant organization
or enterprise.

Normally, there is an executive in charge of the center of excellence, and that
individual should either report to or have direct access to the chief executive officer
or any other top executive in the relevant organization. To that end, the center of
excellence can be established within the time frame it takes an organization to
establish a new business unit, which generally takes from 1 to 2 years to create a
viable presence.
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Although it appears at the top of the PMO competency continuum, the center of
excellence is a unique project management entity. The center of excellence does not nec-
essarily perform all of the prescribed lower-level PMO functionality, but it could. There
are two perspectives on how a center of excellence can be established. First, it could be
created as a result of the growth and expansion of a lower-stage PMO, which would
normally be the case in a small- to medium-sized organization. Conversely, it could be
established independent of any existing PMOs, with the objective of providing strategic
business guidance and direction to those subordinate PMOs. This would likely be the
case in a large, global organization where the center of excellence provides some aspect
of oversight, control, and support to PMOs serving regional business interests.

Consequently, the center of excellence assumes a strategic alignment role in
the relevant organization and guides the project management environment in its
continuous-improvement efforts. These activities include the following:

B Providing direction and influence for enterprise project management opera-
tions. It also may oversee subordinate PMO functionality where the relevant
organization has constructed other PMO operations relative to its interna-
tional, national, or other expanded geographical business focus.

B Building both project management environment and project stakeholder
awareness, representing project management and business interests across
business units, and managing customer relationships, as well as vendor and
partner relationships.

B Sponsoring and conducting studies and evaluations of project management
functionality and business effectiveness, with particular focus on its own
operations or those of affiliated PMOs.

B Representing the business interests of the relevant organization in the project
management environment, and vice versa.

The center of excellence should review the 20 PMO functions for strategic busi-
ness implications, together with how they can be adapted, adjusted, or redesigned
for optimized use, including application by other subordinate PMOs within the
relevant organization.

The PMO Functions

The Complete Project Management Office Handbook presents 20 function models
for practical application of oversight, control, and support solutions in the proj-
ect management environment. These functions have a combined influence on the
business environment and on the project management environment in the relevant
organization. In addition, there are interrelationships among most of the PMO
functions: Some functional processes or procedures overlap; some cross-function
references will be apparent as each function is examined.
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The 20 PMO functions are grouped within the following five function categories.

B Practice management: Provides a common approach and frame of reference for
conducting project management activities within an organization. This PMO
function area establishes project management processes and practices; intro-
duces associated project management tools; specifies project performance
standards and metrics; and creates a collaborative project management envi-
ronment that guides project information management and includes access
to project archives and a reference library. It concentrates on developing an
effective organizational project management capability at the project level.

B [nfrastructure management: Facilitates establishing a professional project
management environment. This PMO function area examines the current
state of project management; collaborates plans for the future state; and
introduces the policies and oversight mechanisms needed to achieve orga-
nizational competency, capability, and maturity goals. It helps to define the
project structure and stakeholder involvement necessary to support success-
ful project performance, and it provides for administration of facilities and
equipment needed to accomplish project objectives.

B Resource integration: Manages the competency, availability, and performance
of project resources. This PMO function area enables the PMO to collaborate
with resource managers to acquire, assign, and manage project managers and
project team members; allows the PMO to administer training in the project
management environment; and enables the PMO to shape the career progres-
sion of the project manager and support aspects of project team development.

B Technical support: Provides project management advice, counsel, and support
to project managers and project teams. This PMO function area leverages the
skill, knowledge, and experience of available project management experts to
provide mentoring in the project management environment; provides a range
of project planning, facilitation, and support activities; plans and conducts
routine and special project audits and project management reviews; and pro-
vides appropriate project recovery support, as needed.

B Business alignment: Introduces the organization’s business perspective into the
project management environment. This PMO function area oversees project
portfolio management; facilitates executive involvement in project manage-
ment to include overseeing project management contributions to business
performance; and manages customer and vendor/contractor relationships,
facilitating their roles as project stakeholders.

These PMO function areas are, in turn, further divided into 20 specific PMO
functions prescribed for comprehensive and complete coverage of PMO responsi-
bilities in the relevant organization. Each of the 20 chapters of 7he Complete Project
Management Office Handbook presents a comprehensive description of one of these
PMO functions. Table 0.1 provides a snapshot of the diverse activities of each function.
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Concepts and Content Overview

The prescribed PMO functions and associated activities are presented for due
examination and consideration by individuals and organizations looking to estab-
lish a PMO capability that will enhance project performance, increase project
management capability and maturity, and integrate business interests and objec-
tives. The prescribed functions provide insight and guidance regarding the type
of PMO functionality that can be pursued and suggest how they can be modeled
or constructed. They suggest or prescribe possibilities, leaving it up to the indi-
viduals responsible for implementing PMO functions to deliberate and decide how
to implement these model concepts in their business environment. Undoubtedly,
adaptations and adjustments of the PMO function models will be the rule rather
than the exception.

Similarly, it is unlikely that any individual PMO will use all of the functions
or activities proffered here. There are too many unique business environments and
organizational circumstances to presume that they would all fit nicely in every loca-
tion and every business environment. Instead, the PMO can use the recommended
function models as guidance, implementing only the particular PMO functions
essential to its project management environment.

It should also be noted that the PMO function models are not particularly
project management models. Whereas each PMO function model has significant
relevance in the project management environment, these models represent what the
PMO does, not what the project manager does. At best, the embedded prescrip-
tions for the project office are activities performed by project managers when they
conduct oversight as a stage 1 PMO. That considered, readers should nevertheless
gain tremendous insight into what project managers should do through examina-
tion of the content prescribed in each chapter for PMO use.

Throughout this handbook is the underlying premise that the PMO is a “busi-
ness integration” activity. To that end, most PMO function models present concepts
that not only approach, but also sometimes include, traditional business functions.
It is never intended that the PMO replace organizational business functionality
or functional departments. Rather, the PMO has responsibility for working with
them to facilitate or adapt business functionality for use in the project manage-
ment environment. The PMO function model may state that the PMO “should”
‘will” do something, but that is only in the context of the prescriptive nature of
this work. It is considerably more important that the PMO identify where in the
relevant organization such functionality may already exist and then develop collab-
orative means to have it be represented in and supportive of activities in the project
management environment. The PMO should facilitate the positive influence and
integration of business functionality in the project management environment. The
applicable PMO function model can, in turn, be used to aid in introducing such
business integration.

<
or
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Likewise, when a PMO function model prescribes an action or activity for the PMO
to perform, it should fulfill those efforts to the extent permitted by existing PMO com-
petency and maturity, current business capability, and acceptance within the overriding
organizational culture. The PMO function models enumerate what is needed in the
project management environment to effectively conduct project management oversight,
control, or support. Smaller PMOs, usually with limited staff and authority, certainly
cannot begin to address the full scope of activities recommended for each PMO func-
tion model. Some larger PMOs may not be chartered to pursue certain functionality.
In those cases, the PMO should adopt as much or as little of the model prescription as
needed. When a PMO inherently is not able to fully implement a PMO function, it
can work and maneuver within the business environment to facilitate implementation
of PMO functional interests by a better-suited business unit or other functional depart-
ment. In some cases, the PMO will discover that proposed functionality already exists
in the relevant organization. It then becomes the PMO’s responsibility to introduce it
into the project management environment, to the extent possible, to align with widely
accepted, professional project management practices and precepts.

Given these underlying concepts, each of the 20 subsequent chapters delineat-
ing PMO functions contains the following recurring sections.

B Chapter introduction: Presents a brief overview of applicable concepts for the
given PMO function, including a specification of what capability the PMO
achieves as a result of implementing the function.

B Project Environment Interface Concepts: Identifies the impact and general ben-
efits to be realized within the project management environment as a result of
implementing the particular PMO function.

B Business Environment Interface Concepts: Identifies the impact and general
benefits to be realized within the business environment as a result of imple-
menting the particular PMO function.

B [Function Area] Activities across the PMO Continuum: Highlights the pre-
scribed PMO activities for implementing the particular PMO function at
each of the five progressive PMO competency stages.

B [Function Area] Function Model. Provides a detailed and comprehensive
discussion of the prescribed activities to be performed in conjunction with
implementing the particular PMO functionality. This portion of extensive
content within each chapter varies significantly according to the prescribed
activities of the particular function model.

B Postscript for the Smaller PMO: Provides a brief statement of insight and focus
for individuals associated with a more modest PMO function implementa-
tion. Following examination of the extensive and comprehensive descriptions
that present the activities, concepts, and considerations of each PMO func-
tion model, this final section of each chapter suggests the fundamental capa-
bilities that the smaller PMO can address.
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Notes on the Third Edition of this Handbook

The preparation of this third edition of 7he Complete Project Management Office
Handbook included a detailed review of concepts and content, and where appro-
priate, revisions have been made to present more current thinking or expanded
thoughts regarding the original material. As well, the content of each chapter was
examined for readability and how well the concepts were portrayed and conveyed
for reader use. To that end, every chapter received extensive attention, and every
chapter was revised in some way to improve its value to the reader.

The changes made in this third edition of 7he Complete Project Management
Office Handbook are highlighted by the addition of two new appendices that are
distinctly on topic for managers having an interest or mandate for PMO develop-
ment in their organizations.

The new Appendix A, “Planning and Implementing a Project Management
Office in the Organization,” provides detailed steps and guidance for managing the
PMO development process. It considers the unique business needs of the relevant
organization, and it prescribes the deliberations and decisions that need to be made
along the path taken to design and implement an effective PMO. This appendix
provides a valuable tool for managers in organizations who have been challenged to
create a PMO oversight, control, and support capability in the project management
environment. It also provides valuable insight for managers in organizations that
already have a PMO but need to review the basis of PMO operations or enlarge its
scope of responsibility.

The new Appendix B, “A Simple Examination of PMO Maturity,” offers a quick
assessment of PMO capability and maturity based on the five stages of PMO devel-
opment, as shown in the PMO competency continuum presented in this handbook.
It provides an examination of PMO maturity indicators as a means to ascertain
PMO effectiveness in the organization relative to the 20 PMO functions prescribed
in this handbook. Although relatively simple, this assessment provides significant
value to managers who seek to discover and understand the strengths and weak-
nesses of PMO functionality in their organizations.

If you are examining this handbook as a follow-on interest to your use of an
carlier release, you should find a great deal of new information and guidance that
were not in previous editions of this publication. If you are looking at this work
for the first time, you should know that the functionality prescribed for the various
levels of PMO capability in the first release have been retained and are fundamen-
tally unchanged. These considerations make this work relevant and valuable for
professionals in the project management environment as well as professionals in the
business environment.
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Chapter 1

Project Management
Methodology

A project management methodology provides a standard, repeatable process to
guide project performance from concept to completion. It introduces and applies
generally accepted project management techniques and practices that fit within the
culture and business needs of the relevant organization. It includes identification of
the roles and responsibilities associated with each process step, as well as specifica-
tion of the input and output for the prescribed sequence of process steps. In essence,
a project management methodology conveys to project managers and project team
members what to do and how to do it.

The organization can begin fulfilling methodology needs by first introducing
just a series of simple processes for use in the project management environment.
This will ensure that the activities of project management that are most essential to
the relevant organization are being completed. Then, having this foundation, the
organization should aim toward developing a more complete and comprehensive
process that specifies activities for the entire project management life cycle. This
“complete” methodology should address five general project management func-
tions: initiation, planning, executing, controlling, and closing.

A methodology is developed to apply adopted standards and practices to proj-
ect management, such as that contained in A Guide to the Project Management Body
of Knowledge (PMBOK®).* The specification of standards and practices is what

* A Guide to the Project Management Body of Knowledge (PMBOK® Guide), 4th edition, Project
Management Institute, Newtown Square, PA, 2008. PMBOK® is a registered trademark of
the Project Management Institute.



2 m The Complete Project Management Office Handbook

differentiates the project management methodology from a technical methodology.
The project management methodology is a set of processes that can be applied to all
types of projects in the relevant organization. In contrast, a technical methodology
applies technical standards and deals primarily with the technical aspects of work
associated with projects. In larger organizations, there may be one or more technical
methodologies needed to accomplish work in different business units. Conversely, the
project management methodology can be the same one used across all business units in
the relevant organization. Ideally, the organization’s project management methodology
will be constructed to integrate the one or more technical processes for secamless use.

This “project management methodology” function enables the project manage-
ment office (PMO) to

B Establish the standard approach to project management that is to be used by
all project managers within the relevant organization

B Introduce project management practices incrementally, beginning with those
that have the greatest impact on project and business success

B Achieve consensus for implementing a common project management life
cycle across the relevant organization’s technical and business areas

B Provide for collection of pertinent project data used in individual and aggre-
gate analyses of project performance

B Identify and incorporate technical and business processes into the project
management methodology

The “project management methodology” function requires coordination and
collaboration with key stakeholders—predominantly project managers—in the
project management environment. It is imperative that any project management
methodology grows to be supportive of technical and business efforts, so it is essen-
tial to involve project engineers, product managers, and other technical and business
specialists, as simple processes are expanded to life cycle processes. Furthermore,
because policies for methodology deployment are formulated and communicated
to all project participants at the executive level, the development and deployment
of a standard project management methodology within the relevant organization
distinctly requires executive-level and senior management buy-in and support.

Since issuing the second edition of this PMO handbook, the author has pre-
pared and published a separate book.* This methodology provides complete and
comprehensive coverage of a four-phase project management life cycle, including
96 tools on an accompanying CD-ROM disk. The methodology presented in this
publication provides ready-to-use processes, practices, and tools for project man-
agement that are applicable in most industries. That methodology content is con-
sistent with the methodology guidance prescribed for PMO functionality in this

*Hill, G.M. (2010). 7he Complete Project Management Methodology and Toolkit. CRC Press:
Boca Raton, FL
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chapter. In particular, it provides a viable and customizable alternative to the labori-
ous methodology effort required in many organizations.

Project Environment Interface Concepts

A project management methodology should be responsive to the needs of all project
stakeholders and guide them through the key activities of project management. An
effective project management methodology conveys to all stakeholders “how we
manage projects.” It accomplishes this by establishing a common frame of reference
for everyone participating or having interest in project performance. To that end, it
should support all interactions among business, technical, and project management
participants. It also provides an immediate reference for those stakeholders on the
periphery of or outside the immediate project involvement, to inform them and set
expectations about what will be achieved through prescribed project management
activities.

Accordingly, the project management methodology introduces the relevant
organization’s philosophy, concepts, standard approach, and common terminol-
ogy for project work. This allows cross-functional project managers and project
team members to understand and share the same project management experience.
Consequently, each project manager does not have to create and convey a tactical
approach for each new project and for each new team member. As a result, over
time, cross-functional teams become more eflicient, more productive, and more
successful in producing project deliverables and in accomplishing project objectives.

Business Environment Interface Concepts

Inasmuch as the PMO itself functions as an integrator for the organization, the
project management methodology is a central mechanism for project and business
management integration. A prominent aspect of this integration is seen when each
business unit in the relevant organization adapts and incorporates its technical and
business processes to be consistent with the methodology. This is an important
concept that requires broad organizational buy-in. Once a methodology is set into
place, business units having specific business function or technical area responsibil-
ities can no longer practice old behaviors that may misalign with or be counterpro-
ductive to the project management methodology. To that end, each business unit
should examine the standards and practices prescribed by the project management
methodology and use them to help produce both technical and business results.

The project management methodology provides a foundation for overseeing
work accomplished across business units, including facilitation of cross-functional
or matrix-based resource assignments. A well-conceived, well-collaborated, and
properly implemented project management methodology will ensure accomplish-
ment of all critical project resource management activities.
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Another feature of using a standard project management methodology is that
it promotes effective project collaboration and reporting within the relevant orga-
nization. A coordinated approach to project management facilitates common data
collection and distribution across business units. The result of using such a project
management methodology is that project progress and performance information
can be compiled and aggregated to facilitate timely business decisions across proj-
ects and across the organization.

Project Management Methodology
Activities across the PMO Continuum

The evolution of the “project management methodology” function along the PMO
competency continuum is characterized by

B Development and implementation of increasingly more complete and com-
prehensive project management processes and practices

B Increased integration of technical and business process activities

B Broader cross-functional business influence at advanced stages of the con-
tinuum, in association with the broader oversight authority and responsibility
for project management prescribed by the methodology

Table 1.1 presents an overview of the range of prescribed PMO project management
methodology activities according to each level in the PMO competency continuum.

The project office, as a formal or informal entity, is the fundamental agent of proj-
ect management methodology implementation. Traditionally, project oversight has
relied on the skill, knowledge, and personal experience that each project manager has
brought to bear on the projects they manage. Using the project office, project manag-
ers can now share their wisdom by developing practices that can be reused and applied
across other similar projects assigned to the project office. Ultimately, these practices
will form the foundation of the more structured, repeatable project management pro-
cesses contained in a methodology that can be shared across the organization.

Midrange PMO levels of the continuum have the responsibility of developing
and deploying a full life cycle project management methodology that best fits the
needs and requirements of the relevant organization. The PMO first ensures that a
standard, structured, and repeatable process for conducting project management is
established within the organization. This can begin with incremental development
of only the most critical processes and later be expanded to encompass a more com-
plete life cycle as the organization gains additional understanding and benefits from
the initial processes. The PMO then expands its influence to develop its methodol-
ogy to a comprehensive and robust level with appropriate integration or alignment
of technical and business processes, according to the affiliated business units’ needs.



Project Management Methodology ® 5

juswanoadui

ssadoud

8uio8uo pue

asn ASojopoylow
SOSSISSY e

syun ssauisnq

ul uoljeLIeA
ssad04d saurwexy e
sasAjeue A3ojopoyiaw

juowaSeuew
19load spnpuo)

spun ssauisnq

JUBAS[D4 SSOJD®

asn A3ojopoyiow
sojel|I0e]

uswugife
|00} pajewoine
saziwundQ e

sassadoad
ssauisnq
sojeIdalu] e

A3ojopoyrow
aAlsuayaldwod

e JO 9sn slojjuow
pue JU9lU0D SadUEBYU]

Suiuien
19sn A3ojopoyjow
SPNPUO) o

sassado.d
|ed1UYD}
sojeI8o1U] e

a8eianod
9[0Ad ay1] 109l0ud
|IN} SOPIAOIY o

A8ojopoyiow
juswageuew
19loid ay9jdwod
e JO 9sn slo}juow
pue saysi|qeis]

sooinoeld
pasiagaud
pue 1s3q SayudpP|

asn ssadoud
1edn140 309foad
-$S0.1D S98eURIA o

sassado.d
[eanLd sdojoasp
pue saynuap|

juowaSeuew
13loud jo seonoeid
pue sassadoid
[E213LID S8ONPOAIU|

a|qe|ieAe

uaym sassadoud

d[0Ad a1
piepueys shojdwy

uoinezijin

921nosal

pue ‘anpayods

1500 adeuew

yeyy sassanoud
soziseydwy o

8is1on0

pue aduew.oyiad
109foad 10y sadnoeid
|erruassa sanddy

90U9[[90X7 JO 191U

OWd pasueApy

OWd plepues

OWd dIseg

01O 199/01d

wnnuiRuo) OWd dY} Ss04de SAHANDY ASojopoyiow Judwadeuepy 103[o.id Jo aGuey

'L 9|qeL




6 m The Complete Project Management Office Handbook

The center of excellence performs any necessary methodology development,
deployment, and review activities to formulate solutions and guide process collabo-
ration across business units. As the interface with senior management, the center of
excellence recommends and implements policy for development and deployment of
the project management methodology.

The fundamental objectives of the PMO’s “project management methodology”
function across the PMO continuum are to

B Determine and implement project management process and practice solu-
tions that align with the relevant organization’s business interests

B Support the organization’s technical work performance

B Assist project managers and project teams in achieving project objectives

Project Management Methodology Function Model

This function model presents considerations for the PMO to develop a standard,
cohesive process for conducting project management, to implement that process
for use by the widest possible audience in the relevant organization, and to monitor
and manage its use and improvement. Figure 1.1 depicts the primary activities of
this PMO “project management methodology” function model. Each activity is
described in the following subsections.

Establish Basis for Project Management Methodology

A frame of reference for the project management methodology is needed to ensure
that all methodology development participants, particularly the PMO, have and
can communicate a clear understanding regarding the direction being pursued to

Establish Basis for Develop Conduct Manage
Project Management Methodology Methodology Methodology
Methodology Solution Implementation Maturity
* Convene methodology + Identify + Plan methodology + Manage
development team methodology implementation methodology
components . implementation
* Prepare methodology * Plan project + Anal
deployment strategy + Design life cycle | y| transition N mr:h}:)zjology
+ Examine current processes + Conduct performance
practices * Develop project methodology + Manage
management training and 8
practices implementation methodology
maintenance
* Introduce
methodology
platform

Figure 1.1 “Project management methodology” function model.
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introduce a standard approach to project management. The basis for introducing a
project management methodology can be formulated as described in this section.

Convene Methodology Development Team

The PMO will normally have primary responsibility for overseeing project
management methodology development. However, the PMO must ensure that
project managers and others having technical or business interests are properly
represented in the methodology development effort. Therefore, a methodology
development team is often formed to include participants both from inside and
outside the project management environment to assist in the design, devel-
opment, and implementation of the organization’s new project management
methodology.

The best way to ensure effective design, development, and implementation of
a project management methodology is to involve “resident experts,” particularly
those managers who can contribute one or more of the following competencies:

Extensive personal project management experience in the industry
Knowledge and training in advanced project management practices
Understanding of the relevant organization’s project management environment
Experience in development of processes and practices

Familiarity with project team dynamics

Internal sponsorship (methodology development champion)

These characteristics should be considered when selecting individuals for participa-
tion on the methodology development team.

In addition, the PMO may want to ensure effective methodology development
by using external expert advisors and project management consultants in the meth-
odology development effort. Such external resources have prior experience and
can bring cross-industry insights and expertise to expedite the effort and help the
methodology development team manage process structure design, practice devel-
opment, organizational issue resolution, technical and business process integration,
and methodology implementation planning.

The PMO should specify and communicate the type of involvement expected
of the methodology development team. It should indicate the extent to which
methodology development team members will be responsible for methodology
concept development, process design, process construction, practice area design,
practice area development, content review and approval, and subsequent methodol-
ogy implementation and maintenance. For purposes of this PMO function, these
activities collectively represent methodology deployment.

On average, the methodology development team should be able to accomplish its
methodology development objectives with a minimum of three to five team mem-
bers, to include at least one senior member of the PMO responsible for leading and



8 m The Complete Project Management Office Handbook

collaborating the effort. Fewer people can staff the team, but this recommended team
size provides smaller to medium-sized organizations with ample exchange of alterna-
tive thoughts and perspectives necessary to deliberate and decide on how it will con-
duct project management. Larger, more diverse organizations may require additional
team members to represent the views and interests of all involved business units.

If the methodology development team is not in itself responsible for review and
approval portions of the effort, additional methodology development team mem-
bers can be included as necessary to serve as reviewers of completed design and
development work. Reviewers should include senior management in the relevant
organization, who provide for final review and approval of the methodology.

Other factors also influence the actual size of the methodology development
team and should be considered when convening the team. These include avail-
able development time and deadlines for completion, level of expertise of the team
leader and team members, depth and coverage of process and practice development,
and extent of subsequent implementation within the relevant organization.

The PMO can define and recommend methodology development team participa-
tion requirements by preparing a responsibility matrix similar to that used for project
planning. An abbreviated responsibility matrix is depicted in Table 1.2. The activities
that this matrix indicates represent a project effort. To that end, the project manage-
ment methodology development effort should be planned and conducted as a project.

The methodology development team configuration should enable timely con-
struction and implementation of a viable project management methodology within
the relevant organization. An executive participant may also be identified to per-
form final review and approval for methodology design and to support methodol-
ogy implementation.

Prepare Methodology Deployment Strategy

The methodology deployment strategy provides a roadmap for methodology
design, development, implementation, and maintenance. It contains the current
and emerging strategy of the organization and can therefore be revised or updated
over time. As approved by senior management, this strategy represents the PMO’s
current intended approach to methodology deployment. The strategy can be shared
throughout the organization, as necessary, with individuals having responsibility
or business interests in the project management methodology deployment effort.
The methodology deployment strategy is composed of the following elements:

Methodology development responsibility statement
Methodology development approach

Methodology platform

Methodology utilization policy

Methodology implementation approach
Methodology maintenance responsibility statement
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The PMO can adapt or expand these strategy elements to meet the needs of the
relevant organization. In general, the PMO prepares or facilitates the preparation
of the methodology deployment strategy to guide and document how the project
management methodology is to be established and used. Each strategy element is
described in the following subsections.

Methodology Development Responsibility Statement

The PMO prepares this statement to outline its role and responsibilities, as well as
those of any other intended participants, including the methodology development
team and any external consultants. It can include the methodology development
team responsibility matrix discussed earlier. This statement serves as a charter for
the PMO and other participants to proceed with the methodology development
effort. Inasmuch as this statement may also specify approved funding and authority
to act, a senior manager or executive of the relevant organization should review and
sign it. However, this responsibility statement may not be necessary if the PMO
charter has already adequately covered PMO responsibilities for project manage-
ment methodology development.

Methodology Development Approach

The methodology development approach represents a fundamental plan for how the
organization expects to conduct methodology development. It indicates the depth and
extent of methodology content development, specifies the scope of methodology com-
ponent development, and identifies the general methodology development schedule.

An organization can begin formalizing its approach to project management
when it commits to developing a few key processes and practices. For example, it
is usually prudent to develop initial processes that address issues in highly visible
practice areas. These initial processes should provide some quick benefits that will
help the organization resolve those issues and become accustomed to the types of
organizational changes that will be encountered when a more complete and com-
prehensive project management life cycle methodology is subsequently introduced.
Of course, the current development effort may be for full life cycle methodology
deployment, and the development approach can address that expanded effort as
well.

The following list illustrates several progressive levels of methodology develop-
ment that can be prepared by the PMO for insertion in the methodology develop-
ment approach:

B Develop a single, key project management process (for example, project risk
management)

B Develop a key process series (for instance, for project selection: customer iden-
tification, project definition, business case, and project approval activities)
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B Link selected technical and business process activities to the key process series
B Develop a comprehensive project management life cycle process with fully
integrated technical and business activities

The PMO can prepare a descriptive approach for these or other intermediate steps
of its choosing when preparing the methodology development approach. The pri-
mary consideration of this strategy element is to identify what end state of meth-
odology development will be achieved when methodology development efforts are
completed.

Inasmuch as the methodology approach element is not a detailed plan, the gen-
eral timelines for methodology development activities should be identified. This
could include indicating what is to be accomplished over a period of months or
even years, with timelines specified in terms of quarters. However, when more
information is known, a detailed methodology development plan can be prepared
for each step or phase specified in the approach, and it can be attached to this strat-
egy document for easy subsequent reference.

This element of the methodology deployment strategy also defines the PMO’s
perspective of the project management methodology and what each methodology
component to be developed will contain. The primary methodology components
often include

B Project management process guide: what to do
B Project management practice guide: how to do it
B Project management tool kit: the means to do it
B Project management glossary: relevant terminology

The PMO should use the methodology development approach to specify which
components will be developed, to include those listed above or any other methodol-
ogy components that are needed.

Methodology Platform

The methodology platform addresses the means by which those responsible for
project management apply the project management methodology to project work.
It commonly refers to automated systems that provide access to process steps, prac-
tice and technique guidance, and an associated database of project information.
For purposes of this PMO function, this strategy element considers how the PMO
plans to convey the established methodology process and preferred practices that
project managers and project team members will use.

The PMO, with insight and assistance from the methodology development
team, as well as guidance and support from the information technology (IT)/
information systems (IS) department at the onset of the effort, should determine
the type of platform on which the project management methodology components
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will reside. Factors to weigh when selecting the methodology platform include the
culture of the relevant organization, project manager familiarity with automated
tools, complexity of process and practice guidance, and platform development or
acquisition costs. Moreover, the PMO should consider the five fundamental types
of project management methodology platforms described below.

Paper-Based Documentation — Print publications are perhaps the easiest
means to deploy the organization’s project management methodology. The paper-
based documentation platform is composed of one or more published volumes of
text containing the desired methodology guidance components. It is distributed
to all users and is maintained through printed updates or revisions. Within most
organizations, it remains the ideal solution for the initial introduction of project
management methodology.

Even in today’s highly automated business environments, many organizations
still use a paper-based platform for methodology deployment. Created and imple-
mented quickly, its development can generally be accomplished at a lower cost than
other means of methodology deployment. Furthermore, this methodology plat-
form provides the requisite structure and content needed to guide achievement of
project objectives, including the use of standard templates, checklists, and report
formats. If not developed internally, paper-based methodologies can be obtained
from project management organizations and project management training and
consulting firms.

Standard word-processing, spreadsheet, and database software applications are
used to create paper-based project management methodology process guides, prac-
tice guides, and tool and template components. These standard business software
applications, commonly used by project managers and project team members, pro-
vide the PMO with a familiar vehicle for disseminating the methodology to users
in the project management environment. Methodology use is further enhanced
when associated applications and templates reside on a common network for wide
user access.

The paper-based documentation method may also be the ideal means to create
the methodology structure and content for any subsequent automated platform
that is introduced.

Automated Application Conglomeration — This methodology platform is a
slight variation of the paper-based documentation platform. While this approach
similarly uses standard business software applications, there is now more focus
toward computer use and less on the use of paper. By definition, this “conglomera-
tion” platform uses a variety of software applications, but they are generally not
integrated. At best, these applications are available on a network for common access
by users in the project management environment, but they may also be found iso-
lated on individual computer systems. The direct use of software applications, even
though they are not integrated for dynamic information and data exchange, is what
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distinguishes this platform from the paper-based platform. However, it should be
noted that methodology content must still be developed, as prescribed in the paper-
based platform model. Here it becomes a matter of where that content will reside
and how user access will be achieved.

Integrated Project Management Application — This methodology platform
introduces a more integrated approach to accessing project management methods
and tools. This is done by acquiring one of many high-end, multiuser project man-
agement applications, which inherently provides the means to collect project infor-
mation and perform a broad range of project management activities in addition to
managing methodology content.

The cost of acquiring a high-end, integrated project management system is usu-
ally steep—often thousands of dollars in smaller organizations up to tens of thou-
sands of dollars or more for deployment in large organizations. Cost is therefore a
distinct factor when considering an integrated project management application.

The high-end software applications available in the marketplace do not nec-
essarily provide a comprehensive methodology process for project management
as part of product delivery. That said, some vendors do recognize the difference
between a project’s work breakdown structure (WBS) and a project’s management
methodology, and these vendors have incorporated process-management and infor-
mation display capability into their products. Therefore, another important factor
to consider is the ability to install and manage methodology processes and practices
using an integrated application. The PMO must clearly define its methodology
content management requirements in conjunction with conducting a search for the
“best-fit” application.

Integrated project management applications can also offer other specialized
features that facilitate activities prescribed by the methodology—such as associ-
ated project team collaboration, project reporting, and scope-change management.
Other features may include capability to perform processes associated with risk
management, resource management, and document management. The need for
such features should also be evaluated during the acquisition process.

Enterprise Business Application — This methodology platform is characterized
by the acquisition of a software application package that can be used to manage
activities of the project management life cycle, which integrates with the applica-
tion’s primary function of business function support—for example, resource man-
agement, accounting and finance, and customer relationship management (CRM).
It is the broader needs of the business that drive the acquisition of an automated
business application. Such an acquisition is normally a higher-level business deci-
sion beyond the purview of the PMO. However, inasmuch as the enterprise applica-
tion contains features and functions that will assist the project manager and project
team in achieving effective oversight of the processes of project management, the
PMO should be involved in the acquisition process.
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Like the integrated application described above, the enterprise business applica-
tion should be examined to ensure that it facilitates the performance of all project
management activities required by the relevant organization. In some cases, ven-
dors are willing to modify their product’s features and functions to enable desired
practices and processes. However, such modifications sometimes can be as expen-
sive as constructing a fundamental automated methodology application within the
organization. The PMO thus has a strong incentive to closely scrutinize off-the-
shelf products to ascertain whether the proposed platform can meet the organiza-
tion’s requirements without the need for additional modification.

Automated Methodology Application Construction — The final approach to
deployment of project management methodology is to construct the desired auto-
mated platform in-house. Using this approach, the PMO can influence the design
and development of the application’s features and functions. In-house construction
can be accomplished by using internal system-development resources from the IT
department or an external system developer. It may also be beneficial to combine
the two by using (1) a team of internal developers who already know existing sys-
tem nuances and configuration and (2) an experienced external team that helps
design and incorporate the desired collection of modern project management pro-
cesses and practices.

Often, the internal construction of an automated methodology application
relies on a previous paper-based design. In such cases, any paper-based platform of
processes or practices that the PMO has already developed and implemented will
contribute to the construction of its automated platform.

Methodology Utilization Policy

The introduction of a project management methodology is a business decision that
requires overt support of senior management within the relevant organization. The
way in which the methodology is promoted, anticipated, and ultimately received
for use is a key success factor that senior managers directly influence. A policy state-
ment on methodology use is an appropriate means to convey senior management
support and endorsement or, better, their mandate for methodology use.

The PMO should prepare a policy statement describing the use of the proposed
project management methodology and pass it on for review and approval by senior
project managers. The best approach is to fashion the statement using a famil-
iar formart within the organization—policy, standard operating procedure (SOP),
executive directive, and so forth. The means of communicating policy regarding
the use of methodology may vary by organization, but the objective is the same:
to demonstrate the support of senior management for deployment of the proposed
project management methodology. Ideally, the most senior executive in the relevant
organization will endorse the policy statement.
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The PMO should consider including the following elements in the policy

statement:

Business interest in methodology deployment

Benefits to be achieved through methodology deployment

Executive direction for use of the methodology

Statement of executive/senior management support of project manage-
ment methodology use and endorsement of project management as a core

competency

The policy statement should clearly and briefly describe the purpose and spon-
sorship of the proposed project management methodology. An executive or a rep-
resentative of senior management should personally introduce the policy statement
as part of the planned rollout activities for the proposed methodology. In fact, the
executive should personally introduce the project management methodology and
identify, promote, and sustain professional behavior adjustments to support the
intended use of the methodology at all levels.

Methodology Implementation Approach

This strategy element is used to outline the activities for methodology implementa-
tion in the relevant organization. It allows preliminary requirements for implemen-
tation to be identified and examined, and it describes the approach to satisfying
those requirements. In particular, it will allow the PMO and other planners to
discuss and describe how the following methodology implementation activities will
be conducted.

B Demonstrate executive and senior management support for methodology deploy-
ment: Determine executive and senior management roles for methodology
introduction. Identify activities that will ensure that they are positioned to
convey their buy-in and support for the new methodology.

B Convey news and information abour methodology deployment progress: Discuss
how you will use existing media or set up a new means for disseminating
information about the deployment of a new project management methodol-
ogy, its acquisition or development progress, and people involved in the pro-
cess. This may also include initial announcements and progress information
that is provided to customers and contractors.

B Develop and conduct an associated methodology training program: Describe the
training that will be required for methodology users. This includes consider-
ation for both general project management training to ensure understanding
of underlying concepts and techniques and specific methodology training
to convey processes and practices that will be required in the organization.
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Prepare a preliminary training program and schedule that will satisfy meth-
odology implementation requirements.

B Plan project transition to the new methodology: Specify how the status of each
current and pending project will be examined to determine its candidacy for
transition to the new methodology. Some projects, nearing completion, will
not transition. Other projects, those midway in progress or yet to start, will
transition to the new process and tools. Identify the criteria that will be used
to determine which projects will make the transition.

B Plan the methodology rollout process (i.e., organizational sequence): Determine
how the new methodology will be introduced in the relevant organization.
This may include the use of a pilot program for a particular group or busi-
ness unit as a means to gain early knowledge of rollout issues that can be
applied to later rollout segments. It should identify the sequence or order in
which business unit or individual users will be introduced during methodol-
ogy implementation.

B Plan methodology implementation support capability: In addition to the rollout
process described above, determine what support will be provided during
methodology implementation. This includes such things as project manage-
ment mentoring, a methodology help desk, and implementation feedback
collection activities.

As the time for actual methodology implementation nears, the guidance provided
by this strategy element can be examined, updated as needed, and incorporated into
the detailed methodology implementation plan that is subsequently prepared. For
each of the methodology implementation activities, the PMO needs to determine
if they will be performed in-house by the methodology development team or other
individuals or contracted to a qualified external consultant or vendor/contractor.

Methodology Maintenance Responsibility Statement

A broad group of participants will have accomplished the initial design, develop-
ment, and implementation of the methodology. The PMO should deliberate and
recommend whether a team of those same individuals (i.c., the methodology devel-
opment team) will remain intact to perform ongoing methodology review and
maintenance activities or whether that responsibility should be assigned to another
team or the PMO staff. In either case, a responsibility statement for project meth-
odology maintenance should be prepared to ensure that this determination is made.

Similar to the methodology development responsibility statement, this main-
tenance responsibility statement may not be required if PMO responsibilities for
project methodology maintenance are already adequately covered in the PMO
charter.

The PMO also should determine when specific methodology maintenance activ-
ities will be conducted. A number of items may trigger refreshing the methodology,
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including changes in project metrics; results of capability or maturity assessments;
changes in technology; findings of research; discovery of new approaches through
application and human innovation; and developments in technical processes the
methodology supports. In the absence of specific triggers, however, the PMO can
plan to schedule a project management methodology review at regular intervals,
normally every 12 to 18 months for a mature methodology.

Examine Current Practices

The first step in introducing formal project management processes and practices is
a PMO’s awareness of the starting point. The PMO should scrutinize the organiza-
tion’s current capability in the project management environment as a prerequisite to
planning and designing the type, depth, and comprehensiveness of project manage-
ment methodology support that is required. An examination of current practices
provides the baseline for methodology deployment. It should be assessed per the
guidelines established within the PMO’s “assessment” function (Chapter 6). The
PMO’s examination of current project management practices is presented relative
to the following three activities:

B Assess current capability
B Analyze assessment findings
B Compare best practices

Assess Current Capability

The PMO will gain considerable insight into the current state of project manage-
ment capability by assessing the current processes and practices used in the relevant
organization.

B Assess structure and suppore: This examination should begin with a general
evaluation of primary business units to determine their involvement in using
project management processes and practices. The PMO may use an external
consultant experienced in assessing project management organization capa-
bility or devise its own means to gain perspective relative to the following
information.

— Current project management organization structure

— Individual project manager and project team alignment within thatstructure

— Level of upper management involvement in project management activities

— Nature of project support that functional organizations provide

— Extent of participation in project activities across the organization

— Need for project information and oversight by functional and senior
managers
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This preliminary look at the project management environment will pro-
vide the PMO with sufficient understanding of need to enhance project
management awareness and support within the organization. Moreover, it
will provide indicators for the design of cross-functional responsibility and
involvement in project management as methodology processes and proce-
dures are developed.

B Assess practices and capability: Next, the PMO should undertake an assessment
of current project management practices that project managers and teams
use. This is normally accomplished through a survey instrument. However,
it is preferable to conduct direct interviews with project managers at vari-
ous levels in the organization to examine their personal perspectives, as well
as with project teams to gain the “group” perspective on how projects are
accomplished. The interview method is preferable because it allows examiners
to clarify and understand the information provided by each interviewee at the
time of information collection.

The assessment must also examine current processes and practices against
an established and complete project management life cycle process. The PMO
should ensure that the project life cycle it selects for this assessment contains
elements and activities that are aligned with the standards it will ultimately
pursue, for example, the Project Management Institute’s (PMI’s) PMBOK.
This assessment should examine the following information.

— Identify the project life cycle activities that project managers are
performing

— Identify the project life cycle activities that project managers are not
performing

— Identify the project management practices that are commonly used across
all or most projects

— Identify the project management practices that are unique and used only
by one or a few project managers

— Identify the project life cycle activities that involve project team members

— Identify the project management life cycle activities that involve business
units and other stakeholders

At a minimum, the results of the current process assessment should pro-
vide the PMO with a basic understanding of the extent and type of project
management practices currently in use. In a subsequent activity, when these
data are further analyzed, they will expose more detailed information about
gaps in the organization’s current project management practices versus best
or preferred practices.

B Assess human perspectives: In conjunction with the above assessment, the PMO
also may want to pursue an examination of the human side of project perfor-
mance to formulate its understanding of additional methodology deployment
needs. In particular, a PMO inquiry should capture the following informa-
tion from project managers and project team members.
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— Interest and enthusiasm in a structured approach to project management

— Resistance and barriers to a structured approach to project management

— Dersonal perspectives on the need for a formal project management process

— Dersonal perspectives on what the use of project management methodol-
ogy entails

— Dersonal perspectives on individual and group training

- Current preferences for project management practices (techniques)

The results will provide user input to the methodology design and development
effort.

Analyze Assessment Findings

The PMO should conduct an analysis of assessment findings to formulate a view
of current capabilities. Again, this can be accomplished internally or with external
assistance from project management consultants experienced in such organizational
analyses. The analysis—as detailed or as simple as the PMO warrants—should be
designed and conducted to provide a reasonable understanding of the relevant orga-
nization’s current state of project management performance capability. Five analysis
areas are recommended and briefly described below.

B Process flow analysis: Based on survey or interview results, the PMO can con-
struct the common elements of the project management process, including
those unique process elements that are not widely used. This can be achieved
by preparing a preliminary process flowchart to describe what is currently
being accomplished to manage projects. Although similar to and somewhat
based on the project management life cycle used in the earlier process assess-
ment, this flowchart will contain only those project management activities
currently performed within the relevant organization. As such, this flowchart
will indicate the strengths and weaknesses of the current processes relative to
the project management standards applied.

B Process content analysis: The process flowchart created above can be expanded
to include the common input and output to each existing process, as well as
to identify who is responsible for completing each process step. This analysis,
in particular, will indicate what deliverables are achieved through each pro-
cess step and what common results the current project management approach
have accomplished.

B Project management practice analysis: The preceding examination provided infor-
mation about how each project manager approaches project planning, oversight,
and control, that is, the processes they use. In this analysis, the PMO can iden-
tify which practices are common throughout the organization and which are
unique to individuals or business units. This analysis will help contrast current
practices with best or preferred practices in the organization and in industry.
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B Project management tools analysis: The assessment should have collected infor-
mation regarding how project managers and their teams accomplish the pro-
cesses and practices identified in the current project management approach.
This step identifies the tools used to facilitate project management activities
and indicates which have common use and which are unique to individuals
or business units. Tools, which are discussed in greater detail in the PMO
function “project management tools” (Chapter 2), include automated soft-
ware applications, as well as forms, checklists, and templates that assist in
performing project management activities.

B Project management practice support analysis: This analysis determines the
extent to which project managers, business unit managers, and senior man-
agers are involved in and support a formal, structured approach to project
management. At a minimum, the assessment results should provide prelimi-
nary indications of the “culture” in which methodology deployment will be
pursued. They also indicate the strengths and weaknesses of support for proj-
ect management in functional and technical areas of the business.

Compare Best Practices

This step in examining the current project management practices provides an addi-
tional analysis of how well the organization is performing project management in
contrast to standards and best practices. Using the previously prepared analyses,
the PMO can determine if and how well all essential project management process
steps are being performed. This activity enables the organization to prepare a “gap”
analysis of current practices against either preferred standards or a set of best prac-
tices in project management.

It should be noted that standards are inherently different than best practices.
Standards represent a basis for performance: the criteria to be met and the goals to
be achieved. Best practices, on the other hand, are a set of activities to be considered
and pursued to the extent that the organization understands and values them. As
such, best practices are perceptions in the eye of the beholder.

This comparison is particularly valuable when it facilitates the identification of
which essential processes and practices are missing from the current approach to
project management. The comparison to best practices also enables the PMO to
determine where any project management practices are weak or applied in an iso-
lated manner by one or a few project managers. This best-practice comparison, per-
formed againsta set of practices in an industry- or standards-based project life cycle,
will provide immediate insight for methodology development or improvement.

Develop Methodology Solution

Project management methodology development is not a simple task. Inasmuch
as the development steps presented here are intended to be a guide, they are not
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necessarily all-inclusive of the project management methodology development
effort. This undertaking requires

B Patience in constructing detailed process steps

B Business acumen in defining processes and practices that provide a functional
fit

B Product and service awareness to ensure alignment of technical processes and
interests in project management performance

B Advanced project management skills on the part of developers

B Strong executive and senior management support for the development (and
subsequent implementation) effort

B Time, since an average methodology deployment effort can take from 9 to 12
months or more from concept to completion

The PMO can use the information presented in this section to prepare the
essential project management processes and practices that are needed to give struc-
ture and repeatability to its project management efforts. Moreover, the acquisi-
tion and installation of an accompanying methodology platform is rarely complete
without some modification or data transfer requiremencs. This section can assist
PMO:s in deliberating and deciding on steps needed to install and implement an
application in a manner that will be of benefit to the organization.

Identify Methodology Components

The PMO should examine creating a methodology structure relative to four fun-
damental methodology components, which can be developed separately or as an
integrated guide to project management. The PMO can examine each prescribed
component and determine if and how it will be developed in the organization.

Project Management Process Guide

The methodology process guide specifies all the steps or activities for which the
project manager and project team are responsible. It may also prescribe participa-
tion and actions for other internal and external project stakeholders. The process
guide also specifies the primary input needed to conduct each major process step
and the output that results from performing the process step (sometimes called
the “project management deliverable”). It usually contains a process flowchart
that represents the sequence of project management activities to be performed for
every project. In addition, it includes considerations for how the process can be
scaled down for smaller projects or expanded for larger, more complex, and longer-
duration projects. This process is normally created for use by both experienced
and novice project managers. In its fundamental form, the methodology process
guide serves as a checklist of what is to be accomplished to ensure effective project
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management. Additional information about process guide content is presented in
the next subsection on life cycle process design.

Project Management Practice Guide

This methodology component contains relevant guidance regarding how to per-
form the preferred elements of project management as presented in the aforemen-
tioned process guide. It provides step-by-step guidance for performing project
management functions, and it serves as a reference that is made available to project
managers, project team members, and anyone else in the project management envi-
ronment involved in project planning, oversight, and control. Its content should be
designed for use by the primary users (including project managers having various
levels of experience) and can contain both basic and advanced practices, as may
be required by different users for different classifications of projects. Additional
information about practice guide content is presented in a subsequent subsection
on project management practice development.

Project Management Tool Kit

This component distinctly facilitates the standardization and repeatability that
is desired in an organization-wide project management practice. Methodology
tools consist of checklists, forms, and templates applicable to the performance
of project management. However, tools also can be developed and implemented
in the broader scope of organizational processes. This includes cultivating cross-
functional tools and techniques that are applicable to project management as well
as tools that support associated technical processes and business interests. It may
also include guidance for using automated applications as tools for project man-
agement. A more detailed discussion of the types of automated tools that can be
used to facilitate project management is found in Chapter 2, “Project Management
Tools.”

Project Management Glossary

This methodology component provides a reference to standard and common ter-
minology used in the project management environment. It ensures that all project
stakeholders and participants understand the language of project management.
As much as the glossary facilitates discussions and information exchange, it also
reduces occasions for miscommunication. Glossary development proceeds out of
the growth of other project management methodology components. It should there-
fore be expanded as each new methodology component contributes to its content.
The content of the methodology glossary is merely a listing of terms defined
for use in the relevant organization. The PMO may want to consider any existing
internal documentation of terminology for such inclusion and use. Alternatively, it
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may want to provide this component by acquiring a published document contain-
ing the requisite terms.

Design Life Cycle Processes

This section of methodology development addresses the “what-to-do” aspect of
project management. The life cycle processes provide an overall perspective of the
routine project management activities conducted in the relevant organization, and
this represents the fundamental content of the project management process guide.
Because its guidance will apply to all projects, care must be taken to design an
approach applicable to the various types of projects to be encountered. Moreover,
there will likely be the need to integrate technical and business processes. If any one
technical process is prevalent in the organization, there should be little difficulty
in achieving that alignment. However, if the methodology process is intended for
wider use across several business areas, the process design may have to accommo-
date alignment and integration of multiple technical processes, as well as possible
variations in business processes across business units. That said, the focus of this
design effort is to ensure that all project management processes of value to the orga-
nization are appropriately included in the methodology.

For the purposes of illustration and discussion, the following four phases of a
project management life cycle will be considered:

Project initiation
Solution planning
Solution implementation
Project closure

These distinct but related phases ensure the performance of all essential project
management activities and tasks. Figure 1.2 depicts the process flow for the four
phases of this project management life cycle.

1.0
Project initiation
phase

2.0
[ Solution planning

phase
3.0 4.0
Solution implementation Project closure
phase phase

Figure 1.2 Four-phased generic project life cycle.
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This life cycle process model can fulfill the project management guidance needs
of most organizations. However, in many industries and technical disciplines, there
are definitely conditions that warrant examination of a more comprehensive project
management life cycle. In some cases, the project management life cycle may con-
tain five, six, or more phases of project management activity.

Without doubt, the PMO should consider the nature of its business when delib-
erating and defining the phases of the project management life cycle to be devel-
oped. The following indicators might suggest the need for a more complex set of
life cycle phases:

B Projects are related to product development and necessitate separate phases
for design and development oversight.

B The normal project customer base is a combination of both internal and
external (commercial) customers, requiring different approaches to manage
internal agreements versus external proposals and contracts.

B The business processes of project selection (including product or service sales),
CRM, and the like are not fully within the purview of the PMO or the proj-
ect manager.

B The relevant organization performs different phases of projects in geographi-
cally detached locations—perhaps worldwide—thus raising the need for
“handoff” phases.

B The organization has considerable distribution of cross-functional work that
is best separated by distinct project management phases.

B Senior management is involved and has specified project-review points for
making project-continuation decisions that are translated into project phases.

Methodology process guide development is usually performed in association
with the introduction of a complete project management life cycle. However, the
PMO can begin its effort with process development for specific project life cycle
phases or for identified critical process series. If methodology deployment is a new
pursuit for the PMO, it may want to begin with a more fundamental process design
that can be expanded art a later time.

As the PMO designs the life cycle processes to be used in the relevant organi-
zation, the following is the suggested content for each process element, as can be
presented in the methodology process guide:

B Process flowchart illustrating each phase, activity, and task element, and their
interrelationships

B Process description for each phase, activity, task, subtask, and so forth

B Process input and output (project management deliverable) for each process
element

B Process responsibility, assigned to the individual(s) responsible for completing
the process element
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B Process scalability, describing how the process element should be reduced or
expanded according to project size, value, duration, and complexity

The PMO should determine whether any other information elements would
enhance the process presentation or benefit users of the methodology. These can
be included at the discretion of the PMO and the methodology development team.

When using the four-phased project management life cycle model, the process
content described in the following subsections is recommended. The PMO and
methodology development team should interpret these prescribed process elements
for best fit within the relevant organization. Moreover, the methodology designers
should consider these recommendations as an initial and fundamental approach to
methodology development. More advanced content should be pursued as organiza-
tional maturity in project management advances.

Project Initiation Phase

The first phase of project management deals with identifying, examining, and qual-
ifying project and business opportunities and conducting project selection actions
to determine what projects will be performed. The following activities should be
considered for inclusion in the project initiation phase.

B Customer identification and qualification: Examines each customer’s business
needs and interests and customer intent and capability to conduct the project.

B Opportunity identification and qualification: Examines each project opportu-
nity to ensure consistency with corporate objectives and business capability.

B Project definition preparation: Provides a high-level description of the project
in a single document, to include project objectives and scope statement, pre-
liminary project deliverables list, project assumptions and constraints, general
resource requirements, and general schedule at the project phase level; chis is
often used in conjunction with financial data and business case development
so that a go/no-go decision can be made.

B Stuffing requirements examination: Provides a preliminary examination of
resource availability and internal stafling actions that are needed based on a
review of general resource requirements.

B Vendor/contractor requirements examination: Provides a preliminary look at
vendor/contractor options and acquisition actions that are needed based on a
review of general resource requirements.

B Business case preparation: Compiles and analyzes all pertinent business infor-
mation about the project opportunity and examines associated project and
business risks in order to facilitate a project selection decision.

B Project selection: An examination of the relative costs and benefits of each
project opportunity, usually conducted against established project selection
criteria—this may be an extension of the business case preparation effort that
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culminates in a recommendation that is reviewed and a project selection deci-
sion that is made.

B Project charter preparation: Represents the document issued by the project
executive or project sponsor to name and assign a project manager (at the
required qualification level for the project); specify the role, responsibility,
and authority of the project manager; demonstrate upper management sup-
port; and solicit the cooperation and support of other business units and
stakeholders involved in the project.

B Formal approval to proceed: Provides for management’s review of preliminary
project documents, conveys management approval to proceed with the proj-
ect effort, and specifically authorizes funding so that project planning can
begin. In some instances, this approval and funding authorization may be
included in the project charter document.

Solution Planning Phase

This phase of project management is characterized by an examination of customer
requirements, the establishment of a customer contract or agreement (including
proposal development, as required), the formation of the project team and acquisi-
tion of any vendor/contractor resources, and the development of the WBS and
project work plan and any other project support plans to be used during project
implementation. The following activities should be considered for inclusion in the
solution planning phase.

B Customer requirements review: Examines customer requirements as a basis
for developing the project’s technical solution or technical approach to be
pursued and finalizes the list of project deliverables based on the solution
developed.

B Project team formation: Provides for a detailed review of staffing requirements,
preparation of a resource responsibility matrix, and development of a project
staff management plan that facilitates staff acquisition and assignment to the
project.

B Vendor/contractor acquisition: Provides for the identification of vendors and
contractors needed to perform project work and specifies development of
a vendor management plan to guide vendor/contractor acquisition and
management.

B Customer contract/agreement preparation: Defines the series of steps for con-
ducting preliminary customer coordination, preparing and submitting a
customer proposal (as required), negotiating terms and conditions, and estab-
lishing a customer contract or agreement to conduct the project. It will be
reiterated that this process needs to be accomplished for both internal and
external customers.
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B WBS preparation: Provides a foundation for the project planning effort and
the project risk assessment by showing a decomposition of project activities
and tasks.

B Project work plan preparation: Provides a comprehensive oversight plan that
is represented by the project’s WBS with relevant project cost, schedule, and
resource utilization information incorporated for each work package in the
WBS. The project work plan subsequently serves as the basis for monitor-
ing, tracking, and controlling project performance during implementation.
It also guides the oversight of technical and business activities, as they may
be included in the WBS.

B Project risk assessment: Guides the project team in reviewing the project work plan
(and any other project plan elements) to determine the probability and impact of
potential adverse events on project management performance and project success,
and normally includes the preparation of a project risk management plan.

B Project plan preparation: Facilitates the project team in developing additional
primary and support plans that are prescribed or otherwise needed for the
project; the project team’s planning efforts may include developing the fol-
lowing frequently used planning documents.

— Risk management plan

— Quality and acceptance plan
— Communications plan

— Change control plan

— Staff management plan

— Vendor management plan

- Management oversight plan

The project management effort may also include preparing technical or business
plans and related documents. You can review a comprehensive list of primary and
support plans and their development and use in Chapter 14, “Planning Support.”

Solution Implementation Phase

The project management solution implementation phase (sometimes called the
execution phase) involves performing the project oversight and control needed to
achieve project objectives. The following activities should be considered for inclu-
sion in the solution implementation phase.

B Project tracking and control: Provides for monitoring and managing project
schedule, cost, and resource utilization; guides the project manager in tak-
ing corrective actions to minimize cost, schedule, and performance variance
when preestablished variance thresholds are exceeded; and includes the ongo-
ing oversight, management, and reporting of project risk, quality, and change
control conditions and actions.
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B Customer interface management: Provides guidance for the project manager
and project team to perform activities that deal with the customer on a day-
to-day or recurring basis: preparing and submitting customer reports, manag-
ing customer expectations, and keeping the customer involved and informed
concerning project decisions and progress.

B Staff management: Provides guidance for the project manager (and any des-
ignated project team leaders) to oversee and manage project team member
assignments, meeting participation, status reporting, and task performance,
to include the preparation of performance evaluations and collaboration with
any involved resource managers.

B Vendor/contractor management: Enables the project manager and project team
to oversee and manage vendor/contractor reporting and task performance on
a day-to-day basis and to manage the associated vendor/contractor contract or
agreement, including invoicing and payment oversight activities.

B Project communications management: Fulfills actions for keeping project team
members, customers, vendors/contractors, and upper management informed
about project plans and project progress and status information that is rel-
evant to each; includes overseeing the documentation, distribution, and dis-
posal of project plans, progress reports, and lessons learned.

B Contract administration: Provides for the project manager or assigned con-
tract management specialist to oversee conditions and take any necessary
actions to fulfill contractual obligations and to manage the terms and condi-
tions of the customer contract or agreement.

Project Closeout Phase

This final project management phase ensures a smooth and distinct wrap-up of
project activities, both for the project team and the customer. The following activi-
ties should be considered for inclusion in the project closeout phase.

B Customer acceptance and closeout: Establishes the process for reviewing con-
tract requirements and associated deliverables to ensure fulfillment, provides
for closure of customer and project issues to include compilation of lessons
learned from the customer, and obtains written customer sign-off and formal
acceptance of project deliverables and project closeout; it may also include an
examination of customer participation and performance.

B Project team closeout: Prescribes the process for compiling project lessons
learned from project team members, conducting final team member per-
formance reviews, recognizing group and individual accomplishments, and
releasing project team members for their next project or other work assignment.

B Customer contract closure: Entails overseeing the completion of required cus-
tomer contract actions with an emphasis on monitoring and managing the
final customer invoice and receipt of payment.
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B Vendor/contractor contract closure: Provides for oversight of vendor/contractor
contract closeout actions and contract fulfillment and monitoring of vendor/
contractor final invoices and payments, and may include compilation of proj-
ect lessons learned from vendors.

B Project documentation disposition: Specifies how materials developed and
maintained during the project (i.c., deliverables and design documents,
status and progress reports, meeting minutes, and lessons learned) will be
transferred to permanent or semipermanent storage for retrieval and access
as historical data that can be used for future project estimating and planning
activities.

B Operations and maintenance transition: Provides for any final actions (such as
training, documentation, and transfer of responsibility) necessary for facili-
tating the transfer of processes, equipment, or systems to the customer and
ultimate user. In some organizations, this effort is treated as a separate and
distinct phase of the project management life cycle, and in others, it is some-
times not considered part of the project management life cycle.

Develop Project Management Practices

This section of methodology development addresses the “how-to” aspect of project
management. For the PMO and the relevant organization, the project management
practice guide is prepared to show the “how-we-do-it” approach to project manage-
ment. The practice elements present the techniques used to accomplish the process
steps described in the methodology process guide, so each practice element may
apply to one or multiple processes across the project management life cycle. If not
developed separately, any tools associated with practice elements can be incorpo-
rated or otherwise referenced along with those elements in the methodology prac-
tice guide. See Chapter 2, “Project Management Tools.”

The methodology practice guide can be constructed to include a combination
of current practices and identified “best practices” from industry. For the latter,
some users prefer the term “preferred practices” as a means to identify those tech-
niques or practices that work well for the relevant organization. To that end, one
organization’s “best practices” may not always work, fit, or otherwise translate well
into another organization, even in the same industry. Factors such as project man-
ager and project team member skill and knowledge, methodology user training,
organizational culture, automated tool platforms, IT infrastructure, and project
staffing structure will distinctly influence the acceptability, use, and success of
“best practices” that are imported from an environment that already has all this
in place. Of course, it is the underlying concepts contained in the “best practices”
that provide value in the project management processes being developed. As such,
the PMO can and should examine industry “best practices,” with consideration for
making necessary adaptations—to the practices and to the project management
infrastructure—for their use in the relevant organization.
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The PMO should also survey project managers and other project management
stakeholders to identify and examine practices and techniques that are currently
used in the organization. Some current practices may indicate isolated use but with
results for the independent user. Other current practices may have broader use but
still need to be identified, perhaps refined, for incorporation into the methodology
for access by all users.

'The methodology practice guide should contain all practice elements thatare essen-
tial to accomplishing project management in the relevant organization. Each practice
element will describe the activities or set of activities that will be performed by the
project manager and other methodology users to accomplish associated process steps.

Suggested content for the methodology practice guide includes the following
project management practice elements:

Select and initiate projects

Define a project

Specify project needs and requirements
Establish a project structure

Form and manage a project team
Develop a WBS and project work plan
Estimate project costs

Develop a project schedule

Estimate project resource utilization
Develop project support plans

Manage project stakeholder communications
Manage project reporting

Manage project documentation
Manage change and control scope
Manage project risk

Ensure project quality

Manage project team performance
Track and control project work
Manage project deliverables and acceptance
Manage customer contracts

Manage customer relations

Manage vendors and contractors

Close a project

The PMO should examine this list as a starting point and then develop the
practice element titles and content for its own set of preferred practices. In some
organizations, selected elements in this list can be combined into a single practice
area. In other organizations, where more detailed guidance is desired, the elements
can be further decomposed to provide a broader description of the actions and
activities to be performed.
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The practice elements in this list provide a fairly comprehensive degree of cov-
erage for project management activities across the entire project management life
cycle. However, when first introducing a structured approach to project manage-
ment with less than a full life cycle methodology, the PMO can consider and select
individual elements from this list for initial development and early results.

Introduce Methodology Platform

The methodology deployment strategy discussed earlier will provide guidance for
how the project management methodology will be deployed for user access. Of the
several methodology platforms considered, the PMO will generally treat project
management methodology implementation either as paper based or as an auto-
mated application. The fundamental steps for development of these two platforms
are described in the following subsections.

Paper-Based Methodology Deployment

This methodology platform compiles methodology components in printed docu-
ment format for distribution to users. Depending on the relevant organization’s
needs, it can be cither a formal or informal publication. However, it is important to
ensure that the methodology document is distributed to all relevant project man-
agement stakeholders. Project managers and project team members, especially key
project team members, and conceivably, some other stakeholders in the business
and project management environment should be included. The PMO will need to
identify this distribution list.

One excellent means of methodology distribution is through participation in
project management methodology training. The PMO might consider this ap-
proach to document distribution, where those who complete methodology training
receive a copy of the methodology document and thereby carry it back to their
workplace for immediate use.

It is important that the PMO be aware of the effort required to produce and dis-
tribute even a simple methodology document. This aspect of methodology deploy-
ment can affect the timeliness of methodology introduction in the organization.
It may even warrant a planning effort that considers the time, cost, and resources
required to accomplish the following methodology document production and dis-
tribution activities:

B Compile and edit all methodology components

B Prepare and incorporate any graphics and artwork

B Obtain methodology development team/management concurrence on final
copy

B Identify the number of users and, hence, the number of copies needed

B Produce a master methodology document
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B Schedule and conduct printing or publication
B Prepare any additional methodology training materials
B Plan and conduct publication shipment to training or distribution locations

Any other influential factors prevalent in the organization should also be
weighed for inclusion in this production and distribution plan. Where practical,
the PMO should consider involving a preliminary user group to preview and com-
ment on project management methodology content and to establish buy-in for its
use.

Automated Methodology Deployment

When selecting an automated methodology platform, some or many of the paper-
based deployment steps identified above may still need to be performed. Unless the
processes and practices are constructed directly in the application, the process and
practice guide material, and perhaps some tool content, will be developed first on
paper. Then this methodology content can be electronically transferred or other-
wise introduced into the application by the most expedient means available to the
organization.

When a new, automated methodology application is developed or acquired,
or when it is necessary for an existing one to be modified, such an effort should
be treated as a separate project; the time, cost, and requisite resources must be
addressed in planning that project. To that end, there are a number of steps to
consider when planning and conducting the introduction of an automated meth-
odology platform:

Identification of available software applications

Comparison of software application features and functions

Selection of a preferred software application

Software application acquisition

Software application factory customization

Management of application contract and licensing (and any negotiations)
Software application shipment monitoring

Software application installation and testing

Software application general customization (if not done prior to shipment)
Software application screen customization

Software application report customization

Entry for project management methodology process life cycle component
Entry for project management practice component

Project management tool kit preparation or attachment

Project management information and data entry (for each project in transition)
Project resource pool information and data entry

Project customer information and data entry
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B Project vendor/contractor information and data entry

B Identification of and providing access to primary users (project managers and
team members)

B Identification of and providing access to secondary users (functional and
senior managers)

B Scheduling and conducting application user training (features and functions)

B Scheduling and conducting methodology user training (processes and
practices)

This list represents the highlights of what must be considered for implementa-
tion of an automated methodology platform. It is important to reiterate that it is
not intended that the PMO alone conduct such automated system implementation.
In fact, the PMO should turn over primary responsibility for this kind of acquisi-
tion to the I'T/IS department, which will provide full and qualified attention to this
effort. However, the PMO should participate in system acquisition planning and
system selection to ensure that the needs of the project management community
are achieved. Similarly, the PMO stafl may retain primary responsibility for guid-
ing or performing application customization and may also be among the first to be
trained in automated system use.

Conduct Methodology Implementation

Project management methodology implementation should occur only when an
approved methodology has been developed or acquired, customized as needed to
serve its project management environment, and made ready for access and use.
For any organization, project management methodology implementation is a sig-
nificant series of activities; for large, multilocation organizations, it is a complex
undertaking. Consequently, detailed planning is essential to the success of project
management methodology implementation.

The following subsections describe three prominent activities that facilitate
project management methodology implementation.

Plan Methodology Implementation

This activity ensures that the relevant organization is prepared for the introduction
of a structured, repeatable approach to project management. It involves planning
the means by which the project managers and project team members are introduced
to the project management methodology, how executive and senior managers sup-
port it, and how it is rolled out for use in the project management environment.
Facilitated by the PMO, the project management methodology implementation
planning effort can begin with a meeting of key implementation planners. This
probably should include the methodology development team, where members are
likely to have continued involvement in the implementation effort or at least can



