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Advancing Organizational 

Project Management Maturity



To stay healthy and competitive, 

an organization must continually 

reinvest in its project management 

infrastructure. And, it is equally 

vital to improve the project 

management discipline so that 

the organization can thrive. 

To this end, many organizations perform a health check of 

their project management practices to ascertain the cur-

rent state of project management and make corrections 

for any defi ciencies noted. More forward-thinking organi-

zations also invest in mapping out a plan for improvement 

that not only bolsters the current project management 

process, but also lays out a long-term path for continual 

growth.

Project management practitioners refer to the current 

state of health of the project management discipline 

within an organization as its level of maturity. The more 

mature an organization’s practices are, the more likely 

that organization is to successfully meet its project goals, 

including schedule, budget, resource allocation, and 

alignment to business strategies. In doing so, the orga-

nization ensures the future success not only of its project 

management discipline, but of the company’s strategic 

goals.
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What is Project Management Maturity
and how do we measure it?

Maturity in an organization refers to the comparative level of advancement that an organization has achieved with 

regard to any given process or set of activities. Organizations with more fully defi ned and actively used policies, 

standards, and practices are considered more mature.

Project management maturity is the progressive development of an enterprise-wide project management ap-

proach, methodology, strategy, and decision-

making process. The appropriate level of maturity 

will vary for each organization based on specifi c 

goals, strategies, resource capabilities, scope, 

and needs.

Maturity is measured using the Project Manage-

ment Maturity Model (PMMM ), a formal tool 

developed by PM Solutions that incorporates 

the Software Engineering Institute (SEI) Capabil-

ity Maturity Model’s (CMM®) fi ve evolutionary 

maturity levels, and examines maturity develop-

ment across the nine knowledge areas in the 

Project Management Institute’s (PMI®) A Guide 

to the Project Management Body of Knowledge 

(PMBOK® Guide).

Measuring maturity through a formal assessment 

process gives an organization a benchmark on 

their current environment, how project manage-

ment is being used, and most importantly, where 

to focus improvement efforts in order to advance 

to higher levels of maturity. Each of the fi ve matu-

rity levels within the PMMM represent a discrete 

organizational capability based on the following 

summary-level characteristics.
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PM Solutions Project

Management Maturity Model 

combines SEI-type maturity 

measurement and PMI’s 

PMBOK® Guide industry 

standard in identifying key 

areas of project management 

to be addressed.

This unique approach to 

measuring project manage-

ment maturity gives an orga-

nization a fi rm understanding 

of their strengths and areas 

for improvement as well as 

a sound and structured way 

to develop an action plan for 

improvement.
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Levels of Project Management Maturity

Level 1

Initial Process

» Ad-hoc processes

» Management awareness

Level 2

Structure Process and Standards

» Basic processes; not standard on all projects; 

 used on large, high visible projects

» Management supports and encourages use

» Mix of intermediate and summary-level information

» Estimates, schedules based on expert knowledge 

 and generic tools

» Mostly a project centric focus

Level 3

Organizational Standards and Institutionalized Process

» All processes, standard for all projects, repeatable

» Management has institutionalized processes

» Summary and detailed information

» Baseline and informal collection of actuals

» Estimates, schedules may be based on industry 

 standards and organizational specifi cs

» More of an organizational focus

» Informal analysis of project performance

Level 4

Managed Process

» Processes integrated with corporate processes

» Management mandates compliance

» Management takes an organizational entity view

» Solid analysis of project performance

» Estimates, schedules are normally based 

 on organization specifi cs

» Management uses data to make decisions

Level 5

Optimizing Process

» Processes to measure project effectiveness 

 and effi ciency

» Processes in place to improve

» Management focuses on continuous improvement
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Assessing Maturity

Determining the level of maturity in an organization is something less than science but more than art. It is ex-

tremely important to use a structured assessment process that has been tested and proven to achieve consis-

tent and correct results.

Typically, organizations start with a baseline assessment of their current situation. This is accomplished by per-

forming a comprehensive assessment evaluating all areas where 

project management has an infl uence. From here, a periodic, 

abbreviated assessment can indicate where progress is being 

made in the application of project management methodologies. 

The baseline assessment enables an organization to identify for 

improvement those areas that will provide the greatest return on 

investment; where immediate actions will have an impact.

There is a great difference between each of the fi ve levels. Orga-

nizations should strive to fi ll in the pockets that are weak while 

advancing those that will provide benefi t. Striving to increase 

the maturity level just for the sake of having a higher level is an 

unwise use of the results. An assessment should really be aimed 

at providing a path forward for the organization in improving its 

project management capabilities. It is also recommended that 

an organization attempt to maintain a close relationship of levels 

across the various knowledge areas since the benefi ts associ-

ated with achieving a Level 5 maturity in one knowledge area 

may be erased if the other knowledge areas are all at Level 2 

maturity.

What takes place during a maturity assessment? Any thorough assessment has the four ingredients (at a mini-

mum):

Personal and/or group interviews. There is little substitute for the sense of discipline, understanding, and  »

buy-in that can be obtained from a direct personal interview with a project management practitioner.  This is 

a necessary element of an assessment to uncover the degree to which policy is put into practice.

Artifact collection and evaluation. The collection of evidence (artifacts) supporting the implementation of proj- »

ect management — are all the documents required by policy complete? are they of high quality? and so on.

Widespread survey input. Are the concepts of project management understood and utilized by the major  »

population that should have knowledge about the policies and procedures — what is the general view of the 

project management requirements, etc.

Benchmark comparison to established standards. Last, synthesizing the data and comparing this informa- »

tion against an established standard that is logical, sound, and clear to provide a path forward is essential.
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Alignment with OPM3

The Project Management Institute published their 

Organizational Project Management Maturity Model 

(OPM3®) to serve as a collection of best practices 

that they recommend organizations put in place to 

advance maturity. PM Solutions has completed an 

extensive review and analysis of PMI’s OPM3 and 

mapped it against our Project Management Maturity 

Model (PMMM). 

It has been our experience that many organizations 

struggle with taking a collection of best practices and 

creating a tangible action plan to improve their perfor-

mance. PM Solutions uses OPM3 best practices in 

conjunction with our PMMM to help develop a struc-

tured maturity improvement plan for organizations. 
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Any assessment that does not consist of at least these elements may leave an organization wondering where the 

benefi t lies with the process.

Can an organization perform an assessment on its own? Yes, but it does require focused effort and a commit-

ment to actually do something with the results once tabulated. Consider bringing in outside experts that special-

ize in performing such assessments for these reasons:

Political climate: »  If there are sensitivities around buy-in for continued investment in project management 

practices.

Time constraints:  » If the organization is in support of project management advancement but cannot afford to 

take their project management resources off of critical projects to focus on assessing and advancing maturity.

Objectivity: »  If those that serve as internal drivers and/or champions for project management need an outside 

voice to help validate their assumptions and convince internal decision makers that a continued investment in 

project management practices will yield better business results.

Expertise in assessing: »  If no one within the organization is skilled in evaluating organizational maturity and in 

developing a clear, step-by-step improvement roadmap.

We fi nd many of our clients periodically ask themselves: 

“Are we making a difference?” or “Are we advancing the 

project management capability in the right areas, and in 

general?”

Iterative use of the assessment can show the progress 

that the organization and/or its project offi ce is making 

toward helping the organization reach its goals. This can 

become a part of the metrics that are used to measure 

success of a project offi ce on a recurring basis. If the 

project offi ce owns the project management capability 

improvement action, then the results of the assessment 

can be attributed to the actions taken by the project 

offi ce to improve project management capability. It is 

possible to use these measures as the basis of incentive 

rewards. Indeed, more organizations are moving 

to ensure that funds directed toward improving project 

management capabilities are having the intended posi-

tive impact.

Another value of performing a re-assessment is that it 

provides a tool to communicate success in meeting mile-

stones to executives and management. Leadership can 

sometimes have a short-range memory, and commit-

ment to change initiative budgets can waver with time.

We recommend that assessments be performed on an 

annual basis to ensure that improvements are taking 

root. Essentially, repeated assessments (commonly 

referred to as re-assessments) can be used to track 

progress against the project management deployment 

plan that would be developed as a result of the initial 

assessment.

How do you know you have advanced?

Advancing Organizational Project Management Maturity
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Target near-term improvement goals

We often fi nd that organizations want to use the assessment as a tool to identify specifi c areas of improvement. 

These become goals for the next incremental period of time. They then tackle one area, one level, at a time. This 

allows organizations to show improvements over a 6-12 month period so that the improvement sponsors see a 

solid return on the investment. Small victories provide an opportunity to cheer for successes and reevaluate spe-

cifi c direction while reenergizing staff members. These are important “peg points” that allow organizations to see 

how much they have learned and to adapt/adjust direction for the next short-term (six months) initiative.

Maturing to level three and beyond

Some organizations are comfortable achieving a Level Two ma-

turity rating. Most organizations, though — especially larger ones 

— recognize that achieving a Level Three maturity rating is going 

to provide them with a signifi cantly greater return on investment. 

The path to Level Three is not an overnight journey. And for those 

organizations that seek to achieve a Level 4 or a Level 5 maturity 

rating, the path may require several years of continual improvement 

activities.

PM Solutions’ approach to minimizing the time in advancing an or-

ganizations’ project management maturity is to fi rst perform an ex-

ceptionally detailed gap analysis between the organization’s current 

practices and their desired level of maturity. Then, working with the 

executive leadership of the organization, PM Solutions charts out a 

roadmap of improvement initiatives and a detailed implementation 

and change management plan for improvement activities.

By carefully sequencing the path to project management per-

formance improvement, an organization can signifi cantly reduce 

the time required to achieve higher maturity ratings — and realize 

valuable results, such as shorter project completion times, better 

control of project costs, improved strategic management decision-

making, and sustainable growth and profi tability long-term.
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What exactly makes a level three organization?

Most organizations (roughly 90% of all companies regardless of size or industry) are at Level One or Level Two 

maturity (Project Management Maturity: A Benchmark of Current Best Practices, Center for Business Practices 

Research, 2006). With overall maturity relatively low, it might seem that becoming a Level Three organization is a 

monumental feat. But not necessarily.

PM Solutions’ PMMM identifi es several hundred criteria organized into manageable groups that an organiza-

tion must meet before it can be considered to have achieved a Level Three maturity rating. Many organizations 

already meet a large number of these criteria and have much of the infrastructure in place to begin a rapid 

move toward improving their project management capability. Frequently, though, the component pieces (train-

ing programs, management support, repeatable processes, proactive governance, etc.) necessary for advanced 

maturity have not been combined properly and have, in some instances, stagnated or lost momentum.

Often many of the project management ingredients are reusable and, as such, do not have to be discarded as 

the organization moves to improve its capabilities. Rather, a well-designed roadmap of properly sequenced — 

and organizationally appropriate — activities will ease the path, reducing the cost, resource requirements, and 

timeframe for an improvement initiative.

To achieve Level Three, all project management processes must be in place and established as organizational 

standards. These processes involve clients and internal customers as active and integral members of the project 

team. Nearly all projects use these processes with minimal exception — management has institutionalized the 

processes and standards with formal documentation existing on all processes and standards. Management is 

regularly involved in input and approval of key decisions and documents and in key project issues. The project 

management processes are typically automated. Each project is evaluated and managed in light of other proj-

ects.

Of note, at Level Three, the processes must become tailorable to the characteristics of each project. An organi-

zation cannot blindly apply all processes equally to all projects, nor would they want to. Consideration must be 

given to the differences between projects (complexity, size, duration, etc.). The important thing is to note how the 

processes are tailored — that is, is there a process to customize the implementation of applicable activities and 

policies to a particular project?

Advancing Organizational Project Management Maturity
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Attaining level four maturity

To attain Level Four, an organization’s project man-

agement processes, standards, and supporting 

systems must be integrated with other corporate 

processes and systems. Level Four organizations’ 

projects are managed with consideration as to how 

the project performed in the past and what is expect-

ed for the future. Management uses effi ciency and 

effectiveness metrics to make decisions regarding the 

project and understands the impacts these decisions 

will have on other projects. All projects, changes, and 

issues are evaluated based upon metrics from base-

line cost and schedule estimates, actual status, and 

earned value calculations.

Management clearly understands its role in the project 

management process and executes it well, managing 

at the right level, and clearly differentiating manage-

ment styles and project management requirements 

for the different sizes and complexities of projects 

within the organization. Ultimately, project information 

is integrated with other corporate systems, including 

fi nance and accounting, strategy management, and 

resource management systems, to optimize business 

decisions.

Attaining level fi ve maturity

Organizations that achieve Level Five are essentially 

best-of-breed organizations and set the standard for 

the project management discipline within their re-

spective industry sectors. Those working within such 

organizations are highly organized and are optimizing 

the project management practice through continual 

improvement activities. There are formal processes in 

place that are used to continuously improve project 

management activities. For example, lessons learned 

are regularly examined and used to improve project 

management processes, standards, and documenta-

tion, increasing the probability of success for future 

projects. The metrics collected during project execu-

tion are used not only to understand the performance 

of a project but also for making effective organizational 

management decisions going forward.

Advancing Organizational Project Management Maturity
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Does advancing maturity really make a difference?

The short answer is yes, and the performance benefits of advancing maturity have been documented in research 

conducted by the Center for Business Practices (CBP) in 2006. This was the first study to find a direct correlation 

between organizational performance improvement and project management maturity.

The CBP’s study, Project Management Maturity: A Benchmark of Current Best Practices, polled project manage-

ment practitioners about their organizations’ management practices and business results in the following eight 

performance areas:

» Schedule performance

» Budget performance

» Customer satisfaction

» Resource allocation optimization

» Strategic alliance

» Estimating quality

» Employee satisfaction

» Portfolio optimization

The study found that high-performing 

organizations are 38% more mature in their 

project management practices than orga-

nizations in general, and that improving the 

level of project management maturity in an 

organization results in signifi cant perfor-

mance increases, particularly in the area 

of customer satisfaction. Nearly half of all 

respondents reported more than a mea-

sured 10 percent performance improve-

ment across all eight areas.

Advancing Organizational Project Management Maturity

Companies show signifi cant improvement in a variety of performance measures by advancing their level of

project management maturity. This chart shows the percentage of organizations that exhibited more than 10%

improvement in performance by advancing their level of maturity.
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Conclusion

There is ample evidence to substantiate that when an organization invests in improving its project management 

capability in a disciplined and realistic way, it will reap signifi cant returns on its investment. Each organization 

must determine for itself what level of maturity it needs to achieve and how long the journey will take. A properly 

developed implementation roadmap that follows a detailed analysis of the organization’s capabilities will signifi -

cantly reduce the period of time required to improve the organization’s maturity level.

Advancing organizational project management maturity is a key success factor in improving organizational 

performance. After all, an organization executes its strategy through projects, and optimizing the organization’s 

project management capability results in directly increasing the probability of strategic success. The benefi ts are 

clear, and the time to begin the journey is now.
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Project Management Solutions, Inc. (PM Solutions) provides project management consulting, training, and resources 

to help organizations improve performance and deliver critical projects successfully. Core services include project and 

program resources; corporate training delivered through the PM College® (www.pmcollege.com); and management 

consulting services that directly support project portfolio management, organizational project management maturity, 

process and methodology development, project offi ce deployment and enhancement, and project review and recov-

ery. With corporate headquarters located just outside Philadelphia, Pa., USA, PM Solutions serves a diverse client 

base that includes some of the world’s leading organizations. For more information, visit www.pmsolutions.com.
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