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P
SURVIVAL

Things are looking gooa
for project management
offices—at least the ones
that can deliver ROI.

BY SARAH FISTER GALE  ILLUSTRATION BY OTTO STEININGER
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what remains a renuous recov-
ery ar best, ir's survival of the
fitrest. And project manage-
ment offices (PMOs) are no
exception. When the econ-
omy wok a dive, those with
a weak mission and no execu-
tive support were among the
first on the chopping block.

Yer those PMOCis with strong leader-
ship and a clear smraregy thar added
quantifishle value to the botom line
not only made the aur, they were pro-
gresively thoughr of as a go-to esource
for the execurtive suire.

“In wday’s inmeasingly comperitive
emvironment, organizatons nead to fior-
malize and improve the way projects are
conducted,” savs Fogério de Mello Pires,
PME, corporae PMO, pordolic and
program manager at rad Unibanco, a
bank in %30 Paulo, Brazil. “In that con-
text, the PMO is being recognized by a
larger number of crganizations w be a
project management business funcrion
structure of increasing imporcance”

Maore than half of PMOs now report
o the highest levels of management,
according to The Seate of the PMO 201 0,
a survey of 291 115, project profession-
als across sectors by PM Solurions,
1 project mamagement consultancy in
Glen Mills, Pennsylvania, UT5A. And
they're working on high-value sraregic

tasks, including implementing or man-
aging the povernance process (72 per-
cent), advising execurives (&4 percent)
and participating in smaregic planning
(52 percent).

Part of the reason they're gaining
thar organizational dour comes down
to performance. PMOs reduced the
number of failed projects by 31 percent,
delivered 30 percent of projects under
budger and saved companies an average
of LIS3567,000 per project, according
to the report.

Its a fairly positive picture, bur ir's
clear the standout PMOs do much mare
than offer standard documentation.

“The PMOs thar are seen as merely
administrative support are the ones
thar struggle to gain traction within the
organization,” says |. Kent Crawford,
PME PRI Fellow, CEC and president
of PM Solutions.

Valuable PMOs ser processes and
track projects as a standard marter of
performance, bur the advanced PMOs
also deal with povernance, resource opti-
mization, performance Mmeasurement
and pordolic management, he sava

“You need to make sure thar the mes-
sape of the PRC marches the direcrion
senior Jeadership is poing,” Mr. Crawford
says. “TMOs show the grearest value when
portfolio performance is related to the ara-

tepic objectives of the arganization.”
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Basic metrics aren’t encugh.

“PM leaders cant just rephrase
dara from one document oo another
They have o be able w critcally analyze
the problems and be seen as an organi-
zation thar can design and implement
solutions,” says Lafeiris Konstantinos
Peralas, PhD), pordiolic management
office lead ar financial services giane
Barclays, London, England.

“PMs need to stand up and show
their executive eam whar they can do,”
he says. "It takes passion and a deep
understanding of how their compe-
rencies link to the larger goals of cthe
business.”

The trouble is, thar’s precisely where
many PMOs fail.

“They have no vison or mission,
and no measures of success,” says Mark
Perry, senior vice president of operations
for BOT International, a PMO sofoware
provider in Chrlando, Florida, USA

Thars when they pet labeled as
administrative overhead—and fall prey
o budger cuts.

GIVE THE EXECUTIVES

WHAT THEY WANT

The first step in delivering whar the
organizarion needs is w know whar the
OIpanizarion wants.

A good PMO leader should go w
the executive team and ask, "Whar are
your top three problems? and then
sar a mission and goals around solving
them.” says Mr. Perry, author of Business
Dwviven PMO Sesup: Practical Insights,
Technigues aed Case Exawples for Ensur-
ing Success []. Ros Publishing, 2009].

Thesa poals could include measur-
ahle cutcomes, such as reducing fore-
casting errors by 10 percent. Results
should be tabulared and reporeed back
to the executive team.

“Then at the end of the vear, there
is no doubt that the PMO was suc-
cesaful,” Mr. Perry says. “Thart’s how a
PMO survives.”

When D[Monna  Easterday, TME
joined the Mational Instrures of Health
(MIH) in 2009, management ar the
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were doing it

—Donna Easterday, PMP, Mational Institutaz of Health,

Rockville, Marylard, USA
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federal government agency in Fockville,
Maryland, TJ5A was abundantly clear
abour whar it wanred: prearer insight
into the progress of projects and a ber-
ter strucmure around how projects are
managed.

As chief of human mesource systems
support and information management,
she determined that the best way o
deliver on those goals was o build a
PMO.

To make her case, Ms. Easterday
defined the issues the PMO would

address, along with quanrifiable mea-
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—Iwz M. Michalick Yasconcslos, PMP,
M2 Consultoria, Balo Horizonte, Brazil

sures to track outcomes. She also
included dara on the long-term impact
of wet building a PMO, including
expenses related oo inconsistent report-
ing, errors due to inaccurate project
data and higher risks. °I identified the
big problems and pur a cost to them,”
she says.

The measured bottom-line tone
of the business case won the execu-
tive suite’s amention. “The leadership
mesponded very positively,” she says.
Ms Easterday was given the support,
resources and time she needed to create
a PR,

Ms. Easterday spent the first four

months defining project manapement
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methodologies and devising reporting
processes that would pive the execu-
tive team the consistent transparency
itsoughe

Dwuring thar rime, there was lirtde
evidence of what she would eventally

accomplish, which made some of her
colleagues skeptical.

“This resulted in the need for addi-
tional education and understanding,”
she says. “There was a lot of uncer-
taincy regarding the value of the PMO
until we ran the initial reports. Ar
thar point, it became clear o people
whar we were doing and why we were
doing ic.”

The reports did more than track
progress. They provided ar-a-plance
informarion about every project in
the portfolio, addresing one of the
executive team’s biggest compliines
about the apency’s project manage-
MENT Process.

“They were able 1o see the darta that
they had been seeking for years but
didnt have a methodology w collect,”
she says. “Irwas a true culture change”

STAY IN LINE

For many organizations, FM O sarve as
a powerful force driving organizarional
stratepy down into the trenches.

At NIH. Ms. Easterday creared a
strucrure designed to ensure all projects
were in syme with business goals. Every
project that moves forward must have a
clearly defined business case thar aligns
with organizational strategy, and the
monthly PMO reports map how cur-
rently completed projects meer NIH
ohjectives.

To deal with issues that mighr com-
promise the abilicy to deliver on stra-
tegic goals, all projecs develop and
mainmin risk registers. These are con-
solidated ar the end of each month into
a risk repore.

“It forces the project managers and
project leads o think abourt the impli-
cations of project-relared decisions they
are making and w ask whether whart
they are about to do aligns with the



larger goals of the organization,” M
Easterday says.

The PMO can also acr as a bridg
berweaen executives and project man-
agers and their teams, says Ivo M.
Michalick Vasconcelos, PME cwmer
of M2 Consultoria, a project man-
agement consulrancy in Belo Hori-
ronte, Brazil

When Mr. Michalick Vasconcelos
recently worked as a PMO manager
at Vale, for example, he would ask the
Mining companys project manigers
to produce an executive summary of
their projects. Instead, they would
inevitably develop two-hour presenta-
ticns.

He spent months working wich
borh senior management and project
managers 6o create a praphics-driven
template reporting around key per-
formance indicators and measures
of progress. Cnly one column was
reserved for notes—yer the project
managers still had trouble.

“In the first report, the project man-
agers wrote three pages of text in very
small lerers to fir the gpace,” he says,
laghing. “Bur evenmally they adapeed.”

By working across all levels of
the organization, PMOs help project
teams and the company leaders work
in harmony.

“Irs imporrant to talk w both
sides,” he says. “Executives want trans-
parency, and project managers need
an advocate. Thats the PMOs rale”

With everyone on the same page,
the PMO can ensure it's perting the job
done.

“When the smaregic and impor-
tant projects of the organizarion are
completed with success and with the
expected rerurn, the value and impor-
tance of PMOs is mecopnized by all.”
says Mr. de Mello Pires,

Those PMOs thar can make that
connection and deliver measurable
results will be viewed as an inherently
valuahle thread in the corporate rapes-
oy And that may be the most effec-
tive survival racric of all.
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> MASTER OF SCIENCE IN PROJECT MANAGEMENT

SOME THINGS HAVE T0 BE DONE RIGHT.
SOMEONLE

GETS BIG BUCKS TO MAKE THAT HAPPEN.

Across today's most exciting industries, including aesrospace,
enginearing, business and technology, companies nead peaple
who can manage projects effectively and deliver therm on time,
on budget and right on target. With the Master of Science in
Project Management from Embry-Riddle Asronautical University =
Worldwide, you will develop the knowledge and skills needed
to take the relgns — and reap the exciting rewards.
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% Taks courses at 170 locatians
warldwide or anling

¥ Develop a skill set vajued
across seversl indusiries

¥ Learn from real-workd keaders
In praject managpement

¥ Ingreass your salary patential

*» Apply teward Project Managemant
Institute (PMI®) certification

¥ Apply toward American Society
for Quality (ASI0) certification
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