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your organization doesn’t stri ve for consistency,

you may be destined for mediocrity. That’s one of

the principles behind PMI’s Organizational Project Manage-

ment Maturity Model (OPM3®), which identifies knowledge,

assessment and improvement as essential elements to project

management. Maturity models are used to appraise an orga-

nization’s process maturity to show where it can improve

process execution.
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225990.qxd  7/1/05  2:34 PM  Page 1



PM NETWO R K | J U N E 2 0 0 5 | W W W. P M I . O R G

“O P M 3 gi ves you a
f r a m e wo r k , but not a pre-
s c ribed pat h . It lets you pick
and choose the best prac-
tices that apply to yo u r
o r g a n i z at i o n ,” e x p l a i n s
B ruce Miller, P M P, v i c e
president of professional
s e rvices at consultancy 
PM Solutions, H ave rt ow n ,
Pa . , U S A .

>O P M 3 p u rp o rts that 
specific competencies or
capabilities must exist

within an organization so it can deliver projects success-
f u l l y, c o n s i s t e n t l y, and predictably.These capabilities are
found across 586 best practices in three areas: p o rt f o l i o
m a n a g e m e n t , p r o gram management and project man-
a g e m e n t . O r g a n i z ations adopting O P M 3 set goals and
o b j e c t i ves to improve processes in these areas within
four stages: s t a n d a r d i z i n g, m e a s u ri n g, controlling and
continuously improv i n g .

A Model of Maturity
In 2002, PM Solutions’ d e veloped its own Project Man-
agement Mat u rity Model ( P M M M ) , which aligns with
O P M 3’s best practices and measures the capabilities of
an organization across the nine Knowledge Areas of
P M I ’s A Guide to the Project Management Body of Know l-
e d ge (P M B O K® G u i d e) . The PM Solutions’ m at u ri t y
m o d e l identifies five p r o gr e s-
s i ve l e vels of mat u rity from
L e vel 1, representing enter-
p rises using ad hoc p r o c e s s e s ,
on up to Level 5, for organiza-
tions using standardized and
i n t e gr ated processes that have
been optimized to focus on
continuous improve m e n t . “ O u r
m at u rity model c o m p l i m e n t s
O P M 3, blending the best of
O P M 3 capabilities with a prac-
tical approach to implementing
m at u rity improve m e n t s ,” M r. Miller say s.

“The first step is to identify what needs improve m e n t
and the value that will be received through improve m e n t ,”
M r. Miller say s , noting mat u rity assessment phases typi-
cally run about six to eight we e k s. “ E ven at large global
c o m p a n i e s , you wo n ’t find equal consistency and mat u-

ri t y, so you want to even it up.” For example, one division
m ay be expert at handling risk management, while com-
m u n i c ations management is the bailiwick of another. O f
c o u rse cultural differences and management’s emphasis
on some managerial competencies over others can va ry
from country to country, c o n t ri buting to inconsistencies
across companies.

Once a company undertakes a mat u rity assessment and
is outfitted with a roadmap to reach the next level in
P M I ’s Knowledge Areas (such as project integr ation and
project scope management), e n t e rp rises may expect a
waiting period of 12 to 24 months for actual implementa-
t i o n . “ We come in and blend in what companies are doing
well with what areas of the company or those outside the
c o m p a ny are doing,” M r. Miller say s.

M at u rity assessment is an inexact science, but one
where gains translate to the bottom line. According to a
benchmark survey conducted in 2001 by PM Solutions’
Center for Business Practices, companies are less mat u r e
in managing risk than in other areas of project manage-
m e n t , and as a whole, e n t e rp rises perform better than
individual divisions at project management.

G lobal PMO in the Drive r ’s Seat 
Project management is both an art and a science at 
S A P, Wa l l d o r f , G e rm a ny, the wo r l d ’s largest bu s i n e s s -
a p p l i c ation software company. SAP manages softwa r e
i m p l e m e n t ation projects from short cycles of a few
months up to comprehensive multiple-year progr a m s.
Of its 13,000 field service employe e s , some 9,000 are

c o n s u l t a n t s , with more than 1,000 project management
e x p e rts worldwide certified to SAP’s rigorous intern a l
PMI-based cert i f i c at i o n .

>“Excellence in project management goes beyond deliv-
e ring projects on time, on budget and within scope,” s ay s
Gina Montillet, director of the global project manage-

executive summary
> Maturity ass e ssments eva l u-

a te perfo r m a n ce in key pro j-
ect management know le d g e
a re a s .

> A global project management
o f f i ce co n t r i b u tes to co n s i s-
tency in project management
p ro ce sses throughout the
e n te r p r i s e .

> Change management initia-
t i ves—including meticulo u s
i n ternal co m m u n i ca t i o n s —
c re a te demand for tra i n i n g
w h i le fo stering co n t i n u o u s
i m p rove m e n t .

> Ongoing discovery is critica l
to managing an ass e ss m e n t.

Bruce Miller, PMP, 
Vice President, Professional Services, PM Solutions, 

Havertown, Pa., USA

THE FIRST STEP IS TO IDENTIFY 
WHAT NEEDS IMPROVEMENT 

AND THE VALUE THAT
WILL BE RECEIVED 

THROUGH IMPROVEMENT.
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ment office (GPMO) at
S A P ’s field services corp-
o r ate offices in Pa ri s ,
F r a n c e . “ U n d e rp i n n i n g
project success is reduced
total cost of ow n e rs h i p,
s h o rter time to va l u e ,
a s s u ring quality and miti-
g ating risk to protect
i nve s t m e n t .”

A couple of ye a rs ago,
SAP embarked on an
e n t e rp risewide initiat i ve to
optimize project manage-
ment and ensure customer
value by delive ring excel-
l e n c e . “Our customers
were asking that we take on
more ow n e rship in projects
and deliver globally,” M s.
Montillet say s. SAP began
an internal process align-
m e n t , established common
project management term i-
nology and concepts across
c o u n t ry practices and
focused on deve l o p i n g
project managers ’ l e a d e r-
ship skills. In early 2004,
SAP established a GPMO
as a focal point to increase project management capabili-
t i e s , and five regional PMOs.

The GPMO adopted PM Solutions’ m at u rity model,
P M M M , for strat e gic planning of its initiat i ve s. “ P M M M
has provided a roadmap for us to baseline project man-
agement performance and guide us how to systemat i c a l l y
m ove to more mature levels of perform a n c e ,” M s. M o n-
tillet say s.To benchmark the current state of mat u rity and
p r ovide direction for continuous improve m e n t , SAP per-
f o rms project-management mat u rity assessment reviews
of its consulting practices. To assist in this effort and
establish ratings of how it’s doing, SAP regularly uses
Web surveys and conducts one-on-one interv i e w s.

PM Solutions was brought in to support 
the effort and has delivered ongoing assessment reviews
across all SAP regions since 2003. The assessment
review first looked at SAP’s project-management tools,
methods and processes, and then mapped its mat u ri t y
along PMI’s nine Knowledge A r e a s. “ I m p o rt a n t l y, i t

also tracks three success
f a c t o rs that have influ-
enced our adoption of
new practices: p r o j e c t
o f f i c e , management ove r-
sight and professional
d e ve l o p m e n t ,” M s. M o n-
tillet say s. “So this allows 
our project management
practice to identify its
s t r e n g t h s , weaknesses and
o p p o rt u n i t i e s.” A signifi-
cant deliverable of the
review is a benchmark of
the assessed organizat i o n
against best practices for
project management at
competitor enterp ri s e s
and in industries outside
of SAP.

>Throughout the pro-
c e s s , SAP has been able
to create a culture sup-
p o rting change. R e f e r-
encing Mr. Miller of P M
S o l u t i o n s ’ notion that
p e o p l e , processes and
technology must all wo r k
as a coordinated unit,
M s. Montillet say s :

“ We ’re a know l e d g e - i n t e n s i ve organisat i o n , our human
capital is our gr e atest asset. The processes and tech-
nology are the means that enable skilled, e x p e ri e n c e d
people to dri ve a global bu s i n e s s.” As a software deve l-
o p e r , SAP excels at inform ation technology and sup-
p o rts its mat u rity initiat i ve with an internal global
consulting portal to create knowledge management
with Web discussion boards.This practice forms a virtual
global community of project management practices.

To date, Ms. Montillet characterizes SAP’s ongoing
maturity assessment review program as a success. “It offers
a premium quality assurance service,” she says, noting the
tremendous value of reviews in providing a clear line of
sight for continuous business improvements.

Also-Ran Moves Forward
Before becoming wholly owned by the gove rnment of Tri n i d a d
and Tobago in 1993, oil and gas producer Pe t r o t ri n , h e a d q u a r-
tered near San Fe rn a n d o, was jointly owned by the govern-
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PM Solutions’ P roject Management Maturity
Model (PMMM) combines two indust r y - a cce p te d
k n ow ledge bases: PMI’s P M B O K® G u i d e and the
Capability Maturity Model (CMM) by the Soft-
w a re Engineering Inst i t u te (SEI), a fe d e ra l ly
funded re s e a rch and deve lopment ce n ter spon-
s o red by the U.S. Department of Defe n s e ,
housed at Carnegie-Mellon Unive rs i t y.

S i n ce CMM’s deve lopment in the early 1990s,
the maturity model has been adapted by a ra n g e
of industries. In 1998, PMI and a team of 800
g lobal vo l u n te e rs set out to deve lop its own pro j-
ect management maturity model, O P M 3. The
result is broad by design, cutting acro ss org a n i z a-
tions no matter their size or indust r y.

A f ter ye a rs of re s e a rch and deve lopment, O P M 3
was first published in 2003. The drive tow a rd
exce l le n ce in project management embra ces a
continuous improvement cyc le and needs to
re f lect genera l ly acce p ted pra c t i ces. To that end,
PMI is chartering the next ite ration of O P M 3 t h i s
year, scheduled for re lease in 2007.

OPM3: The Pathway to Maturity
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ment and a group of multinational oil compan i e s. For ye a rs ,
f o l l owing its change in ownership, Pe t r o t rin languished below
its competitors in project m a n a g e m e n t , such as in the case of
a multimillion-dollar refinery upgrade project that resulted in
the loss of millions of dollars by exceeding the schedule by a
significant number of ye a rs.

Petrotrin took its first step in 2001 to create project man-
agement programs at Trinmar, one of its offshore produc-
tion units. It first established a project management office
(PMO), adding basic and intermediate training and devel-
oped a standard methodology and project management 
life cycle. Its dismal performance soon stopped: a project
similar to the failed refinery project proved significantly
more successful.

“We transferred this learning to all of Petrotrin in 2003
when we officially adopted the standard methodology,
training and project office concept enterprisewide,” says
Suzanne Hydal-Bridgemohansingh, PMP, program leader
in organizational development refinery operations at
Petrotrin. A central PMO was developed within Petrotrin’s
corporate engineering group to manage large refinery
projects as well as administering training and change man-
agement initiatives. “This group implements all major 
engineering projects and puts us on the fast track toward
improving project management maturity,” she says.

>M s. H y d a l - B ridgemohansingh says communications out-
reach laid the gr o u n d work to institutionalize project manage-
ment among Pe t r o t ri n ’s 4,000 employe e s. “ C h a n g e
management has made a difference. We started out with

c o m p a ny focus groups in 2001 and employee communica-
tions have been gr owing ever since through training, m e n t o r-
ing and informal lines.” M s. H y d a l - B ridgemohansingh say s
the ongoing process has evo l ved from a push to a pull sys-
t e m . N ow, e m p l oyees seek out project management training.

More than 450 Pe t r o t rin e m p l oyees have been trained in
PM Solutions’ PM College. Earlier this ye a r , Pe t r o t ri n
launched a “ j u s t - i n - t i m e ” training program where a small
group of “ m e n t o r / f a c i l i t at o r ” project managers were trained t o
f a c i l i t ate project teams for creating chart e rs , risk plans and
s c h e d u l e s , all to improve risk management and project out-
c o m e . “In another two to three ye a rs , we’ll have fully imple-
mented the project management processes from what we
identified in the m at u rity assessment.We expect less time and
cost ove rruns and a gr e ater focus on risk management,” M s.
H y d a l - B ridgemohansingh say s.

Petrotrin plans to propel itself from fourth-quartile per-
former status in its industry to the first quartile by 2009.
The path is based on 24 strategic projects in the areas of
o r g a n i z ational structure and job redesign, o p t i m i z i n g
exploration and production functions, refining excellence
and enterprisewide risk management. Since the assessment,
M s. H y d a l - B ridgemohansingh says the company has
moved from Level 1 to Level 3 in some areas, with smaller
groups on their way to Level 4, within PM Solutions
PMMM framework. PM

Marcia Jedd is a Minneapolis, Minn., USA-based supply chain and

business writer.
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