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Welcome to Prodevia Learning 
Advanced Professional Development for Experienced Project Managers.  
Prodevia Learning offers advanced, expert-approved strategies for project managers to grow their skill 
sets and careers.  We provide the most effective professional development courses in our industry written 
by the best names in our profession. You’ll discover how to interact much more successfully with your 
stakeholders and get the best outcomes from your projects than you ever thought possible.  

With Prodevia Learning courses, you can get started immediately because everything is available online 
as soon as you enroll.  And, when you enroll in one of our paid classes, you’ll find they are also portable – 
you can optionally choose to have printed course guides shipped to you because we know you know that 
being chained to a computer or stuck at your office to take an online class is not always the most 
convenient method or the best way for you to grow and implement your learning.  Your schedule 
requirements are ours, too.  So, you have an unlimited amount of time to complete a course once you 
enroll.  That’s right – there is no “‘limited time access” to courses at Prodevia Learning.  You can take as 
much time as you need to complete your course; we’ll always be here to help you when and where you 
need it. 

Prodevia Learning is committed to helping you achieve the goals that are important to you in your career: 

 Build stronger project methods and plans, and execute them with more success 
 Get more done in less time because you aren’t spinning your wheels 
 Develop and maintain constructive partnerships with your customers 
 Build respect among all of your stakeholder groups as someone who can get things done 
 Create a competitive advantage for yourself within your organization and industry 

If you want to develop the expertise you need to have the kind of success in project management that you 
want to achieve, then you can trust Prodevia Learning to help you to get there. 
Learn more at www.prodevia.com.  
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designations. Convenient and affordable, the Professional Project Executive Program provides an 
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for professional designation earned by the Project Management Institute (PMI)® .  
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successfully. The experience gained through the PPE Program provides balance to hard-earned PM 
certifications that focus more on process than practical application. The skills developed through the PPE 
Program are globally recognized and applicable across industries. 
The Professional Project Executive curriculum has been developed by bringing together the most 
respected thought leaders in the industry; practitioners that are recognized as the experts and founders of 
their specific disciplines.  Prodevia Learning is the only provider that offers these practical and diverse 
courses from the best names in the business on your schedule and without the financial or schedule 
strain of traveling to attend these popular sessions at on-site seminars and conferences.  Earn more and 
learn more with the Professional Project Executive Program from Prodevia Learning. 
How to Earn Your Professional Project Executive (PPE)  
Requirements are simple; complete any combination of 120 credit hours from our catalog to earn your 
Professional Project Executive Certificate.  Choose the courses that fit your professional development 
goals through our diverse course catalog.  The 120 hours required to earn the PPE represents the 
equivalent of a three-week, full-time educational program of study from the most trusted experts within the 
project management community of practice. 
The PPE curriculum remains current and relevant through the addition of new courses developed by 
leading experts to address the growth and advancement of the project management practice. 
Be a better project manager, starting today! 
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How to Complete This Course 
How to Complete the Guide and Exercises 
This course is broken down into course modules.  In order to develop a better understanding of 
the content of this course it is recommended that the student complete the work as follows: 

 Complete a reading and a study of the information contained in each module for 
understanding and comprehension. 

 The student is encouraged to make notes as they work through the course guide.  
These notes can assist the student in assignments following each module.  
Notes may be related to key ideas the student wishes to remember as well as 
personal insights the student may have. 

 Complete all corresponding assignments (see Completion Checklist, located on 
the following page).  Ideally, the student should keep a student journal (separate 
notebook or file) with his or her answers to all assignments. 

 Check off assignments on the Completion Checklist as they are finished. 
 Work through the course guide one module at a time, completing all work 

associated with the current module before advancing to the next module. 
How to Contact the Instructor 
Prodevia Learning course instructors are available via email.  All course correspondence will be 
returned promptly. 
Contact your course instructor at support@prodevia.com 
How to Submit Course Completion and Report PDUs 
When you have completed working through this course guide, return to the Course Completion 
page at www.prodevia.com and follow the instructions there to formally complete your course 
with Prodevia Learning. You are required to formally complete your course in order to receive 
your Certificate of Completion and be awarded 15 Professional Development Units. The Course 
Completion webpage also includes instructions and a link for you to submit your PDUs directly 
to the Project Management Institute (PMI)® online. 
 
Course Detail: 
PMI Provider ID: 1945 
PMI Activity ID: Printed on your Prodevia Learning Certificate of Completion 
 
Note: PMI is a registered mark of the Project Management Institute. 
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Completion Checklist 
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Module 3 – Develop a Business Plan for the PMO 
Read and Study 
Case Study Exercises 3.1 through 3.8 
Module 4 – Implementing the Plan 
Read and Study 
Case Study Exercises 4.1 and 4.2 
Module 5 – PMO Leadership 
Read and Study 
Case Study Exercises 5.1 and 5.2 
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Read and Study 
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Module 7 – How to Market the PMO 
Read and Study 
Review and Discussion Questions 
Module 8 – Long Term Success of the PMO 
Read and Study 
Appendix B 
Review Appendix Tools and Templates 
Course Completion 
Complete course through the Course Completion tab at www.prodevia.com 
Submit PDUs to the Project Management Institute 
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Course Introduction 
All organizations seek Profitability, Growth, and Customer Loyalty.  However, when it comes time for 
organizations to execute on their business plan, too often we hear Delay, Restart, Over-Budget, Under-
Resourced, and Cancel.  How can organizations get better at delivering on its goals and objectives?  One 
way is to establish a Project Management Office (PMO) model.  If properly designed and operated, a 
PMO can help an organization achieve and sustain business success. 
Many organizations have approached bringing project management into their company by introducing 
project management tools and processes or by launching a project management training program.  This 
is a good start, but not enough.  Implementing project management in any organization is more than 
meeting deadlines and budgets; businesses must embrace project management as a cultural shift to how 
the work gets done.   
If properly designed and implemented, a PMO can successfully support tactical execution of a strategic 
vision – and a whole lot more. 
Whether your organization is in crisis or simply desires to remain competitive, a business plan requires 
multiple phases over periods of time.  The plan may include tactics for achieving financial success.  
Another component may involve new product development, while another may involve investing in 
infrastructure.  These tactics translate into projects, which are complex, demanding and messy.  Projects 
are critical building blocks to achieving an organization’s strategic plan.  A project management office is 
about building tools, methods, and techniques for project and business success.  If you build a PMO with 
this goal in mind, and your plan to establish and manage a PMO maintains an eye for simplicity, your 
organization can reap huge rewards.  In fact, over time, a PMO can facilitate and support organizational 
processes well beyond projects to further enhance overall business success.  But let’s not get too far 
ahead of ourselves! 
Establishing a project management culture allows organizations to speed up decision-making, instill 
accountability, understand interdepartmental work efforts, and enhance overall communication across the 
organization.  Project management does not need to be complex or complicated to offer value.  In fact, 
keeping it simple actually allows companies to develop project management competencies that, over 
time, become part of the organizational culture.  
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Course Objectives 
This course is designed to guide you through simple steps for you to plan, implement, or evolve your 
PMO model.  This course will provide you with the knowledge and tools you need to: 

 Develop a mission statement for your PMO that meets corporate goals and objectives 
 Develop communication and staffing plans to make your PMO a success 
 Develop a workable plan to establish a PMO or to improve your current PMO operations 
 Recognize the signs to evolve your PMO to the next level 

 
By the end of this course the student should be able to: 

 Define the value and purpose of a PMO model 
 Describe how to assess the specific business needs for a PMO  
 Articulate how to build a business case for a PMO 
 Explain marketing the PMO to gain corporate buy-in and receive ongoing endorsement 
 Identify PMO launch activities that can deliver quick results 
 Discuss the factors of selecting the “right” staff for the PMO 
 Articulate the topic of PMO need and timing for evolution within the organization 
 Discuss how to measure the effectiveness of the PMO 
 All course objectives’ outcomes may be measured through end-of-module review questions, 

exercises, and an end-of-course assessment. 
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Module 1 – What is the Value of a PMO? 
A PMO model is a necessity in business today.  As businesses become more global, 
more complex and more variable, the need for innovation and rapid change can 
overwhelm organizations; a PMO model offers the necessary framework in which to 
organize and monitor the priority projects driving your organization’s future success.  
Depending upon the needs of the organization, the PMO can range in scope from a 
small, virtual office to a large department that touches all aspects of the business.  PMO 
models vary according to industry, company size, and corporate culture. 
Due to the rapid change to, and cost of technology, many organizations have historically 
placed a PMO within their information technology (IT) division.  Since a majority of 
projects reside within the IT shop and are a large source of capital spending, it makes 
perfect sense to have a PMO oversee technology projects.  However, more and more 
business plans today include a variety of corporate priorities, many of which reside 
outside of IT territory.  As a result, PMOs now come in all shapes, sizes, and designs; 
there is no such thing as a one-size-fits-all PMO.  You may also have more than one 
PMO model in your organization – depending upon company size, there is often room for 
multiple PMOs – each successful and complimentary of one other. 
Organizations who embrace project management find success in their ability to scope, 
start, and finish projects in a timely and cost-effective manner, thereby adding value to 
their organization, customers, and trading partners.   

What is a Project Management Office? 
A Project Management Office is an organizational entity with personnel dedicated to the 
discipline of project management.  In other words, its purpose is to serve the 
organization’s project needs. 
In recent years, organizations that have installed project management offices have done 
so in a variety of ways, and as a result call them by a variety of names.  For example, a 
project office may be called: 
 Project Support Office 
 Project Management Office 
 Program Management Office 
 Project Management Group 

 Project Management Center 
for Excellence 

 Project Control Office 
 Project Office 

It doesn’t really matter what you call it.  In fact, you may also have multiple PMOs in your 
organization and still be effective.  The key to success is not what you name it or how 
many you have—the key is to have well-defined roles and responsibilities for each PMO 
model to eliminate confusion, enhance effectiveness, and offer value. 
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Purpose of a PMO 
A PMO helps to manage the organization’s future through an: 

 Emphasis on ensuring consistency and uniformity in project delivery 
 Focus on improving project management competency 
 Increase in the delivery speed and quality of projects 
 Assurance that projects that are aligned with the corporate strategy, and  
 An organization operating at peak efficiency - by utilizing repeatable 

processes to yield predictable results. 

Progressive Benefits Provided by a PMO 
The benefits of a successful PMO can be substantial and are progressive over time.  It 
starts with the overarching philosophy of serving the business and then the active 
willingness to work with the business to provide the best support to the organization and 
its project needs.  Knowing where to start is important; knowing it will change over time is 
critical.  Regardless of PMO model type or size, most PMOs provide the following 
benefits: 

 Advance project management competency and practice 
 Enhance organizational communications 
 Improve financial results 
 Increase productivity and efficiency through collaborative teamwork 

No PMO is created equal or created for the same purpose.  PMO models vary widely in 
size, form, and function.  Regardless of level or type of variation, there are three 
important ways in which all PMOs vary. 

1. PMO levels:   The customers influenced and supported     by the PMO 
2. PMO models:     Strategic or tactical 
3. PMO functions: The services provided by the PMO 

PMO Levels 
There are three levels of PMOs:  1) program, 2) business unit, or 3) corporate (also 
known as strategic or enterprise).  PMOs can exist at any one level or may exist at all 
three levels concurrently.  More often than not, a PMO level reflects the evolution of a 
PMO model or the level of project complexity within the organization.  Understanding 
which level is right for your organization is crucial; having a PMO that is not functioning at 
the proper level is almost worse that not having one at all - the wrong model can impede 
the PMO’s reputation and credibility.  Knowing this at the onset of establishing or evolving 
your PMO model is critical; PMOs constantly evolve and adjust, to meet changing 
business and cultural requirements. 
Let’s look at the three levels more closely. 
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Program PMO 
A program PMO typically provides services to a large program or a single, complex 
project.  It often assumes burdensome administrative functions, such as integration of 
multiple project schedules, resource management, and budget integration and oversight.  
There may be multiple project managers involved, each having independent 
responsibility for managing program components (or sub-projects).  Typically, one 
program manager is responsible for managing all the moving parts and responsible for 
integrating all of the schedules, resource requirements, and budgets to ensure the 
program as a whole meets its deadlines, deliverables and budget.  Project standards, 
such as methodology tools and processes are usually consistent across the defined 
project or program. 
Business Unit PMO 
A business unit PMO provides services to a major business unit, department, or division.  
Expanding beyond influencing a single project or program, the business unit PMO is 
responsible for the business unit’s portfolio of projects, which may include multi-
project/program coordination, cross-portfolio resource management, communications 
management, and project dependency management.  Project standards, such as 
methodology, tools and processes are typically consistent across the defined business 
unit, which may or may not align directly to other project management practices, 
processes, and tools found elsewhere in the organization. 
Corporate PMO 
A corporate, strategic, or enterprise level PMO offers services to the entire organization.  
At this level, the PMO provides broad coordination and guidance needed to select, 
prioritize, and monitor priority projects and programs that directly contribute to the 
corporate strategy.  The enterprise PMO serves as the conduit and coordinator for the 
standards, processes, and methodologies that improve individual project performance in 
all divisions across the organization; this usually includes a central repository to house all 
project-related elements.  This type of PMO has the ability to introduce the same 
methodology, vernacular, project tools, and processes across the entire enterprise.  
Perhaps most important, a corporate PMO enables an organization to manage its entire 
collection of priority projects as one interrelated portfolio, enabling executives a full view 
of all project activity across the enterprise. 

PMO Models 
There are two types of PMO models, tactical and strategic.  Either model can exist at any 
of the three PMO levels in an organization.  Generally, however, tactical PMOs are at the 
program or business unit level; strategic PMOs are usually seen at the business unit or 
enterprise level. 
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Tactical Model 
A tactical PMO provides project managers with support services for the administrative 
burdens associated with project management.  These services assist with such tasks as 
managing and updating project schedules, tracking and reporting project financials, and 
oversee time management functions.  A tactical PMO is measured in terms of quality and 
quantity of the services provided by the PMO. 
Strategic PMO 
A strategic PMO enhances project management competency across the organization by 
focusing on strategic planning, improving project management performance enterprise-
wide, and improving a centralized point of reference for project management knowledge 
and practice.  Enterprise-oriented functions typically include: 

 Promoting a project management corporate culture 
 Collecting, analyzing and archiving project performance information 
 Communicating best practices and cutting-edge project management 

practices 
 Providing ongoing training and development in project management 

knowledge and competency 
In the real world, few PMOs fall neatly into any level or category.  In fact, many PMOs are 
hybrids in both level and model.  There is no ‘right” model; PMOs come in all shapes and 
sizes with varying levels of purpose.  The important thing to remember is this:  finding the 
right level and model for your organization is the first key to PMO acceptance, longevity, 
and success.   
A common mistake is to charter an enterprise-wide PMO and task it with too much too 
soon, or conversely, introduce a timid PMO model with inexperienced people and low 
levels of influence.  It is critical to decide what your goals are and position and staff and 
the PMO accordingly – with room to grow and evolve.  

Functions of the Project Management Office 
Regardless of which level or type of project office you envision for your organization, 
almost all PMOs perform similar functions to one degree or another – often just at 
different levels.  There are seven primary components to any PMO, which grow in 
capability and complexity as the PMO evolves and assumes more strategic 
responsibilities.  The categories include: 

1. Management Reporting 
2. Process ,Standards, and Methodologies 
3. Training and Development 
4. Project Support 
5. Portfolio and Resource Management 
6. Personnel Management 
7. Quality Management 
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For each function noted above, the primary role of the PMO is both developer and 
maintainer.  As PMOs offer services, the PMO must create, implement, and evolve each 
function in order to meet ongoing needs and enjoy long-term success.  Additionally, the 
PMO is also responsible for maintaining or supporting the function once it has been 
introduced.  Let’s look at each function in more detail. 
Management Reporting 
Management reporting may be one of the most valuable services a PMO can offer.  Its 
purpose is to generate essential project information so key stakeholders have a clear 
view into the portfolio of projects or sub-projects.  The function of management reporting 
is to provide administrative support for key project activities, such as: 

 Project status reports 
 Financial reports 
 Resource assignments 
 Schedule information 
 Timekeeping records 

Project status reporting may arguably be the most important activity for any given project, 
but also represents administrative burden.  Project status reporting is typically a standard 
way of consistently communicating project activities and allows project managers the 
opportunity to alert project stakeholders to issues impeding project success.  
Understanding true project status is critically important to the PMO; project status 
information is typically collected and summarized into a comprehensive, leveled report 
which informs senior executives and other key stakeholders on project activities and 
highlights areas of risk in achieving project success (which translate into business 
success).  
Sometimes referred to as administrative functions, other support services are designed to 
relieve the project/program manager of administrative burden so he or she may focus on 
managing the project.  These services are often time intensive and require dedicated 
attention.  For example, often times project management software tools do not interface 
with other corporate systems, such as cost accounting systems; as a result, much time is 
dedicated to integrating key data to create a full-view snapshot of project information.  
Other tasks, such as project scheduling and resource management activities are also 
time-consuming and demand focused attention and detail.  Typically, the project/program 
manager will take the lead to initially populate the reporting framework, the PMO then 
assumes ongoing management of such tasks.  When the PMO assumes these functions, 
it can offer multiple values to the organization as a whole.  First, it relieves project team 
members of administrative burdens and allows them to focus on completing project work; 
secondly, the PMO becomes well-informed in knowing exactly what is going on with all 
projects, enabling the PMO to effectively inform and coordinate with all key project 
stakeholders across the organization to ensure ongoing project support and success. 
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Process, Standards, and Methodology 
A primary role for many PMOs is to design and maintain the methodologies, processes, 
and standards, pertaining to the management of projects.  The PMO leads or assists the 
development and deployment of processes and gets stakeholder “buy-in” for the use of 
the processes.  To be successful, PMOs must deploy scalable project processes and 
templates for project/program use, serve as the central library for these standards, and 
be the expert on their use and application.  As the keeper of these standards, the PMO 
also maintains templates, forms, and checklists developed to ease the administrative 
burden on project managers and other project team members.  Organizations work more 
efficiently through repeatable, predictable practices; standardized practices allow users to 
learn from past experiences in a simple, predictive way.  Systemized practices also allow 
project communities to recognize and mitigate project risks easily and produce an audit 
trail for project activities and accomplishments.  A PMO is responsible for establishing, 
promoting, and monitoring all aspects of a common approach, both to evaluate its 
success and identify improvement opportunities. 
Training and Education 
The PMO provides project management training for all project team members and 
advances training as projects evolve in complexity and duration.  One of the biggest 
challenges in most organizations is not having enough breadth and depth in project 
management expertise to support ongoing growth and development of project 
management team members.  The PMO must be the center of focus for project manager 
and project team training and development.  This requires PMOs to identify 
competencies needed by high-performance project managers, executive sponsors and 
project team members – in other words, everyone and anyone who supports project 
success.  This often requires PMOs to tailor project management training around 
corporate culture, company size and industry type.  Additionally, PMOs often provide 
coaching and mentoring for new entrants to project teams by frequently assigning junior 
project managers to work alongside senior project managers or by allowing non-project 
managers the opportunity to attend project management courses and seminars.  When 
considering education and development for a project management community, the PMO 
must provide a curriculum for all constituencies, not just project managers.  For example, 
if project managers start using new terminology and tools before others, how successful 
will they be with the customer, the sponsor or other project team members if those project 
participants are not educated as well?  Everyone must use the same methodology, 
vernacular, and project tools to reduce the risk of miscommunication.  PMOs need to 
offer a variety of training and development programs for project management 
professionals and stakeholders that consist of both in-house designed courses and those 
offered by external agencies or vendors.  Training and development must be constant 
and progressive to be successful. 
Project Support 
Project support services can be offered in different ways.  Services may range from 
technical support to “soft skill” interventions.  Providing adequate levels of technical 
support for project managers is important for reasons similar to providing administrative 



Effective PMO Design and Implementation 
Module 1 – What is the Value of a PMO? 

www.prodevia.com 
15

functions – so they can focus on the things for which they have greater impact to ensure 
project success.  Technical support areas may include focused effort in project planning, 
estimating, and budgeting. 
Today, more and more recognition is placed on the art of project management.  Let’s 
consider project teams, for example.  No project can succeed without a project team.  
Regardless of whom and how many are on a project team, the project will not succeed 
unless it is functioning as a high-functioning team.  As such, PMOs should be equipped 
to provide project “TLC” services – support in teambuilding, leadership and 
communications.  To be successful, PMOs must be competent and willing to provide 
project support in both the science and the art of project management. 
 

PMO Support

Technical PM Support

TLC Support

Central Support

Technical System Support

 
Figure 1.1 – Levels of PMO Support 
Regardless of PMO type, project managers require central support services, such as 
consultation and facilitation support.  PMOs can service project managers by providing 
strong consultative services; this allows project managers to receive needed real-time 
guidance while managing complex projects.  Establishing such a relationship enables the 
consultant to identify improvement opportunities for project management methodology 
and/or tool use, while providing real-time guidance.  PMO staff offer coaching and 
mentoring assistance to project managers as needed, in support of achieving successful 
project completion.  Through facilitation services, PMO staff make sure project teams 
successfully travel from one project phase to the next, establishing project team 
endorsement and engagement.  Often times, the value of PMO staff is through unbiased 
project support and facilitative guidance. 
Often, there is a fourth level of PMO support, which focuses on technical system support.  
The PMO that provides the function of technology selection and support is responsible for 
the identification of technical requirements and it deploys the technology needs for 
project-related tools, such as scheduling tools, knowledge management systems, and 
use of other software applications.  Regardless of what system is used to support project 
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management reporting, tool use and project monitoring, the PMO must have in-house 
expertise to support systems and processes to support such requirements. 
PMO staff must be tool usage experts in order to provide user support.  The best 
approach is to start simple with tool functionality and then build.  Implement tools only 
after processes have been defined; tools need to reflect the process to be effective. 
Portfolio and Resource Management 
Portfolio and resource management goes well beyond the tactical role of the PMO.  It is 
about choosing the right set of projects that properly align to business goals and strategy 
and optimizing limited resources to support the project portfolio.  Portfolio and resource 
management is about determining what projects make the list, when the projects will be 
performed, and who is needed and available to support project activities.  Portfolio and 
resource management allows organizations to address the difference between adding 
resources or eliminating/delaying projects. 
Portfolio Management 
Project management has many benefits, but it begins with a disciplined approach to the 
prioritization, selection, and successful delivery of projects that support the organization’s 
mission and strategy.  A project portfolio management process aligns and prioritizes 
projects with business goals.  Portfolio management is about identifying the projects that 
provide the most value to the organization’s success, or determines which set of projects 
best support the company’s strategic plan.  It also guides decision-makers to determine 
where the company should invest its project dollars. 
Through portfolio management, a PMO verifies that project work aligns with strategic 
goals, ensures that the most valuable work is performed, and identifies the optimum time 
for performing the work.  The process and rationale by which project decisions get made 
varies from organization to organization; the key to an efficient portfolio management 
process is to establish the right balance between clear criteria for prioritization and 
selection on one hand, and the need for simplicity and results on the other.  The PMO’s 
primary role is to assume a neutral position and guide the enterprise through the project 
selection process.  The PMO can administer the process, facilitate the identification of 
selection criteria, and maintain a clear audit trail of how decisions are made.  To be 
effective in this role, the PMO must extend its purview beyond pure project management 
practice and become more strategic in aligning the portfolio selection process with 
corporate needs.  The PMO is seldom the decision-maker; making the decisions about 
which projects will offer the best return for the organization’s future typically falls to senior 
executives.  The PMO facilitates the process, ensuring the members of the executive 
team who are responsible for setting the corporate strategic direction should also be the 
ones to make the decision about corporate priority initiatives. 
The PMO must have some fundamental capabilities in place to guide the portfolio 
process.  The elements include: 

 A process for prioritization and selection, 
 An understanding of budget and resource capacity, 
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 Commitment to use the process, 
 Ability to measure portfolio success, and 
 Willingness to improve the process based upon stakeholder feedback. 

If you are establishing a portfolio management process, one of the biggest challenges is 
defining a process for project prioritization and selection.  The process cannot be too 
cumbersome, as too many review gates will slow down the approval process.  At the 
same time, an organization needs clear criteria for prioritization and selection so the 
system cannot be manipulated.  Establish simple criteria that define attributes a project 
must have to be considered for inclusion.  The criteria must set guidelines for how a 
project aligns with the strategic plan. 
Resource Management 
Resource management compares the project resource demand with resource availability.  
Additionally, resource management makes resource assignments based upon project 
priorities.  Lack of available resources is a large source of organizational pain; the PMO 
can add tremendous value by introducing simple ways to anticipate resource demand 
and freeing up key resources to staff priority projects.   
Often, newly formed PMOs do not have an enterprise-wide portfolio management tool in 
place to support comprehensive project reporting and analysis.  As such, new PMOs 
should be sensitive to balancing information requirements against system capability.  For 
preliminary resource management, simple Excel-based tools are often adequate in 
assessing resource requirements and anticipating resource needs or collisions.  
Introducing simple ways to capture and collect resource requirements encourages project 
management practice; finding easy ways to consolidate resource requirements lessons 
administrative burdens for PMO staff.   
Personnel Management 
To ensure ongoing project success over a period of time, keen attention must be paid to 
all of the skills involved in managing a project.  As projects evolve and become more 
complex, longer in duration and programmatic in nature, the competencies and skill 
levels of project managers must be known and monitored – project management skills 
set and expertise must evolve to the changing project portfolio so project managers may 
be appropriately matched with projects according to the level of complexity and skills 
required. 
Since many projects may be classified according to business and technology dimensions, 
a PMO can help define the type and complexity of project management competency 
required to manage a project by: 

 Providing skilled project managers for projects 
 Defining skill needs by position 
 Creating a capabilities assessment program 
 Defining a project management career path and compensation program. 
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Often times, the PMO will partner with other experts to guide these processes.  Human 
Resources is a perfect partner when defining project management career paths and 
compensation programs. 
Quality Management 
The PMO addresses the management of projects to make sure projects adhere to quality 
management policies and procedures.  In many organizations, the PMO ensures the 
processes required to quality requirements by: 

 Identifying which quality standards are relevant and how to satisfy them 
 Monitoring project results to determine compliance 
 Conduct project audits to ensure quality results. 

For new PMO models, focusing on quality management is typically not the top priority; 
many PMOs struggle with establishing a presence in the organization and creating 
visibility and understanding to the value of project management practices and simple 
ways in which project activities can improve project and business results.   
As PMOs evolve, they often find themselves walking the fine line between providing 
project support and monitoring project methodology compliance.  This tightrope walk 
requires delicate balancing.  To be effective in both roles, PMOs must monitor project 
performance metrics and identify where monitoring should be focused.  Often times, 
PMOs will begin quality management through the introduction of a project review 
process.  A PMO representative conducts a project plan review with each project 
manager.  The project manager is asked to lead the reviewed through the approach and 
tools for managing the project.  The outcome of the review produces a project plan 
evaluation, documented by the PMO representative, which answers the following 
questions: 

 Does everyone understand the project? 
 Is there a solid communications plan in place? 
 Is the project well documented? 
 Is there a risk management process in place? 
 Are resources secured? 
 How are the interdependencies being managed, i.e., other projects and 

initiatives? 
This preliminary review process, which occurs before the project enters the 
implementation phase, allows for pre-emptive actions to ensure proper planning has 
occurred and project practices are being followed.  Similar review techniques may be 
applied at other stage gates, to ensure the project is being well-managed from inception 
to closure. 
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PMO Evolution:  Tactical PMO vs. Strategic PMO 
Tactical PMOs are often limited to providing project management reporting. 
In the early stages, a typical strategic PMO often provides process development and 
deployment, education and training, and technology selection and support.  As the PMO 
evolves, it tends to take on additional functions, such as portfolio and resource 
management and personnel management.  Most of these services support the 
establishment of quality management in the project management context.  The strategic 
PMO is well-positioned in the organization and receives high-level executive support. 

Anticipate Resistance to Change 
When introducing a PMO of any kind in any organization, it is important to know that 
implementation will be a challenge.  Implementing a PMO often shifts power; any change 
that causes a shift in power is apt to cause resistance.   
Gaining trust and credibility must occur to ensure a PMO’s successful existence in any 
organization.  Credibility can be achieved by implementing a simple PMO model.  It can 
also be achieved by staffing the PMO with knowledgeable and professional staff.  Lastly, 
setting PMO expectations will help establish its trustworthiness; more of each of these 
topics later in this course. 
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Review and Discussion Questions 
The following review questions will assist you developing comprehension of the material 
contained in this course module.  Answer the following questions in a separate notebook.  

1. What is a Project Management Office? 
2. Name 3 ways in which a PMO may manage an organization’s future. 
3. List the 3 ways in which PMOs vary. 
4. What are the 3 PMO levels? 
5. What is the difference between a tactical and strategic PMO model? 
6. What is the primary key to PMO success? 
7. How many functions does a typical PMO have? 
8. What processes support Management Reporting functions? 
9. When a PMO designs PMO processes, standards, and methods, what 3 things 

must be deployed? 
10. What is Project TLC? 
11. List 4 levels of project support. 
12. What is the PMOs role while supporting Project Portfolio Management? 
13. What can a PMO do to add value to resource management challenges? 
14. List 4 points of consideration when assessing PM competency for project 

assignment. 
15. List 3 ways to ensure project quality management. 
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Module 2 – Assess the Business Needs for a 
PMO  
PMO Development Process 
When you establish or evolve a PMO model, you are doing more than assisting the 
organization in project management.  You are initiating cultural change.  Regardless of 
PMO model, size or type, expect challenges – including corporate resistance and fear of 
change.  Many project office implementations flounder because the degree of change is 
vastly underestimated.  Chances of PMO success improve greatly if you have a solid 
plan and are well prepared. 

Creating Cultural Change 
Let’s spend a few minutes talking about change.  To effectively lead an organization 
through change, the individuals leading the change effort must: 

 Understand the organization’s history of change 
 Gauge resistance to change 
 Manage issues that may impact change. 

Understanding an organization’s past experience with change is important; organizations 
that have tried and failed to implement change effectively in the past will exhibit additional 
resistance to change.  Similarly, organizations who have little experience with change will 
also show resistance, but for different reasons.  It is important to consider all variables 
when anticipating an organization’s willingness and ability to accept organizational 
change.  Being prepared with a solid plan before implementing or evolving a PMO 
provides a higher likelihood of PMO acceptance. 
The following steps will help you create or enhance a PMO: 

1. Build a business case 
2. Develop a business plan 
3. Implement the business plan 
4. Measure and market achieved results. 

Build a Business Case 
Before implementing a PMO model, it is important that the case be made that a PMO 
addresses a real need in the organization.  In other words, a PMO should be placed in an 
organization to eliminate or reduce business pain.  Embarking on a PMO plan to solely 
support project management best practices is a recipe for failure.  Be sure you know 
what problems are you are trying to solve with a PMO and be clear to articulate how the 
PMO will resolve or reduce such problems. 
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The business case is the result of analyzing the organization’s business needs, 
determining what needs to be improved, assessing how such a change will affect the 
organization, what obstacles may be encountered, the likely cost of PMO implementation, 
and the expected benefit or payoff. 
A business case is built to determine the potential value that can be achieved from 
funding and establishing a PMO model.  Ideally, the business case should define the 
PMO and determine immediate concerns and long-term objectives.  As appropriate, start 
with an assessment of your current capabilities, goals, and objectives.  This assessment 
must include both strengths and weaknesses. 

How to Build a Business Case 
Building a business case will define the success – or failure of your PMO.  The business 
case is the foundation for the PMO to be built.  Similar to building a house, the business 
case acts as the foundation for your PMO model.  Once you have a strong foundation 
established, your PMO can be designed according to evolving need and functionality.   
Following are the steps to building a business case: 

1. Establish a relationship with your sponsor 
2. The role of the sponsor 
3. Gather problem analysis information  
4. Identify business need 
5. Define the goals of the PMO 
6. Document and present business case 
7. Obtain approval for implementation. 

Establish a relationship with your sponsor 
Designing and implementing a PMO should be handled as a project, including having a 
project sponsor.  Ideally, your project sponsor should be a high-ranking senior executive 
– the higher in the organization, the better.    Keep in mind, where your PMO resides in 
your organization will determine its corporate effectiveness and longevity.  A PMO 
located at a high level within the organization will receive respect and have clout.  Many 
PMOs start out strong, only to fade after a few years due to lack of executive support.  
Obtaining executive sponsorship from the top enables the PMO the visibility it both needs 
and deserves; this is true for all PMOs – both tactical and strategic models. 
If you have been tapped to establish a PMO in your organization, someone somewhere 
has recognized the value of project management.  Establishing a strong alliance with this 
individual will be your ticket to success.  If the CEO or COO has brought you in, the job of 
acquiring corporate buy-in will be easier.  Teaming up with a senior executive who can 
rally the troops and help sell the value of project management is a good approach.  
Spend time with this individual to establish yourself at the executive table.  Share your 
business plan, your vision, and your implementation schedule with your executive 
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sponsor – you both need to have a shared vision and timeline to successfully support the 
PMO model. 
The sponsor must be knowledgeable in project management, value the benefits of project 
management, and must also understand the cultural transformation requirements 
associated with introducing or evolving a PMO model.  First and foremost, interview the 
sponsor to understand his/her perception of a PMO and fully understand what problems 
the sponsor is trying to resolve with a PMO.  This will require multiple interviews with your 
sponsor as you develop your business case. 
The sponsor has authority over the PMO and is instrumental in influencing others for 
ongoing support and involvement.  Therefore, continuous sponsorship is critical to PMO 
success.   
The Role of the Sponsor 
The sponsor champions the PMO by providing funding and by communicating its 
importance and value throughout the organization.  Other sponsor functions may include: 

 Helping define/refine the PMO mission and goals 
 Providing necessary resources 
 Resolve issues or reduce bottlenecks  
 Maintain morale. 

Gather Problem Analysis Information 
The second step to building a business case for a PMO is to identify the business needs 
that the PMO will address.  This can be accomplished in a number of ways, all with the 
primary objective of identifying the real business needs the PMO will address and 
determining whether a strategic or tactical model is the most appropriate.  Regardless of 
PMO design or function, you must be fully aware of the reasons for establishing or 
evolving a PMO before you begin its development or evolution. Business needs can be 
determined through a SWOT analysis.  A SWOT process is a strategic planning method 
to evaluate the strengths, weaknesses, opportunities and threats involved in a business 
venture.   
The purpose of a SWOT analysis is to identify: 

 Strengths:  The attributes of the organization that are helpful to achieving 
the objective 

 Weaknesses:  The root cause(s) of the problem, or those attributes of the 
organization that are harmful to achieving the objective 

 Opportunities:  The possible solution(s) 
 Threats:  Conditions or elements which could impede successful 

implementation. 
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A SWOT analysis will not only help you define the problems you are trying to solve when 
establishing a PMO, it will also guide a maturing PMO already in place.  Prior to the 
analysis, it is important to have an agreed upon baseline of performance before 
measuring change.  You will also need to set realistic desired states.  Cataloging both is 
important; this will help you identify and prioritize short-term and long-term goals for your 
PMO model. 
The steps to conduct a SWOT analysis are as follows: 

1. Assess the current condition(s) of project management capability in the 
organization 

2. Determine the root cause(s) of troubled projects 
3. Determine the desired future condition(s) of project management performance 
4. Analyze the gap(s) between current state and desired future state 
5. Identify any external condition(s) that are either helpful to achieving the objective 

or which could do damage to the business’s performance  
6. List the goals and the prioritized business needs. 

A simple SWOT grid to evaluate the need of a PMO may look like this: 
Strengths 

 What advantages do you have? 
 What do you do well? 
 What factors lead to your project success? 
 What have been your project successes? 

Weaknesses 
 What could you improve? 
 What have been your failures? 
 What factors lead to project failure? 
 

Opportunities 
 What are the trends you’re aware of? 
 What opportunities do you see? 
 What changes in process, technology, or 

tools create opportunities? 

Threats 
 What obstacles do you face? 
 Is the market for your services changing? 
 Do your weaknesses threaten your 

business? 

Assess the current condition of project management capability 
When assessing and establishing your PMO strategy, start with an assessment of your 
current capabilities, goals, and objectives.  The assessment should be comprehensive.  
In other words, a thorough assessment will understand strengths, weaknesses, and be 
mapped against organizational goals.  The results of the assessment should be a clearly 
prioritized action plan that identifies goals, times, cost, and resources required to launch 
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a PMO or to advance a PMO to the next level.   Project Management Maturity Models 
that drill down to an actionable level are best, as they are helpful in developing objective 
and productive assessments – without bias or prejudice.  When performing an 
assessment of project management capability in your organization, be sure to involve all 
constituencies, as successful project delivery impacts an organization at the enterprise 
level.  Set-up interviews with different stakeholders, including but not limited to senior 
executives, project sponsors, project managers, project team members, and project 
customers.  When assessing project management capability, the following steps should 
be considered: 
 

1. A standard maturity model (Think of this as a good guide) 
2. An assessment tool (A good way to facilitate the process) 
3. A neutral party to conduct the assessment (Not always needed, but encouraged) 
4. Performance metrics across process groups and specific knowledge areas 

(Always good to have baselines) 
5. Document and publish findings (Create the roadmap). 

Use of Standard Maturity Model to Assess the Maturity Level 
There are a number of maturity models to use when assessing the maturity level of your 
organization (or current state of your PMO).   For the purposes of this discussion, 
maturity in this case, refers to the skills and knowledge of project managers and their 
experience and ability to use and apply various project management practices, tools, and 
techniques.   
Both the organizational maturity as well as the maturity of each individual should be 
assessed.  When assessing an organization’s maturity, look for: 
 

 Evidence of project management language 
 Existence of common project management processes 
 Cultural promoters/inhibitors of performing project management practices 
 Rewards/consequences of performing project management practices 
 Existence of accountability (and rewards/consequences) for the level of 

adherence of project management processes 
 Comparison of systems, processes, and practice against other organizations 
 Ability and willingness to continuously improve project management practices 

based upon benchmarks and feedback. 
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Here is a standard Maturity Model Example: 
Level Definition 

5. Sustained 
Continuous process improvement is present by 
incorporating ongoing feedback and lessons learned 
data. 

4. Managed Quantitative measures of the process and project 
quality results are in place. 

3. Defined 
Best practices exist and are standardized across the 
organization; people are held accountable for project 
management practice. 

2. Repeatable Basic processes exist and are encouraged for use 
primarily on large projects. 

1. Ad-hoc 
Project management practice is inconsistent; few 
processes are defined or exist, and project success 
is largely variable. 

Choose an Assessment Tool 
There are different approaches when selecting an assessment tool.  You may find a 
variety of tools on the Web.  Vendors who specialize in PMO Assessments can also 
provide you with an array of tool options, or you can create your own tool.  As 
assessment tool should be kept in simple format; surveys and interviews are often all you 
need to collect the necessary data. 
Regardless of what tool you select or develop, there are eight categories to consider 
keeping an assessment simple and focused: 

1. Project Management Processes:  Build processes to support methodology.  
First, adopt a methodology, institutionalize its use, and build processes to directly 
support the methodology. 

2. Executive Involvement:  Strengthen executive involvement by giving them what 
they need to be effective:  improve decision-making, instill accountability, 
enhance awareness, and communications. 

3. Project Planning:  Lack of effective planning continues to be the leading reason 
for project failure.  Commit to establishing comprehensive and effective plans at 
the beginning of each project. 

4. Project Execution:  Introduces ways to support rapid project execution. 
5. Reporting:  Establish leveled reporting to create real and meaningful measures.  

Do not drown audiences with too many details or nice to know facts. 
6. Continuous Improvement:  Establish a culture of continuous improvement that 

drives the organization to a project-oriented culture. 
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7. Tool Reliance:  Do not over-invest or over-rely on tools to get the job done.  
Tools are just tools. 

8. Appreciate the Power of People:  Endorse project soft-skills, such as 
communications, interpersonal skills, and teambuilding capabilities.  Recognize 
and reward staff as appropriate. 

The Benefits of a Neutral Party to Conduct the Assessment 
No matter what tool you use to conduct your assessment, there is value to including an 
unbiased reviewer in the process.  An independent participant, who is not influenced or 
affected by the outcomes of the assessment, is your best choice.  Having unbiased input 
to facilitate the assessment process enables you to keep your assessment focused on 
business issues and not clouded by corporate politics or personal incentives.  If you have 
been newly hired to establish a PMO, you also have a better chance of conducting an 
unbiased assessment; it is often difficult to assess project management practice 
successes and failures when you have been involved with the organization for a period of 
time. 
The Power of the Interview 
Interviewing is one of the most common, and continues to be one of the most valuable 
methods to collect and analyze necessary information to complete a maturity 
assessment.  Face-to-face interviews may be the most effective way to collect data, as it 
bridges the relationship between the assessor and the interviewee(s).  Not only does the 
interview process support thorough collection of data, it also enables the interviewer to 
observe behavioral traits across the pool of interviewees during the collection process.  
Interview participants who demonstrate honesty, candor, and professionalism are more 
likely to support recommended changes or improvements derived from the assessment.  
Conversely, interview subjects who are less cooperative or who are uncomfortable in 
sharing information are less likely to support change; this is all good information to have 
before building your PMO. 
Sometimes, it is helpful to conduct an initial, simple on-line survey with constituencies to 
collect preliminary information.  Once you are able to collect and analyze preliminary 
responses, you can use the information to formulate more precise interview questions.  
This enables you to focus on specific areas during the interview process, allowing you to 
capture valuable information. 
Observing project teams in action also equips the assessor with valuable information.  
Observing active project teams provides a true glimpse into how project managers and 
project teams conduct business on a day-to-day basis.  By engaging project team 
members in both the interview and observation process, the assessor can collect real 
information on what “really happens” vs. what “should happen.” 
Interviewing also enables the assessor to observe and identify the corporate culture, 
another telling indicator.  Corporate culture differs tremendously; culture type creates 
different patterns of behavior that can significantly support, or defy, PMO implementation. 
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Regardless of who is conducting interviews, it is beneficial to allow conversation to flow 
easily between interviewer and interviewee, rather than follow a rigid checklist or set of 
Questions & Answers.  Forms and templates are a terrific way to collect information in a 
standard format.  The standardization allows the assessor to solicit information in a 
predicable way.  But be careful—collecting information strictly within the confines of forms 
can also stymie honest feedback.  This process requires the interviewee to be well-
versed in asking the “right” questions, while also observing key corporate behaviors.  As 
such, it is critical to establish credibility of the assessor(s), particularly if he or she is an 
external party.  If the interviewee is comfortable, record the interview; it is a terrific way to 
capture all responses and enables you to return to the interview on an as-needed basis. 
Establishing Credibility of Assessors 
You must establish credibility of the assessor; otherwise, you will encounter a “Who-are-
you-and-why-should-I-give-you-my-time” reluctance.  Many staff will be disinclined to 
reveal information unless 1) they are aware of why the information is being collected, and 
2) they feel comfortable with the person collecting the data.   
The assessor(s) should be introduced to the project management community in ways 
which quickly promote the expertise and experience of the assessor(s); professional 
credentials will inspire confidence and trust in the interview participants.  Public 
endorsement of the assessor by the executive sponsor is invaluable to establishing 
credibility. 
How to Conduct Interviews 
Selecting Interview Candidates 
A diverse sample of participants is needed to adequately address the breadth of the 
organization and represent the roles and responsibilities of the participants.  A cross 
section of participants must be included; the list of participants will be determined by the 
type of PMO you are designing – strategic will require more participants vs. tactical will 
focus only on the business unit or project/program in which the PMO will support. 
Preparing Interview Questions 
The opening of the interview is the most critical, yet most often overlooked element.  First 
impressions between interviewer and interviewee will determine the interview outcome.  It 
is important to address the administrative functions of the interview process; the reason 
for the interview, how the interview collection will occur, and what will be done with the 
information once it is collected.   
Regardless of type or number of interview questions, it is important for the assessor to 
open the dialogue with two openers: 

1. Describe your job for me. 
2. What do you think your company does well, or poorly, in the field of project 

management? 
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Creating or obtaining a set of interview question will help you collect standard information 
elements across your entire constituency.  You will find a list of samples questions in 
Appendix B.1 – Sample Assessor Questions – to get you started. 
The first question works as an effective icebreaker.  Many people will be put at ease 
when you ask them to talk about themselves – it is familiar territory and allows both 
parties to get a feel for one another.  The second question creates a conversational 
atmosphere versus an interrogation.  This provide immediately relief to the participant 
and also enables the assessor to ask more detailed questions based upon this one. 
Closing the Interview 
The assessor should complete his or her line of questioning at least 10 minutes prior to 
the end of the scheduled interview.  This allows the participant to add/change/modify to 
previously stated responses, or to add something previously omitted or forgotten.  The 
assessor may close the interview with a general question, to help the participant 
summarize his or her thoughts. For example, “On a scale of 1-5, how would you rate your 
organization’s project management performance?” 
Post-Interview Steps 
Successful collection of interview information requires prompt and comprehensive follow-
through.  Here is an easy 4-step process to follow: 

1. Document the interview as soon as possible 
2. Compile and evaluate the date from each interview 
3. Interview data should be compiled in a manner that will allow for additional 

analysis in specific areas including by organization and/or by knowledge area 
4. Conclusions, along with recommendation are compiled when assessment is 

complete; often, the assessment includes more than face-to-face interviews. 

Use Process Groups and Knowledge Areas to Conduct 
Assessment and Define Needs 
Performance should be assessed according to the project knowledge areas.  As the 
interview results are collected, documented, and analyzed, responses can be sorted 
according to different filters to help identify project management competencies, or more 
importantly, project management gaps. 

 Project Integration Management:  A group of processes required to ensure 
that the various elements of the project are properly coordinated. 

 Project Scope Management:  A group of processes required to ensure that 
the project includes all the work required, and only the work required, to 
complete the project. 

 Project Time Management:  A group of processes required to ensure timely 
completion of the project. 
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 Project Cost Management:  A group of processes required to ensure the 
project is completed within the approved budget. 

 Project Quality Management:  A group of processes necessary to ensure 
that the project will satisfy customer requirements. 

 Project Human Resource Management:  A group of processes required to 
make the most effective use of the people involved in the project. 

 Project Communications Management:  A group of processes required to 
ensure timely and appropriate development, collection, dissemination, 
storage, and disposition of project information. 

 Project Risk Management:  A systematic process of identifying, analyzing, 
and responding to project risk. 

 Project Procurement Management: A group of processes to purchase or 
acquire products, services, or results needed from outside the project team 
to perform the work. 

Additionally, the five process groups should also be considered: 
 Initiating:  The process in which it is decided that there is a need for a 

particular project and then the decision that the project will begin. 
 Planning:  The process in which the scope of the project is developed, 

including documenting the actions necessary to define, prepare, integrate, 
and coordinate all subsidiary plans into a project management plan. 

 Executing:  The process in which the necessary actions are performed in 
order to accomplish the goals that were set in the planning state. 

 Controlling:  The process in which the actions performed in the execute 
state are supervised, in order to ensure the project in successful in meeting 
the predetermined goals. 

 Closing:  The process in which the finished product or service is presented, 
indicating successful completion of the project. 

Define the Goals for the PMO 
Once the business needs (gaps) and possible causes are identified, the objectives of the 
PMO may be established.  As previously mentioned, both short-term as well as long-term 
objectives should be included; short-term objectives will show immediate value, while 
long-term objectives will demonstrate the progressive nature of the PMO model (and 
corresponding benefits). 
Remember, your stakeholder is a strong influence while determining PMO type; be sure 
to keep your stakeholder updated throughout the assessment process; sharing 
preliminary findings allows you to gauge preliminary reactions/responses as you compile 
the data and design your model. 
The format of the objectives should be SMART: 
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 Specific:  The What, How, and Why 
 Measurable:  Establish concrete criteria for measuring progress 
 Attainable:  The target should be a slight stretch, but not out of reach 
 Realistic:  Set the bar high enough for a satisfying achievement 
 Time-bound:  Always set a timeframe for each stated objective. 

Documenting the Business Case 
It is important to document the results of building the business case analysis.  At a 
minimum, the following elements should be documented: 

 Business need 
 Objectives and performance criteria 
 Benefits and value 
 High-level estimate of cost and resources 

Obtain Organizational Support 
The final step in building a business case is to obtain approvals.  At a minimum, you will 
need endorsement from the sponsor and the stakeholders.  Once the preliminary work on 
the business case is documented, meet with your sponsor to validate the business case 
and ensure continued sponsorship and support. 
At this point in the process, you are not seeking budget approvals; you are seeking 
endorsement to bring your plan one step closer to reality.  You must ensure sponsorship 
for success; the PMO will not reach its full potential unless complete endorsement is in 
place.   
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Case Study   
The case study below is to be used for all exercises in this course.  Read the case and 
complete the corresponding exercises.  
You recently joined an organization of approximately 2,500 employees.  Over the past 
year, 50 large, priority projects were completed in your division.  The average project 
duration is 18 months, has a team size of 25 FTEs (full-time equivalents), and costs 
approximately $750,000. 
There are currently 30 project managers across the division.  Most of the individuals 
responsible for managing the projects have little to no formal project management 
training.  Many are internal transfers; they have accepted project manager roles after 
being recognized as valuable subject matter experts.  In fact, over two-thirds of the 
project managers have an average tenure of 4 years with the organization.  Morale 
among project management staff is low.  There are a small number of Project 
Management Professionals (PMPs)® in the group; they are all frustrated - they want 
more responsibility and advanced training and development opportunities.  Others are 
feeling under recognized; project outcomes are suffering as a result.  The business unit 
has lost credibility with senior management. 
The actual performance data for the most recent portfolio is as follows: 
 

 35% of projects were delivered late by six months or more 
 43% of projects were delivered over budget by an average of $35,000 
 10% of projects were launched without having identified performance criteria 
 15% of projects were canceled after the first 45 days due to insufficient 

resources (staff) 
 75% of a stakeholder “satisfaction survey” indicates an extremely high level 

of dissatisfaction; lack of consistent project management practices and 
reporting were cited as most needed improvements. 

 
You have been hired to establish a PMO for the division.  The division vice president has 
hired you; she has no formal project management training, but she recently read an 
“interesting article” in a business journal promoting the value of PMOs.  The organization 
is fraught with hierarchy and budget challenges; you have very limited access to the 
senior management team.  
  
  
Note: PMP is a registered mark of the Project Management Institute. 
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Exercise 2.1 – Conduct a SWOT Analysis 
Using the case study, fill in each quadrant, using the guiding questions.  The information 
you collect during the SWOT analysis gives you a preliminary vision of future PMO 
strengths, weaknesses, opportunities and threats.  

Strengths Weaknesses 
 
What advantages do you have? 
What do you do well? 
What factors lead to your project success? 
What have been your project successes? 

 
What could you improve? 
What have been your failures? 
What factors lead to project failure? 

 
Opportunities Threats 

 
What are the trends you’re aware of? 
What opportunities to you see? 
What changes in process, technology, or tools 
create opportunities? 
 

 
What obstacles do you face? 
Is the market for your services changing? 
Do your weaknesses threaten your business? 

 
Exercise 2.2 – Defining Constituents for Feedback 
Using your case study as a guide, consider the constituents you need to involve in the 
feedback phase and list them here.  Have you identified a varied selection across your 
stakeholder constituency?   

Name Title Department Contact Info 
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Exercise 2.3 – Preparing a Business Case 
Using the Case Study and Business Case Template, prepare a business case for 
establishing a PMO. 
A Simple Business Case Template 
This simple template allows you to build a business case that will gain the sponsorship 
you need to implement a PMO for your case study.  Be sure to document any 
assumptions you make throughout the process. 

Business Need 

Explain the business need for the PMO. 
 
 
 
 
 
 
 

Strategic 
Importance 

Is the PMO mission critical? 
 
 
 
 
 
 

PMO 
Objectives 

List at least five PMO objectives.  Include both short-term and 
long term objectives. 
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Benefits 

Explain the benefits and describe the benefits that would be 
realized with a PMO.  Be specific; include dollar values, where 
applicable. 
 
 
 
 
 
 
 
 

Estimated 
Costs and 
Resources 

Provide an estimate for costs and resources. 
 
 
 
 
 
 
 
 

Benefit Cost 
Ratio 

What is the Benefit/Cost Ratio? Previous project overruns 
(financial and schedule) should be  highlighted: 
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Review and Discussion Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course module.  Answer the following questions in a separate notebook.  

1. Name the 5 steps you should consider when assessing project management 
capability in your organization. 

2. Regardless of what type of Assessment Tool you use to determine PMO model, 
what two processes are typically needed to collect data?  

3. Will you rely on external parties to conduct interviews? 
4. Why is interviewing one of the most common and most valuable methods to 

collect and analyze necessary information to complete a maturity assessment? 
5. Why is the opening of an interview the most critical phase in the interview 

process? 
6. Do you have a comprehensive list of interview questions?   
7. Consider the constituents you need to involve in the feedback phase and list 

them here.  Have you identified a varied selection across your stakeholder 
constituency?   

8. Does your set of questions give you adequate ability to assess project 
management gaps across project knowledge areas?   

9. Do you have a standard template to conduct interviews and collect interview 
data?  

10. Successful collection of interview information requires prompt and 
comprehensive follow-through.  What is the 4-step process to follow? 

11. Do you have a prioritized list of project management gaps/needs documented? 
12. Can you easily translate the gaps/needs into SMART objectives? 
13. Can you organize your findings into a list of objectives which can be easily 

presented to your sponsor for initial approval? 
14. To whom should the business case be delivered? 
15. What might be the best medium to deliver the information? 
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Module 3 – Develop a Business Plan for the 
PMO 
The business plan documents the goods and services to the PMO stakeholders and to 
the organization.  The description must clearly state PMO goals and objectives, as well 
as functions and performance.  The business plan will help establish and maintain 
credibility in the organization by defining short-term and long-term goals and objectives.  
Inserting discipline into the business plan is a terrific way to exhibit value to the PMO; the 
business plan follows process and discipline that you are ultimately asking others to 
follow through the introduction of a PMO model. 
Additionally, creating a business plan also begins the education and communication 
process critical to PMO success and ongoing existence.  Creating the business plan 
ensures coordination of various components, communicates short-term and long-term 
objectives, begins the education and marketing process to the organization, and 
establishes a value statement for the PMO. 
A business plan should clearly state both business needs and proposed solutions.  
Typical business plan components include: 

 The scope 
 The PMO type 
 Required resources 
 Identified risks 
 A communications plan 
 Scheduled deliverables 
 A budget 
 Ongoing approvals 

Determine the PMO Scope 
There are several key components when defining PMO scope: 

 The PMO mission 
 In-scope and out-of-scope items 
 Functions and key deliverables 
 Completion criteria 
 Assumptions and constraints 
 Critical success factors 
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The Mission Statement 
The mission statement provides a sense of purpose and direction.  It is the basis for 
which goals and objectives are derived.  The mission statement can also assist in 
defining when decisions are needed, what resources are required, and what 
services/goods will be provided. 
To keep it simple, the mission statement should answer the following questions: 

 What will we do? 
 For whom will we do it? 
 How will we do it? 

Once the mission is defined, objectives should be identified and documented.  As with 
any project, defining your objectives will allow you to begin detailed planning.  As a 
reminder, objectives should be: 

 Clear and concise 
 Measurable, if possible 
 Verifiable 
 Time limited, if possible 
 Attainable 
 Action oriented 

Do not confuse objectives with tasks.  An objective is a desired end state; tasks are 
actions to be taken to arrive at the final destination. 
Assumptions and Constraints 
It is good practice to identify any factors that can affect the outcome of the project.  
Factors may include those that affect deliverables, the ability to complete on time, or the 
realization of success.  Any and all relevant organizational issues should be noted and 
brought to the attention of your sponsor. 
As you identify assumptions and constraints, it is also important to note contingencies, so 
you will be better-prepared to handle issues if in fact they arise.  Here are some possible 
constraints you may encounter when establishing or evolving your PMO model: 

 Cultural 
 Technical 
 Interpersonal 
 Environmental 
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Critical Success Factors 
Success factors are the measurable value that will result from successful delivery of your 
end product. For PMO implementation, the most important success factor is obtaining 
management support; without management support, the PMO will falter regardless of 
effort invested. 
Exercise 3.1 – Determining Scope 
Using the case study provided, the business plan previously created and the template 
below, determine the scope of the PMO. 
Define the Scope of the PMO 

Mission 
Statement 

List the mission of the PMO. 
 
 
 
 
 
 

Scope 
 

List the items that are in and out of scope for the PMO. 
In Scope 
 
 
 
 
 
 
 
Out of Scope 
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Functions to Be 
Provided 

List the functions to be provided by the PMO. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Deliverables 

List the deliverables for the PMO. 
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Success and 
Completion 

Criteria 

How will you measure the success for the PMO functions and deliverables? 
 
 
 
 
 
 
 
 
 

Assumptions and 
Constraints 

List all assumptions and known constraints. 
 
 
 
 
 
 
 
 

Critical Success 
Factors 

List all success factors. 
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Determine the Organization Type 
Project management has experienced significant growth over recent years.  As more and 
more organizations appreciate the value of project management practice, more and more 
PMO models have been established.  As with other organizational structures, a PMO 
model must be one that is dynamic in nature.  In other words, it must be able to adjust 
according to business needs and changing environmental conditions.  Consideration 
must be given to the different types of PMO model, to ensure you start with the “right” 
one. 
While there are many different types of PMO models today, these are the most common 
structures: 

 Functional 
 Matrix 
 Projectized 
 Virtual 

The Functional PMO 
The functional PMO is a stable, centralized labor force dedicated to serve all project 
teams and project management needs.  Authority and power of the PMO is primarily 
determined by where the PMO reports in the organization.  Again, the higher the PMO 
reports within the organization, the more clout and authority it will hold. 
Here is what a functional PMO may look like: 

 
Figure 3.1 – The Functional PMO 
 

PMO 

Management 
Reporting 

PM 
Processes 
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Staff 6 



Effective PMO Design and Implementation 
Module 3 – Develop a Business Plan for the PMO 

www.prodevia.com 
43

As with any organizational structure, there are pros and cons associated with each 
model.   

Pros Cons 
Provides team focus for development 
of PMO deliverables 

Initial structure represents shift in project 
management oversight 

Provides a staff of project management 
professionals to support, mentor, and 
consult on difficult project issues 

Considered overhead and maybe perceived 
as not contributing to the overall value of the 
organization. 

Roles, responsibilities and 
accountability is well-defined Potential to be spread too thin, limiting its 

potential Customers know where to go for 
project management related services 
or support 

 
The Matrix PMO 
In a matrix PMO, project management professionals are “loaned” to other areas of the 
organization, to provide project support.  With this design, project management 
professionals constantly come and go between functional areas, based upon negotiated 
terms between the PMO and the functional managers. 
Here’s what a matrix PMO may look like: 
 

 
 
Figure 3.2 – The Matrix PMO 
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Pros Cons 

Customers know where to go for project 
support Involves multiple “bosses” 
Functional areas still “own” projects, 
resulting in less issues with shift in power 

Constant movement of project 
management professionals 

May promote easier buy-in from other 
functional areas 

Project management professionals may be 
spread too thin across the organization 
Limited ability to transfer project 
management expertise across the 
enterprise 

 
There are three tiers associated with matrix PMOs: 

 Weak:  Most of the power resides with the functional manager 
 Strong:  Most of the power resides with the project manager 
 Balanced:  Power is shared between the functional manager and the project 

manager 
The Projectized PMO 
A projectized PMO typically involves staff who are focused on project delivery full-time.  
Project success depends upon the project management professionals resident in this 
type of model. 
Here is what a projectized PMO may look like: 

 
Figure 3.3 – The Projectized PMO 
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The Virtual PMO 
In virtual PMO organizations, multiple PMOs and functional departments team together to 
form a strategic PMO model. 
Here is what a virtual PMO may look like: 
 
 
 
 
 
 
 
 
 
 
  
Figure 3.4 – The Virtual PMO  
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Pros Cons 

A large pool of project management 
professionals who can be deployed 
upon priority and need 

Multiple lines of authority, many without 
direct-line accountability 

A shared distribution of project 
management professionals across the 
organization 

Accountability can become vague and 
difficult to assign 

The ability to develop a project 
management competency that become 
part of the organizational culture 

Customers don’t always know where to 
go for project management resources 

 
For You to Consider… 
What kind of PMO model is needed to support the case study? 
Regardless of what PMO model you select, you will more likely than not need a steering 
committee of some type.  A steering committee typically acts as an advisory panel, 
guiding PMO implementation evolution as the PMO matures.  Ideally, a steering 
committee should include a variety of stakeholders, including senior executives, project 
sponsors, project managers and a few functional leaders.  In other words, carefully select 
those who are either directly involved with the PMO, or those who directly reap the 
benefits of the PMO.  This is the ideal audience to validate and endorse your PMO 
mission statement and to provide ongoing support and guidance as you implement your 
PMO model. 

Identifying Necessary Resources 
Regardless of PMO model or type, you will need to resource your PMO.  Consider the 
following questions to determine what types of resources you will need: 

 What type of PMO do you need? 
 What functions will it provide? 
 What services will it provide? 
 How will it be structured 
 Where will it report? 

Depending upon the PMO type and size, there are a number of roles to consider when 
staffing your PMO.   
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Here is a sample listing of what types of roles you may need for the PMO: 
 PMO leader 
 Project manager 
 Project coordinator 
 Resource manager 
 Consultant/mentor 
 Education specialist 

 Documentation 
specialist/technical writer 

 Administrative assistant 
 Technical/systems 

specialist 
 Technical writer 

As you define PMO type and identify necessary functions, consider the best way to fulfill 
the need of required roles.  There are a few questions to consider as you go through this 
process: 

 Are roles full-time or part-time? 
 Are there areas of expertise which already exist in the organization from 

which the PMO can draw support? 
 Will a contractor/vendor/consultant be best suited to fulfill the need or role? 

Identifying Necessary Competencies 
As you identify each role, you must also identify the required competencies which 
correlate to each required position.  In today’s complex business environment and frantic 
pace in which project work occurs, project management professionals are often 
described as fantastical beings.  They must be proficient at planning and problem-
solving, adept at budgeting, be accomplished negotiators, and master influencers.  They 
must also be able to lead, motivate, and communicate – and remain calm during the 
height of the storm.  In other words, project management professionals must be multi-
faceted, quick to accommodate, and always efficient. 
Regardless of whom or how many staff you have in your PMO, be sure to have well-
defined and well-documented job descriptions.  This is important for PMO start-up as well 
as PMO evolution; not having well-defined roles and responsibilities will lead to 
confusion, inefficiency, and lack of accountability—all quite detrimental to the PMOs 
value proposition. 
Take the time to identify PMO roles and corresponding position descriptions.  
All position descriptions should include the following elements: 

 Responsibilities (summary 
of the position) 

 Education (or equivalent) 
 Knowledge (breadth and 

depth) 

 Soft skills required 
 Responsibility for work of 

others 
 Scope 
 Reporting relationship 
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When creating the descriptions, it is often good to start by populating template 
descriptions for all roles associated with the PMO.  That way, you may easily see the 
similarities and differences across the roles. 
Often, the positions noted previously are often embedded within the organization, albeit 
they may be scattered across the organization or existing positions may not be properly 
titled to know if, in fact, they belong in the PMO or not.  This is particularly true when 
identifying project managers across an organization.  Regardless of where they will 
ultimately reside within the organization (inside or outside the new PMO organization), 
this is a great opportunity to evaluate the competencies, skills, and experience of the 
existing project management pool to assess capabilities and title positions.  One way to 
do this is to have an existing project manager complete a Project Manager Self-
Assessment Tool.  The tool may be completed by individuals managing projects, as 
either defined by their current job title or deemed by their functional manager.  The tool is 
designed to help structure a discussion between staff and manager regarding their 
current project management accomplishments, skills and potential development 
opportunities.  You will find a sample Self-Assessment Tool in Appendix B.2 at the back 
of the course. 
Using the Sample Job Family Template in the back of the course (See Appendix B.3), 
identify and document staffing needs for your PMO.  (The template samples a series of 
project manager positions.) 
Once the template is complete, you will need to think about ways to optimize staff’s 
performance by establishing their accountabilities.  This is achieved by mapping staff’s 
roles to the functions of the PMO.  A Responsibility Assignment Matrix (RAM) is a helpful 
guide.   
Here is an example of what a RAM might look like: 
  

Education Process Reporting Tool 
Resource 

Mgmt. 
Personnel 

Mgmt. Coaching 

Staff 1        
Staff 2        
Staff 3        

 
Figure 3.5 – Responsibility Assignment Matrix 
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Exercise 3.2 – Determining Resource Needs 
Using the case study and previous exercises, determine the resource needs of the PMO. 
Resource Requirements 

Organization 
Type 

List the type of organization you advocate for the PMO. 
 
 
 
 
 
 
 
 

Roles and 
Responsibilities 

List the roles required to support the PMO and their primary responsibilities. 
Role Responsibility 
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Evaluate Risk 
As planning continues, it is important to evaluate the risks associated with implementing 
or evolving your PMO.  As a reminder, a risk is any uncertain event or condition that, if it 
occurs, has a positive or negative effect on a project’s objectives.  In the case of 
developing the PMO, it is important to identify any and all risks which can either 
negatively or positively impact the implementation efforts associated with PMO launch 
activities.   
There are several steps to effectively manage risk factors associated with PMO activities: 

1. Identify risks:  Risk identification consists of determining which risks might affect 
the project 

2. Analyze risks:  Analyzing risks is the process of evaluating the probability of a 
risk event occurring and the effect it might have on the project objectives if it 
occurs 

3. Prioritize risks:  Prioritizing risks involves ranking each risk in order of high to 
low in terms of the combination of probability and severity 

4. Plan risk strategies:  This involves defining enhancement steps for 
opportunities and response steps for identified threats. 

Let’s look at each step in more detail. 
Identify Risks 
Risk identification consists of determining which risks might affect the project.   It is 
important to develop a complete list of risks; the more comprehensive the list, the higher 
opportunity to mitigate the risks before they occur.  During the identification process, it is 
important to not analyze risks at this time – that comes later in the process.  It is also 
important to note that risk identification is not a one-time event; ideally, it should be 
performed on a regular basis throughout the project.   
To simplify the identification process, you may identify risks in terms of categories of 
risks, such as Financial, Scope, Schedule, Technical, External, and Sponsorship to name 
a few.  Categorizing makes the list more understandable and keeps you more organized.   
Some possible types of risk associated with implementing a PMO model may include: 

 Lack of executive sponsorship 
 Inadequate funding 
 Inability to demonstrate immediate value 
 Perceived as administrative burden and expense 
 Perceived as too much process 
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Both the interview process as well as the S.W.O.T. analysis are good risk information 
gathering techniques.  During the identification step, the goal is to identify as 
comprehensive a list as possible; risks should be categorized by type of risk whenever 
possible. 
Here is an easy process to follow when identifying risks: 

Use tools to identify risks.

Review risks against project structure.

Classify risks by category.

•Complete list of risks
•Owners of risks

Input

 
Figure 3.6 – Risk Identification Process 



Effective PMO Design and Implementation 
Module 3 – Develop a Business Plan for the PMO 

www.prodevia.com 
52

Exercise 3.3 – Identifying Risk 
Using your case study, list all possible risks to PMO implementation here. 
ID Risk Comment 
1   
2   
3   
4   
5   
6   
7   
8   
9   

10   
11   
12   
13   
14   
15   
16   
17   
18   
19   
20   
21   
22   
23   
24   
25   

 



Effective PMO Design and Implementation 
Module 3 – Develop a Business Plan for the PMO 

www.prodevia.com 
53

Analyze Risks 
Analyzing risks is the process of evaluating the probability of a risk event occurring and 
the effect it might have on the project objectives if it occurs.  In other words, now that you 
have identified each risk event, you need to answer the question, “What is the risk?”.  To 
determine this, you should analyze two variables for each risk event: 

 Risk Severity:  What is the impact? 
 Risk Probability:  How likely is it to occur? 

Consider the following guidelines when analyzing risks: 
 Quantify each risk on the list (Analyze Severity and Probability) 
 Identify worst, best, and most probable scenarios 
 Identify appropriate analysis tasks 
 Do not analyze prioritize risks at this time. 

When you determine the severity of impact, it is helpful to determine urgency, as this 
provides guidelines as to how decisions should be made.  To determine urgency, use the 
flexibility matrix to guide your process; addressing the triple constraints of cost, scope 
and schedule will help guide your process and help you identify which factors are most 
constrained.  Those factors which are most constrained typically hold higher levels of 
risk. 
Use this grid as your guide when analyzing risks: 

Flexibility Matrix 
  Least 

Flexible Optimize Most 
Flexible Why?   Highest 

Impact 
Medium 
Impact 

Lowest 
Impact 

Cost     X Cost reserves of 15% has been planned 

Scope   X   Requested options are nice to have – not deal 
breakers 

Schedule X     Buyer has a contracted date for occupancy with 
late penalties 

Figure 3.7 – Risk Flexibility Matrix 
Once you identify which of the triple constraints is most important (least flexible), the 
severity can be determined with greater accuracy.  You can then assign each risk event a 
value between “High” and “Low” to your Severity Categories; the higher the value, the 
greater the severity.  While somewhat subjective, ‘High to Low” rating provides a 
consistent method for assessing risk severity.  You can then set parameters to determine 
the severity of impact as follows: 
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5 days or more2 - 4 days1 daySchedule
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Figure 3.8 – Setting Parameters to Determine Severity of Impact You should set your parameters to a level of details which works for you and acts as an 
effective guide to both identify and help prioritize risks.  Here is another view of a more 
detailed grid: 

Project End 
Item is 

Effectively 
Unusable

Quality 
Reduction 

Unacceptable 
to Client

Quality 
Reduction 
Requires 

Client 
Approval

Only Very 
Demanding 
Applications 
are Affected

Quality 
Degradation 

Hardly 
Noticeable

Quality

The Impacts on a Project Objectives can be assessed on a scale from Very Low to Very High 
(Qualitative) or on a Numerical Scale.
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Figure 3.9 – A More Complex Example to Determine Risk Severity 
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The second factor in analyzing risks is determining probability of occurrence.  
Remember, risk involves uncertainty.  Determining the risk probability enables you to 

assess the amount of uncertainty associated with each risk event.  A qualitative approach 
is to assign each risk event a value of “high” and “low”.  The higher the value, the higher 
the probability the risk will be realized.  As with risk severity, assigning probability values 

is also subjective.  However, assigning categories can help to reduce the amount of 
subjective view. 

Guidelines to be used for rating each risk event on a discrete scale could look like this: 
 High – a greater than 70% chance that this risk will occur 
 Medium – a 30-70% chance this risk will occur 
 Low – less than 30% chance this risk will occur 

Remember to continue your risk analysis throughout the implementation of your PMO; 
estimates improve with time and as the project progresses through the project lifecycle.  
The risk analysis process can be summed up like this:  

Input •Fully analyzed list of 
risks

Review 
categorized 
risk listing

Assess 
severity

Assess 
urgency

Assess 
probability

 
Figure 3.10 – Risk Analysis Process 
 
Prioritize Risks 
Prioritizing risks is when you rank each risk in order of high to low in terms of the 
combination of probability and severity.  By listing rank risks with similar ratings, you are 
able to easily observe all High’s, all Medium’s and all Low’s.  Once you have your listing 
sorted by category, you are ready to create appropriate action plans. 
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Exercise 3.4 – Prioritizing Risks 
Using your case study and previous exercises, complete the Risk Source Analysis Form, 
which will allow you to prioritize your risks of implementing the PMO. 

Item 
     Severity              Probability             Priority 
 L M H  L M H  L M H 

1                      
2                      
3                      
4                      
5                      
6                      
7                      
8                      
9                      
10                      
11                      
12                      
13                      
14                      
15                      
16                      
17                      
18                      
19                      
20                      

Risk Classification and Action Plan 
Use the data as input to create appropriate action plans once the risks have been 
prioritized, the next step is to determine which risks are considered critical.  These are 
the ones to address. 
Here is a simple template to capture both risk classification and action plans: 

 Figure 3.11 – Risk Classification and Action Plan 
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 Your risk prioritization process should be this simple: 

Prioritize risks within high level groupings.
Prioritize risks within groupings.

•Prioritized list of risks

Input

  Figure 3.12 – Risk Prioritization Process 
 
Develop a Risk Response Plan 
Risk strategies involve defining enhancement steps for opportunities and response steps 
for threats.  Work down your prioritized risk listing, create various alternatives, and then 
select a primary option to mitigate each risk.  Responses to risks may include: 

 Reducing the chance of risk events occurring 
 Softening the impact of those risks you cannot avoid 
 Drawing up contingency plans to be implemented if the risk event does occur 
 Turning identified risks to your advantage. 

Responses to risk reduction strategies generally fall into one of four categories: 
 Avoidance (eliminate the risk) 
 Transference (shift the consequence of a risk to a third party) 
 Mitigation (minimize probability or impact) 
 Acceptance (keep the risk). 

You should always try to avoid a risk when it is identified as one with a high probability 
and a severe consequence.  Alternately, risks with low probability and low impact are 
usually not worth worrying about. 
When implementing risk strategies, it is important to carry out the risk management plan 
during implementation activities.  Keep key stakeholders fully informed; maintain sound 
documentation to support activities and be willing to revisit the events during lessons 
learned, after the PMO is implemented. 
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Exercise 3.5 – Develop a Risk Response Plan 
Using your case study and other completed exercises, create a risk response plan for 
your PMO. 
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Develop a Communications Plan 
It is critical that constituencies throughout the organization know what the PMO is, what it 
is doing, and why.  The real power to a PMO vision is realized only when everyone in the 
organization clearly understands its vision and recognizes how everyone contributes to 
its success.  It is important to put some thought into what your communication needs will 
be and how you will get the message out.  The plan must be straightforward and 
comprehensible to effectively inform all constituencies.  The communications plan helps 
staff understand the overarching PMO strategy, the priorities (and why), the tradeoffs the 
organization needs to make short-term and long-term, and what to expect (and what is 
expected of them).  The idea is to create simple messages, and be creative about making 
messages memorable.  There are four easy steps to follow when creating a 
communications plan: 

1. Document information needs 
2. Document and communicate messages 
3. Document the communications media 
4. Document the frequency of communications. 

The communications plan often becomes part of the ongoing marketing plan later in the 
PMO launch process. 
Communications Planning 
There are five fundamental questions to consider when planning communications.  Each 
question should be considered for each stakeholder group. 

1. With whom does the PMO communicate? 
2. What does the PMO need to communicate? 
3. How often does the PMO need to communicate? 
4. In what ways will the PMO communicate? 
5. Will communication needs change throughout PMO implementation?  If so, how? 

With Whom Does the PMO Communicate? 
Consider and list all constituencies, including stakeholders-both internal and external.  
Think about timeframes, methods, formats, levels of detail, and emphasis of message for 
each constituency.  Indicate these needs accordingly. 
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In preparing the communication plan, do not overlook anyone. 
 Project stakeholders, internal and external, need and expect some 

communication from the project manager and the project team 
 External stakeholders need to know how the project is doing and if the project is 

on track 
 The project staff needs to know their assignments, duties, responsibilities, and 

understand how they are performing 
 Internal functional managers who provide matrixed resources want to know how 

the project is doing, if the project will end on time – so resources are returned on 
time.  They also want to know how their loaned resources are performing. 

What Does a PMO Need to Communicate? 
Each stakeholder needs must be identified and categorized so communications are 
designed to meet his or her needs.  In other words, do not over-communicate non-
essential information across constituent lines; you will drown your audience with too 
much information, causing information paralysis. 
How Often Does the PMO Need to Communicate? 
Consideration of how often to communicate what also depends upon stakeholder needs.  
When considering frequency requirements, consider the following areas: 

 Information availability:  How often is the required information available?   
 Contractual obligations:  Often, contracts specify what kinds of information is 

needed, and when. 
 Project status reports:  How frequently do stakeholders need status reports?  

Do projects with higher risks warrant a different communication frequency? 
In What Ways Does the PMO Need to Communicate? 
Group meetings, one-on-one meetings, phone calls, emails, web casts – they all have 
unique characteristics which may make them more or less effective, depending upon the 
situation or need.  Consider messaging needs, urgency of message, and if you need to 
evoke a response or action from your message and then set general guidelines around 
communication methods. 
How Often Does the PMO Communicate? 
How often the PMO needs to communicate will depend upon a number of variables, but a 
good question to ask is, “How often do I need to communicate to each stakeholder group 
to meet its needs?” 
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The following considerations should be evaluated: 
 Availability of Information:  Do you have all the necessary information readily 

available?  Is it complete, or do you need more before communicating to 
constituencies? 

 Technology Availability:  What technologies are readily available?  What mode 
will deliver information in the most efficient manner?  

 Frequency Requirements:  How often should communications occur?  Weekly, 
monthly, quarterly, annually? 

 Relationship Management:  What type of communications will foster the best 
relationship?  Face-to-face?  Telephone? Written updates?   

 Project Status:  Establishing a standard schedule to report project status 
updates is critical so all stakeholders can anticipate regular status updates.  
Project events may also dictate communications frequency, i.e., crisis reporting. 

 Urgent or Crisis Situations:  Always have a system in place to support urgent 
reporting needs. 

Remember, once you have your communications plan and schedule in place, you will 
also need to build room for contingency.  There are special circumstances which will 
likely occur and will require adjustments to the communication plan.  Examples may 
include regulatory requirements, customer requests, or other unexpected emergencies.  
By establishing a well-planned, simple communications plan, you will be more likely to 
adjust and accommodate special requirements as needed. 
Communication Tools 
In today’s environment, there are a number of communication tools available.  Some 
effective communication tools may be found below.  Consider this grid as you 
contemplate your communication needs. 

Communication 
Vehicle When to Use Who to Target 

Emails Project status 
updates 

Sponsors, Stakeholders, Project 
Managers 

Face to Face Resource Needs 
Sponsors, Functional Managers, 
External Parties (i.e., vendors, 

consultants) 
Group Meetings Portfolio Updates, 

Decision-making 
Sponsors, Stakeholders, Project 

Managers 

Newsletter 
Announcements, 

Changes, General 
Updates 

Sponsors, Stakeholders, Project 
Managers, General Audience 
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Determining a Communications Medium 
The medium you select is important.  Select the medium that will be the most effective to 
your target audience.  There are a number of ways to communicate information; here are 
a few different mediums to consider: 

 Meetings 
 Presentations 
 Telephone 
 Email 
 Voice mail 
 Fax 
 Conference call 
 Report 

Exercise 3.6 – Developing a Communication Plan 
Using your case study, other completed exercises and the template below, create 
communications plan to support your PMO implementation efforts. 
Audience/Stakeh

older Message Method Frequency 
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Plan the Plan 
Invest attention and detail while planning PMO implementation activities.  Benchmarks 
consistently tell us that project failure is due to incomplete or ambiguous scope, poor 
planning and estimating, no clear assignment of authority and responsibility, or when the 
project plan is poorly constructed.  In other words – it occurs when there is not enough 
time spent on planning.  Alternately, project success is often realized when executive 
management supports the project, realistic expectations are set, and ownership is clear.  
Project costs peak during execution; make sure that time and dollars are spent wisely.  
Early investments in proper planning support effective and efficient implementation. 
There are a variety of approaches to build your schedule.  Most projects use a 
combination of “top down” and “bottom up” planning.  Top down planning involves little 
detail, produces broader estimates, is typically performed early in the project, and done 
without the expertise of those who will do the actual work.  

 
Figure 3.13 – Normal Project Planning 
Bottom up, on the other hand, involves greater detail, produces finer estimates and relies 
on experts who will actually perform the work involved.  Bottom up planning usually takes 
longer to do, due to the level of detail involved. 
Regardless of what type of scheduling you use, it is important to keep your schedule 
realistic.  For PMO implementations, rolling wave planning tends to work best; maintain a 
plan for approximately four to six weeks. 
Rolling wave planning is based upon the concept, “Plan a little, Do a little.”   
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Here is how your schedule may look: 

“Bottom Up” (Detailed) Planning

Detail Plan 
for Part 1 Execute Part 1

Detail Plan 
for Part 2 Execute Part 2

Detail Plan 
for Part 3 Execute Part 3

 
Figure 3.14 – Rolling Wave Planning 
The key to using this method is not to forget to schedule the planning stages for the later 
stages of the project. 

Schedule Deliverables 
When scheduling deliverables, consider the following: 

 Identify high-value, easily attainable deliverables 
 Look for “low-hanging fruit”, i.e., immediate, value-added opportunities 
 Include both short-term and long-term goals and objectives, i.e., identify and 

exhibit phases to be included during implementation efforts. 
Be sure to reach a level of detail which will successfully guide your implementation 
efforts.  When defining your project tasks, it is helpful to start with a deliverable and then 
break big tasks down into smaller, more manageable units.  You will generally reach the 
“right” level of detail when you know who is going to perform the task, how long it will 
take, how much it will costs, and what you need to do before and after the task.    
Also known as Work Breakdown Structure (WBS), the approach involves a deliverable-
oriented grouping of project elements which organizes and defines the project.  This 
planning approach looks like this: 

 Figure 3.15 – Work Breakdown Structure 
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The Schedule 
The schedule says what needs to be done by when and by whom; it is a roadmap that 
says what needs to be done to achieve stated deliverables.  What kind of tool you use to 
create your implementation schedule is not important.  However, it is critical that you 
establish your implementation schedule as you would create any project schedule; be 
sure you get to the appropriate level of task detail. 
Content is critical!  Be sure to include sufficient details, identified milestones, and 
collected dependencies. 

Determine the Budget 
The following items should be considered when determining a budget for 
implementing/evolving a PMO 

 Salaries/benefits for staff 
 Space requirements 
 Training for staff/customers 
 Technology costs for staff/customers 
 Printing services 
 Special Equipment or tools 
 Consulting services. 

An easy way to approach budget needs is to 1) identify your resource needs, 
equipment/technology requirements, external requirements (consultants, trainers, etc), 
space necessity, and 2) catalogue corresponding expenses. 
A budget may be as simple as creating a grid which lists necessary budget items and 
corresponding costs.  Here is an example of how simple it may look: 

Budget Item Amount (in thousands) 
Staff salaries (#) $ amount 
Training for staff $ amount 
Technology needed $ amount 
Printing services $ amount 
Consulting $ amount 
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Exercise 3.7 – Establish a Schedule 
Using the case study and exercises that you have previously completed, establish a 
schedule to support your PMO implementation. 

ID Milestones/Tasks (grouped as appropriate) Date Due 
MM/DD/YY

Person (s)  
Responsible

Date 
Completed

Comments

1
1a
1b

2
2a
2b

3
3a
3b

4
4a
4b

5
5a
5b

6
6a

7
7a

8
8a
8b

9
9a
9b

10
10a
10b

11
11a
11b

Program Leader: <First Name, Last Name>
Project Manager: <First Name, Last Name> 
Project Title:  <Project Name_Project ID>
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Exercise 3.8 – Developing a Budget 
Using the case study and documents previously created, develop a budget for the PMO. 

Budget Item Amount (in thousands) 
  
  
  
  
  
  
  
  
  
  
  
  
  

Other Components 
There are other components you may use to further communicate the existence of your 
PMO.  Embedding such items as an Executive Summary, PMO Directory or list of 
services and resources in your business plan further legitimitizes the existence of your 
PMO 

 Executive Summary:  The executive summary contains enough information 
for the readers to become acquainted with the full document without reading 
it in its entirety. It typically contains a statement of the problem, some 
background information, a description of any alternatives, and the major 
conclusions. Someone reading an executive summary should get a good 
idea of main points of the document without becoming bogged down with 
details. 

 PMO Directory:  A great way to establish PMO visibility is to publicly identify 
the PMO leader and to provide contact information.  If you have PMO staff 
identified, it is also a good idea to include their names and contact 
information.  The easier it is for people to find you, the more likely they will 
rely on you for support 

 List of Services and Resources:  Listing all services and resources 
affiliated with the PMO will further inform all stakeholders of what the PMO 
offers, further supporting the PMO value proposition.  
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Obtain Approvals 
Approvals ensure continued endorsement, secure necessary resources, and release of 
funding to implement the plan. 
Often, the PMO business plan is distributed to a group of stakeholders.  This allows you 
to get feedback, comments, and opinions from those most impacted by the PMO before it 
is launched, enabling you to identify your major supports and those who have the most 
concerns.  Ultimately, there is one sponsor who approves the plan; be sure you know 
who needs to approve the plan.  
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Module 4 – Implementing the Plan 
Once you receive approval (don’t forget to have your Sponsor sign your business plan!), 
it is time to launch into immediate implementation.  All organizations differ in industry, 
size, and culture; as a result, all organizations will differ in how they approach 
implementation.  Having initial approval to move to implementation allows you progress 
toward making the plan real. Remember, however – implementation will represent 
change – be prepared for some level of resistance and be prepared to adjust your 
implementation plan as necessary. 
As you prepare to implement, consider different approaches.  For example, should you 
pilot your implementation or are you comfortable with a full-scale approach?  There are 
pros and cons associated with each option: 
Pilot Program 
Pros 

 Decreases the risk exposure 
 Allows you to develop ongoing support across your constituency 
 Affects your constituency in a limited fashion and allows you to control the 

amount of change 
 May be easier to manage. 

Cons 
 Potentially extends your implementation plan 
 Implementation might take too long for stakeholders to see the value of what the 

PMO will offer 
 May delay full value achievement and invite nay-sayers to derail implementation 

efforts. 
Full-Scale Approach 
Pros 

 May decrease implementation timeline 
 Potentially exhibits value sooner. 

Cons 
 May create too much change too soon 
 Potentially harder to manage 
 May experience high levels of resistance. 
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Steps for a Successful Implementation 
Success Criteria 
It is important to identify key success factors before implementing the plan.  These are 
the critical factors or activities required for ensuring the success of your EPMO.  
Examples may include: 

 Customer satisfaction: How happy are they?  
 Quality: How good is your product and service?  
 Product or service development: What's new that will increase business 

with existing customers and attract new ones?  
 Employee attraction and retention: Your ability to extend your reach.  
 Sustainability: Your personal ability to keep it all going.  

Establishing success criteria up front will allow you to quantify value.  Remember, 
implementing a PMO is hard; not all results will be positive, particularly in the early 
phases of implementation.  Project managers, for example, may be quite dissatisfied, as 
they may perceive PMO requirements as administratively burdensome.   
Barriers to Success 
Conversely, it is just as important to identify the potential barriers to PMO success.  
These are the critical factors that may prevent the success of your PMO model.  
Examples may include: 
Lack of Ability: Do you have the “right” people, with appropriate skills?  

 Lack of Quality: How good is your product and service?  
 Inaccurate Perception: How do your stakeholders perceive you? Your 

services? Your value? 
 Too Complicated: Have you introduced too many complicated processes 

and requirements? 
 Poor Communication: Are stakeholders adequately informed of what your 

organization is doing and more importantly, what your organization is 
accomplishing? 
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Exercise 4.1 – Listing Success Factors and Barriers to Success 
Using your case study and previously completed exercises, list the Key Success Factors 
and Barriers to Success. 

Success Factors 
 
 
 
 
 
 
 
 
 
 
 
 
 

Barriers to Success 
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Adding Value 
The best way to gain supporters and win over naysayers is to present quick results.  
Being able to add value and exhibit a few early successes quickly quiets the critics, fuels 
the supports, and convinces those undecided voters.   

Go for the Pain 
Introducing immediate ways to reduce or eliminate project pain is one way of gaining 
PMO supporters.  You can accomplish this through short-term initiatives – solutions 
which offer immediate solutions to address issues identified by key stakeholders.  The 
key is to implement items that can be implemented quickly while at the same time take 
care of organizational distress or priority concern.  Examples may include: 

 Create a project inventory 
 Develop succinct project status reporting; including an executive report 
 Provide project support to projects in need  
 Provide templates for reoccurring project activities. 

Each of the above noted examples can be accomplished quickly and provide immediate 
results for stakeholders. 
Be sure to communicate and publicize early accomplishments in a big and bold fashion!  
This is a sure way to gain support and enthusiasm around the power of your PMO. 
Regardless of how you implement (full-scale or pilot), it is important you establish 
priorities for implementation, communicate what is happening and explain the value of 
the implementation.   
When implementing, consider the: 

 Size 
 Duration 
 Complexity of the phase 
 Priority 
 Who must participate, and  
 Skills of the pilot project team. 

While you are focusing on short-term initiatives, you will also need to prioritize and plan 
long-term goals.  Using your original needs and gap assessment as your guide, identify, 
prioritize, and select the next set of initiatives necessary to evolve and strengthen your 
PMO.  This process will feed your relationship with your steering committee and nourish 
your implementation plan.   
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Here are some examples of long-term initiatives: 
 Design and launch a project management methodology 
 Establish and offer continuing education 
 Identify and deploy a centralized information repository 
 Develop a professional career path for project management professionals 
 Develop and deploy a portfolio management process to support 

organizational strategy. 
Here are some guidelines as you identify both short-term and long-term objectives: 

 Areas that produce the most pain should be addressed with top priority 
 Create high-level processes first, then focus on creating detailed procedures 

later 
 Rely on your stakeholders and steering committee for feedback, guidance, 

and support. 
Remember, implanting quick-hits introduces value quickly.  However, you can easily 
become too focused on short-term wins and lose sight of long-term objectives.  
Remember, the ultimate reason to establish the PMO is to create a cultural acceptance of 
project management and to guide the organization towards more effective and efficient 
project results.  Changing a culture takes time; achieving true cultural change cannot be 
rushed in any organization.  The goal is to show positive results to gain continuous 
acceptance and endorsement of the PMO evolution.  Ideally, you want to balance the 
short-term wins with the long-term objectives by demonstrating the value of project 
management in a measurable way, obtaining buy-in from stakeholders, establishing the 
PMO’s reputation as value-added, and slowly building a project management culture. 

A Word about PMO Location and Space 
When establishing space for the PMO, carve out dedicated space for the unit, if possible.  
Allocating space for the PMO function further endorses the existence of the PMO and 
legitimizes its existence to the rest of the organization.  Space should include a 
combination of meeting room space and cubicles/offices for PMO staff.  Regardless of 
PMO size and type, the combination of workspace and meeting space is critical; one 
without the other will not provide full-service PMO capability.  Dedicated space creates a 
community of project management activities, which generates energy.  A well-defined 
project management “neighborhood” sends a loud message to the organization in a 
formal and supportive voice.  A PMO community establishes a physical presence and is 
known for the place in which “stuff happens”; having a secure address on the corporate 
map reinforces corporate commitment to the PMO’s existence.  Be sure to include space 
requirements in your budget. 
It is important to continuously market the PMO results.  Use methods and techniques to 
capture your audience’s attention and be timely in sending updates.  Design your 
ongoing marketing plan in a similar fashion to when you established your initial 
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communications plan – identify each stakeholder or audience, assess how important it is 
to have their ongoing support, predict their issues or concerns, and formulate a plan to 
influence each stakeholder group to achieve continuous support and endorsement. 
A great way to celebrate small wins is the use of campaigns.  Campaigns come in a 
variety of models; consider a campaign effort similar to political campaigns—to win the 
hearts and minds of stakeholders.  Campaigns are an easy way to execute the PMO 
vision by consolidating the PMO’s efforts into a theme and then communicating the 
victories in a catchy, memorable way.  Remember, campaigns are usually won because 
of three factors: 

1. The power of the message:   Establish a message that resonates with all 
constituencies.    Make it a simple message that is easy to remember and too 
powerful to forget.  Use visuals or logos to promote the message.  Place 
campaign posters in common areas, where people will see them on a regular 
basis.  Find a message that will not only resonate with your constituency but will 
mobilize them to take action. 

2. The strength and ability of your constituency:  Acknowledge the power of 
people’s past accomplishments to rely on their ability to rally around the 
campaign’s goal.  Announce wins as soon as they are won; visually track 
accomplishments to build enthusiasm and momentum. 

3. The strength of logistics, support and planning:  Think of the PMO as the 
“campaign management office”.  Use proven tools to plan, organize, and 
communicate the campaign. 

Regardless of what type of marketing plan you employ, you should always consider 
different methods to meet different needs.  For example, you may design and employ a 
different plan for the PMO supports vs. those undecided vs. those non-supporters. 
Forums 
Forums create an opportunity to inform and educate a general, ‘live” audience.  Intended 
for small audiences, forums are a good way to position and promote activities or subjects 
that in some way support the PMO business plan.  Forum topics can be focused on a 
theme or key aspect of PMO progress and/or activity.  Forums are a great way to inform 
key staff about priority projects; educate project managers on impending process 
changes, or offer educational opportunities to support the project management 
community.  Session timing and length can be adapted to meet desired communications 
objectives.  Forums offered during the lunch hour are a terrific way to allow varied levels 
of staff to attend. 
Newsletters 
Newsletters are popular because they provide important headlines to staff in an easy and 
predictable way.  Newsletters are quick to produce and provide a forum for sharing key 
information in a simple way.  The popularity of newsletters creates an interesting 
challenge for many larger companies – because they work, they tend to be used across 
many business units throughout an organization.  Before you know it, there are many 
newsletters floating across business units, all sharing “important” information. 
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Be careful; too many newsletters carrying too many messages can cause confusion or 
lose its impact.  Some companies successfully manage multiple or publish one corporate 
newsletter, created for the organization as a whole.  If this is the case, find a way to 
create dedicated space for PMO-related news. 
Blogs, Wikis and Chat Rooms 
More and more organizations have embraced the use of technology to share information 
easily.  Many PMOs have created their own website, allowing their project management 
community to share best practices, lessons learned, and brief headlines.  Use of blogs, 
wikis, and chat rooms are a terrific way to establish a collaborative spirit in support of 
project management activities, especially when the PMO is a global model, reaching out 
to a project management community spread across multiple locations. 
Ongoing marketing plans raise PMO awareness, persuade non-believers, and support 
activities members. 
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Exercise 4.2 – Drafting a Marketing Plan 
Using your case study and previously completed exercises, draft a marketing plan to 
support ongoing PMO wins and efforts. 
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Module 5 – PMO Leadership 
Not all project managers make good PMO leaders.  Many seasoned, well-trained project 
managers clearly see the value of good project management practice.  A strong project 
manager can successfully manage a complex project through application of project 
management techniques and tools.  However, a skilled project manager cannot always 
run a PMO successfully as the skill set and experience needed to run the PMO goes 
beyond the technical practice of project management. 

Who Should Lead the PMO 
A successful PMO leader will understand the business, culture, and politics of an 
organization.  A competent PMO leader will have a seat at the executive table and be 
viewed as a valuable team player, having established strong relationship throughout the 
entire organization.  Technical know-how and understanding of project management 
coupled with proficient leadership skills, strong character, and integrity is a recipe for long 
tenure and success.  A consummate PMO leader should not focus entirely on technical 
application of project management practices.  The focus on technical application must be 
applied with an appreciation for organizational pain.  Understand and recognize severe 
organizational pain and apply a plan that integrates an alignment with overall business 
success to address the acute pain is a recipe for success; a PMO leader must hold 
capabilities and understanding on both sides of the equation. 
The roles and responsibilities of the PMO leader should be clearly defined and well-
understood.  This is a particularly important discussion between PMO leader and 
Executive Sponsor, so there is no confusion of false expectations.  Remember, as the 
PMO evolves, the role of the PMO leader must evolve. 
Before hiring a PMO leader, be sure the qualifications are identified and documented.  A 
comprehensive job description must be completed before recruitment begins.  The job 
description acts as a guide when screening and interviewing applicants; it supports the 
selection process, but does not drive it.  Establish a set of interview questions in advance 
of the interview process and use the same set of questions for all applicants so each 
applicant is screened in a consistent manner.   

Education and Experience 
Technical expertise and experience must be considered when seeking a PMO Leader.  
The amount of technical experience will vary upon the size of the PMO organization and 
where the PMO resides within the enterprise.  For example, a PMO leader who is 
responsible for managing a PMO in the IT Division will need to have IT capabilities.  
Alternately, if the leader is responsible for managing an Enterprise PMO, the candidate 
should have more global appreciation for the business as a whole. 
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Job Descriptions 
PMO leaders must also have a foundational understanding of industry-standard project 
management practices.   
In today’s tight job market, most candidates must possess the following technical skills to 
be considered: 

 Project Management Institute® (PMI®) Project Management Professional® 
(PMP®) certificate 

 Minimum of 15 years Project Management and/or organizational management 
experience 

 Minimum of 10 years Project Management experience leading other project 
management professionals 

 Minimum of 7 years experience leading business analysis teams 
 Minimum of 7 years experience with Project Management Systems/Applications. 

Additional responsibilities typically include: 
 Provide leadership, insight, and vision integrated with program management 

enabling customers to effectively achieve business outcomes 
 Demonstrate a boardroom presence when working with senior executives 
 Transfer project management knowledge through mentoring, consultation, and 

training to members of the PMO and customers’ organizations 
 Create, communicate, and implement long-term business strategies and plans 

for the PMO which demonstrate awareness of business strategy, culture, values, 
and diversity. 

Exercise 5.1 – Drafting a Job Description 
Using the job description template below, draft the job description for the PMO leader 
position.  If you have already been hired as the PMO leader, be sure to review the 
existing job description in detail and discuss it with your immediate superior; having a 
common understanding of roles, responsibilities and expectations will reduce potential 
confusion and conflict later.  It is equally important to review the job description on an 
annual basis, to assess where changes may be needed based upon the evolution of the 
role and the PMO design. 
The successful PMO leader is one who must establish and maintain relationships across 
the enterprise, spanning all levels and titles.  As such, it is important to assess each 
candidate’s relationship management skills and experience.  Be sure to query how the 
candidate has successfully established and maintained lasting relationships across all 
constituencies in previous leadership roles. 
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JOB DESCRIPTION TEMPLATE 
TITLE: Director, Project 

Management Office PREPARED BY:  
DEPT:  DATE:  
DIVISION:  HR DEPT. 

APPROVAL  

REPORTS 
TO:  DATE  
FLSA 
STATUS:  CORP. COMP. 

APPROVAL:  
GRADE/B
AND:  DATE:  

I. SUMMARY OF POSITION:   Summarize job position 
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II. ESSENTIAL FUNCTIONS:   Detail specific job responsibilities 
 

 

 

 

 

 

 

 

III. ORGANIZATIONAL RELATIONSHIPS:   Detail reporting and working relationships. 
 

IV. MINIMUM REQUIREMENTS:   Detail required education, critical experience, abilities. 
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Essential Technical Skills:  Detail required technical skills. 
 
 
 
 
 
 
Essential Non-Technical Skills:  Detail required non-technical technical skills. 
 
 
 
 
 
 
V. DIMENSIONS:   Define breadth of oversight regarding staff and projects. 
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Exercise 5.2 – Creating Interview Questions 
Create a list of interview questions for potential PMO leader candidates below: 
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Establish an External Network 
While it is important to establish strong relationships across your constituency within your 
organization, it is equally important to establish an external network.  Seek other PMO 
leaders in local communities or similar industries who are willing to share best practices.   
The concept of a PMO is still relatively fresh for many organizations.  Individuals who 
have been selected to establish or manage a project management office are still fairly 
new to the role.  Often hungry to exchange ideas and best practices with colleagues, you 
should have little difficulty in finding other PMO leaders to connect with.  The time and 
energy you invest in establishing such collaboration is well worth it.  Many PMO leaders 
can share experiences, tools, and templates without revealing company intelligence or 
proprietary information. 
Seek PMO leaders who come from organizations similar in size and revenue to yours.  
An organization with twice as much revenue and resources may provide some insight, 
but will not have experienced similar challenges.  Listen closely to what works well and 
more importantly, what failed.  Appreciate the cultural similarities and differences when 
sharing best practices.  What works well for one company may not work well for yours.   
Successfully managing a PMO requires 20 percent technical project management 
expertise and 80 percent intuitive “read” of your organization’s culture.  Don’t push 
process and technique simply for their own sakes; it will fail.  Disbelievers view project 
management as a last-ditch effort for troubled companies.  But understanding that the 
benefits associated with proactively introducing a project management office now are 
likely to avert crisis later. 

Measure the Effectiveness of the PMO 
You can maintain a balance between short-term wins and long-term goals by achieving 
and communicating small wins quickly measuring long-term effectiveness.  Collecting 
project performance data is a way in to achieve both components. 
As you monitor project performance, be sure to publish reports according to defined 
schedule.  If at all possible, you should equate project performance in financial terms.  Be 
sure to collect data from different sources and use different methods to collect your 
information.  Recall you’re your original data collection processes when you initially 
identified your project management gaps – you can depend on a similar process to obtain 
performance data.   
Collect data across your PMO constituency:  sponsors, project managers, customers, 
project team members, and other stakeholders.  Use multiple methods to collect 
information:  interviews, focus groups, and surveys are just a few options. 
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Module 6 – Measure the Effectiveness of 
the PMO 
Once you have established your plan and have received initial approval, it will be 
necessary to obtain continuous support in order for the PMO to survive long-term.  For 
many organizations, there is lots of enthusiasm and excitement at the onset of PMO 
development, but as implementation progresses and new requirements of introduced in 
support of project management practices, the eagerness tends to wane.   
At first viewed as a mechanism to introduce standards and consistency, the PMO must 
evolve into an indispensable piece of an organization’s operating model to survive long-
term.  A major cause of many failed PMOs is an over-emphasis on the technical aspects 
of project management.  Forcing project management language and technique before an 
organization is ready is apt to cause organizational revolt.  If you introduce a PMO using 
a foreign language, it will be difficult for stakeholders to recognize the value.  Using 
phrases like work breakdown structure, scope creep, dependencies, critical path, network 
diagram, and triple constraint may be met with empty stares from some; be sure to 
translate the words and concepts in words they will recognize and appreciate. 

Key Success Factors 
A few early successes are critical to gain momentum and supporters for the PMO.  Being 
able to quickly show visible results will quiet the critics and excite the believers; it may 
also convince those undecided.  As you create your PMO plan, consider prioritizing 
implementation activities around points of pain and low-hanging fruit.  In other words, find 
ways to exhibit both value and success quickly. 
Jump starting a PMO can be done in a variety of ways.  Depending upon the PMO model 
and type, consider how you may promote project success quickly thorough the existence 
of the PMO.  For example, does everyone in the organization know how many priority 
projects are on the list?  If asked, can staff identify the top five priority projects?  Does 
everyone know how the projects are progressing, what’s needed to keep them on track?  
Providing answers to these keys questions quickly promotes the value of the PMO and 
exhibits the possibilities associated with a PMO organization. 
When identifying quick-hit opportunities, be sure not to let perfection be the enemy of the 
good. Initial PMO outputs don’t need to be perfect, they simply need to be effective.  In 
other words, don’t wait until all the processes have been created in great detail before 
introducing them; this approach takes too long. Introducing processes that are 80% 
complete allows the PMO to exhibit quick action and also enables end-users and 
stakeholder the opportunity to test them and provide feedback on them.  While you will 
not always receive full approval when introducing new PMO requirements, you are likely 
to receive good stakeholder feedback to help improve the process. 
Rely upon your gap analysis for guidance; based upon the analysis, identify pain areas to 
fix quickly; obtain sponsor or steering committee buy-in and then implement.   
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Some common areas of pain which can be addressed quickly include: 
 Launching new projects successfully 
 Providing a few new tools to support needed data collection 
 Conducting project audits to ensure projects are ready to progress from planning 

to implementation. 
Adding value quickly not only helps gain supporters, it also helps alleviate concerns 
about impending change through the PMO’s existence.  However, it is important that 
quick-hit opportunities align with long-term vision; be sure that implementation activities 
clearly correlate with the original PMO plan. 
Some common pitfalls for many PMOs include: 

 Lack of executive sponsorship 
 Wrong expertise for PMO organization 
 Introducing process for the sake of process, not to reduce or eliminate corporate 

pain. 
Remember, the purpose of the PMO is to change the culture of the organization toward 
more effective and efficient project management.  Changing the culture, however, takes 
time and requires supporters.  Creating change and building momentum can be 
accomplished through an incremental plan that demonstrates the value of project 
management best practices, identifies continuous improvement opportunities, and 
establishes the PMOs reputation as a value-added organization. 

Measuring Success 
Establishing and managing a PMO model requires hard work, good relationships, and 
dedicated efforts.  How do you quantify the value of your work and the value of the PMO?  
What does success look like?  How will you know when you reach it?  There are 
quantifiable measures to effectively measure project success.  For example, preliminary 
indicators can easily tell if projects are being delivered on time, on budget, and according 
to scope.  Other signs that projects are under control may include: 
 

 An efficient and effective project reporting system is enabling an escalated 
decision-making process for addressing and resolving project conflicts 

 Project intervention is occurring on a more real-time or proactive basis, based 
upon accurate project indicators and results 

 Project schedules have accurate estimates and projects are delivered according 
to original estimates, with few required adjustments 

 Project sponsors are informed and involved in project oversight; decisions are 
being made in a timely fashion and communications are regular and consistent. 
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Not all measures can be quantified.  Other traits and indicators must be considered when 
evaluating the value of the PMO.  Areas may include: 

 Senior management understanding basic project management practices and are 
able to ask the “right” questions when supporting or sponsoring projects 

 Training and development programs are in place and are adequately meeting the 
evolving needs of project management professionals 

 Clear project management processes are in place and are being practiced 
consistently 

 There is a cultural acceptance; staff recognizes the mantra, “Project 
management is the work, not extra work.” 

Continuous Feedback and Improvement 
Meeting with stakeholders and your project management community will allow you to 
collect important information and feedback which will guide future implementation efforts.  
One sure way to assess progress is through administration of a customer satisfaction 
survey.  The survey should be conducted at least annually and be sent to all 
constituencies who rely on or conduct project activities.  The survey should be designed 
to evaluate all services the PMO offers.  Ideally, it should also solicit ideas and 
suggestions from stakeholders regarding future improvements or enhancements.   
Areas to query may include: 

 Responsiveness of PMO staff 
 Availability and access to PMO 
 Project management tools 
 Project management consultation and assistance 
 Meeting facilitation 
 Executive reporting 
 Project management-related training 
 Business plan communications 
 Direct management of projects 
 Project audit process. 

Today there are a number of web-based survey tools available, all easy to design and 
administer.   Be sure to design your survey with a scale comprehensive enough to 
provide detailed feedback. Also remember to solicit comments and verbatims; this initial 
feedback can be more easily followed-up with additional interviews.  The results of the 
survey will help set improvement targets for the PMO and define future implementation 
efforts.  
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Feedback and comments from your constituencies help you remain focused on the basic 
intent of PMO implementation and/or enhancements.  Their input will also help you 
maintain a high level of engagement throughout the process.   
Remember, when you develop your plan to establish a PMO, keep a bias toward action 
and common sense.  Push cost-benefit decisions.  Strive to balance organizational 
priorities and departmental specific needs.  Focus on results, money, and time.  Think of 
the PMO as a tool and a catalyst in getting the job done.  Act in an enabling and 
facilitating way and build key partnerships with business units across the organization. 
Building a PMO is like constructing a new building—you need a well-designed, thoughtful 
plan; a sturdy foundation; collaboration and contribution from many different specialists; 
and a shared view of the final product.  The building does not need to immediately have 
all comforts and luxuries, but its design must be able to easily accommodate changing 
needs, variable climates, and have the ability to last over time.   
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Review and Discussion Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course module.  Answer the following questions in a separate notebook.  
1. At first viewed as a mechanism to introduce standards and consistency, the PMO 

must evolve into________ to survive long term. 

2. What are some common pitfalls for many PMOs? 

3. Name at least three signs that a project is under control. 

4. What should be evaluated in a customer satisfaction survey? 
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Module 7 – How to Market the PMO 
Once a PMO is in place, one of the greatest challenges for the PMO leader is to exhibit 
ongoing value to stakeholders.  A PMO Marketing Plan identifies the necessary actions to 
achieve in support of ongoing PMO exposure and support.   
A PMO Marketing Plan is a way to inform and promote the PMO value proposition to the 
organization over a period of time.  Slightly different than the Communications Plan used 
during PMO implementation, the Marketing Plan informs and updates PMO stakeholders 
and constituencies on the ongoing value of the PMO. 
The purpose of the Marketing Plan is to provide constituencies with a line of sight from 
the PMO’s mission, values, goals, and performance to their day-to-day work.    The PMO 
mission can be thought of as a definition of what the organization is; of what it does.  The 
plan must be straightforward and comprehensible to effectively inform all staff.  The idea 
is to create simple messages and be creative about making the messages memorable.  
Then you repeat, repeat, and repeat.   
To keep it simple, consider three dimensions when creating the plan: 

 The customer groups to be served 
 The customer needs to be served 
 The technologies to be utilized 

Remember, not all constituencies will warrant the same level of marketing.  For example, 
do your supporters require the same level of focused effort as your non-supporters?  
What about those undecided or the unaware?  Be sure you consider all types of PMO 
constituencies before developing a marketing plan. 
Design a multi-channel approach to inform stakeholders about what is critical for the 
PMO’s future success, explain how the organization will deliver the work, and provide 
ongoing progress reports.  Leverage different mediums and create multiple forums to 
deliver the message.  This allows you to effectively reach all staff across the organization 
on an ongoing basis and to celebrate success stories as they happen throughout the 
year. 
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Review and Discussion Questions  
The following review questions will assist you developing comprehension of the material 
contained in this course module.  Answer the following questions in a separate notebook.  
1. What is one of the greatest challenges for the PMO? 
2. What is used as a way to inform and promote the PMO value proposition to the 

organization over a period of time? 
3. What is the purpose of the Marketing Plan? 
4. What three dimensions must be considered in the Marketing Plan? 
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Module 8 – Long Term Success of the PMO 
Establishing a PMO for long-term success depends upon completing the right sequence 
of activities over a long period of time.  Always look for corporate discomfort and apply 
practices, tools, and techniques that reduce or eliminate the pain.  Establish a common 
approach which, over time, prioritizes projects to meet strategic goals, focuses resources 
to business priorities, enables better and faster decision-making, and improves 
accountability.  Maintain a simple plan; don’t get so caught up in the intricacies of project 
management that you lose sight of why the PMO exists; and never lose sight of the 
PMO’s overall value to the organization. 
Design a plan to implement the PMO in sequential phases.  Remember, never let the 
perfect be the enemy of the good.  Establishing a PMO plan requires flexibility and 
adjustment; never expect the plan to be right the first time—it will always require tweaking 
and adjustment.  Running a PMO is a journey; its work is never finished because it is 
continually supporting shifting organizational needs and priorities.  As the organization 
changes direction, leadership and priorities, the PMO must adjust accordingly.  Establish 
a model that allows for the opportunity to learn from the past to prepare for the future.  
Then, introduce processes and techniques to guide the organization toward that future 
view vision. 
As John F. Kennedy said, “Change is the law of life.  And those who look only to the past 
or present are certain to miss the future.” 
No organization can afford to miss its future.  Establish a project management office 
today to support your success for tomorrow.  
 
 
 
 
 
 
 
Note:  An alternative PMO Charter document may be found in Appendix A.4 to provide 
another option on how you define, document, and communicate your PMO model. 
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Appendix A – Case Study and Exercises 
Case Study   
The case study below is to be used for all exercises in this course.  Read the case and complete the 
corresponding exercises. 
 
You recently joined an organization of approximately 2,500 employees.  Over the past year, 50 large, 
priority projects were completed in your division.  The average project duration is 18 months, has a team 
size of 25 FTEs (full-time equivalents), and costs approximately $750,000. 
There are currently 30 project managers across the division.  Most of the individuals responsible for 
managing the projects have little to no formal project management training.  Many are internal transfers; 
they have accepted project manager roles after being recognized as valuable subject matter experts.  In 
fact, over two-thirds of the project managers have an average tenure of 4 years with the organization.  
Morale among project management staff is low.  There are a small number of PMP®s in the group; they 
are all frustrated - they want more responsibility as well as advanced training and development 
opportunities.  Others are feeling under recognized; project outcomes are suffering as a result.  The 
business unit has lost credibility with senior management. 
The actual performance data for the most recent portfolio is as follows: 

 35% of projects were delivered late by six months or more 
 43% of projects were delivered over budget by an average of $35,000 
 10% of projects were launched without having identified performance criteria 
 15% of projects were canceled after the first 45 days due to insufficient resources (staff) 
 75% of a stakeholder “satisfaction survey” indicates an extremely high level of dissatisfaction; 

lack of consistent project management practices and reporting were cited as most needed 
improvements. 

You have been hired to establish a PMO for the division.  The division vice president has hired you; she 
has no formal project management training, but she recently read an “interesting article” in a business 
journal promoting the value of PMOs.  The organization is fraught with hierarchy and budget challenges.  
You have very limited access to the senior management team.  
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Exercise 2.1 – Conduct a SWOT Analysis 
 
Using the case study, fill in each quadrant, using the guiding questions.  The information you collect 
during the SWOT analysis gives you a preliminary vision of future PMO strengths, weaknesses, 
opportunities, and threats.  

Strengths Weaknesses 
 
What advantages do you have? 
What do you do well? 
What factors lead to your project success? 
What have been your project successes? 
 
 

 
What could you improve? 
What have been your failures? 
What factors lead to project failure? 
 
 

Opportunities Threats 
 
What are the trends you’re aware of? 
What opportunities to you see? 
What changes in process, technology, or tools create 
opportunities? 
 
 

 
What obstacles do you face? 
Is the market for your services changing? 
Do your weaknesses threaten your business? 
 
 
 

 



Effective PMO Design and Implementation 
Appendix 

www.prodevia.com 
96

 
Exercise 2.2 – Defining Constituents for Feedback 
Using your case study as a guide, consider the constituents you need to involve in the feedback phase 
and list them here.  Have you identified a varied selection across your stakeholder constituency?   
 

Name Title Department Contact Info 
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Exercise 2.3 – Preparing a Business Case 
Using the Case Study and Business Case Template, prepare a business case for establishing a PMO. 
A Simple Business Case Template 
This simple template allows you to build a business case that will gain the sponsorship you need to 
implement a PMO for your case study.  Be sure to document any assumptions you make throughout the 
process. 

Business Need 

Explain the business need for the PMO. 
 
 
 
 
 
 
 

Strategic 
Importance 

Is the PMO mission critical? 
 
 
 
 
 
 

PMO Objectives 

List at least five PMO objectives.  Include both short-term and long term 
objectives. 
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Benefits 

Explain the benefits and describe the benefits that would be realized with a 
PMO.  Be specific; include dollar values, where applicable. 
 
 
 
 
 
 
 
 

Estimated Costs 
and Resources 

Provide an estimate for costs and resources. 
 
 
 
 
 
 
 
 

Benefit Cost Ratio 

What is the Benefit/Cost Ratio?  Previous project overruns (financial and 
schedule) should be highlighted: 
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Exercise 3.1 – Determining Scope 
Using the case study provided, the business plan previously created and the template below, determine 
the scope of the PMO. 
Define the Scope of the PMO 

Mission 
Statement 

List the mission of the PMO. 
 
 
 
 
 
 

Scope 
 

List the items that are in and out of scope for the PMO. 
In Scope 
 
 
 
 
 
 
 
 
 
 
Out of Scope 
 
 
 
 
 
 

 



Effective PMO Design and Implementation 
Appendix 

www.prodevia.com 
100

 

Functions to Be 
Provided 

List the functions to be provided by the PMO. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Deliverables 

List the deliverables for the PMO. 
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Success and 
Completion 

Criteria 

How will you measure the success for the PMO functions and deliverables? 
 
 
 
 
 
 
 
 
 

Assumptions and 
Constraints 

List all assumptions and known constraints. 
 
 
 
 
 
 
 
 

Critical Success 
Factors 

List all success factors. 
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Exercise 3.2 – Determining Resource Needs 
Using the case study and previous exercises, determine the resource needs of the PMO. 
Resource Requirements 

Organization 
Type 

List the type of organization you advocate for the PMO. 
 
 
 
 
 
 
 
 

Roles and 
Responsibilities 

List the roles required to support the PMO and their primary responsibilities. 
Role Responsibility 
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Exercise 3.3 – Identifying Risk 
Using your case study, list all possible risks to PMO implementation here. 
 
ID Risk Comment 
1   
2   
3   
4   
5   
6   
7   
8   
9   

10   
11   
12   
13   
14   
15   
16   
17   
18   
19   
20   
21   
22   
23   
24   
25   
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Exercise 3.4 – Prioritizing Risks 
Using your case study and previous exercises, complete the Risk Source Analysis Form, which will allow 
you to prioritize your risks of implementing the PMO. 
Item  Severity  Probability  Priority 
  L M H  L M H  L M H 
1                      
2                      
3                      
4                      
5                      
6                      
7                      
8                      
9                      
10                      
11                      
12                      
13                      
14                      
15                      
16                      
17                      
18                      
19                      
20                      
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Exercise 3.5 – Develop a Risk Response Plan 
Using your case study and other previous exercises, create a risk response plan for your PMO. 
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Exercise 3.6 – Developing a Communication Plan 
Using your case study, other completed exercises and the template below, create communications plan 
to support your PMO implementation efforts. 

Audience/Stakeholder Message Method Frequency 
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Exercise 3.7 – Establish a Schedule 
Using the case study and exercises that you have previously completed, establish a schedule to support 
your PMO implementation. 

ID Milestones/Tasks (grouped as appropriate) Date Due 
MM/DD/YY

Person (s)  
Responsible

Date 
Completed

Comments

1
1a
1b

2
2a
2b

3
3a
3b

4
4a
4b

5
5a
5b

6
6a

7
7a

8
8a
8b

9
9a
9b

10
10a
10b

11
11a
11b

Program Leader: <First Name, Last Name>
Project Manager: <First Name, Last Name> 
Project Title:  <Project Name_Project ID>
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Exercise 3.8 – Developing a Budget 
Using the case study and exercises previously completed, develop a budget for the PMO. 

Budget Item Amount  
(in thousands) 

  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  

 



Effective PMO Design and Implementation 
Appendix 

www.prodevia.com 
109

Exercise 4.1 – Listing Success Factors and Barriers to Success 
Using your case study and previously completed exercises, list the Key Success Factors and Barriers to 
Success. 

Success Factors 
 
 
 
 
 
 
 
 
 
 
 
 
 

Barriers to Success 
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Exercise 4.2 – Drafting a Marketing Plan 
Using your case study and previously completed exercises, draft a Marketing Plan to support ongoing 
PMO wins and efforts. 
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Exercise 5.1 – Drafting a Job Description 
Using the job description template, draft the job description for the PMO Leader position.    

TITLE: Director, Project Management Office PREPARED BY:  
DEPT:  DATE:  
DIVISION:  HR DEPT. APPROVAL  
REPORTS TO:  DATE  
FLSA STATUS:  CORP. COMP. APPROVAL:  
GRADE/BAND:  DATE:  
I. SUMMARY OF POSITION:   Summarize job position 
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II. ESSENTIAL FUNCTIONS:   Detail specific job responsibilities 
 

 

 

 

 

 

 

 

III. ORGANIZATIONAL RELATIONSHIPS:   Detail reporting and working relationships. 
 

IV. MINIMUM REQUIREMENTS:   Detail required education, critical experience, abilities. 
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Essential Technical Skills:   Detail required technical skills. 
 
 
 
 
 
 
Essential Non-Technical Skills:   Detail required non-technical technical skills. 
 
 
 
 
 
 
V. DIMENSIONS:    Define breadth of oversight regarding staff and projects. 
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Exercise 5.2 – Creating Interview Questions 
Create a list of interview questions for potential PMO Leader candidates below: 
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Appendix B – Tools and Templates 
Appendix Item B.1 – Sample Assessor Questions 
What this is 
These sample questions are designed to guide your interview process as you collect information across 
the various stakeholder groups to help design the PMO model your organization needs. 
Why it’s useful 
Using a standard set of questions enables the interviewer to assess points of data across the various 
stakeholder groups in a consistent manner.   
How to use it 
It’s good practice to rely upon a pre-determined set of interview questions so you are well-prepared for 
the interview sessions and consistent in how you collect interview information.  Always leave room for 
open-ended opinions from interviewees before concluding each interview session.   
Assessor (Icebreaker) Questions for New and/or Established PMOs 

# Question Response 
1 Describe your position, roles, and responsibilities  
2 On a scale of 1-5 (1=poor, 5=excellent), how well do we 

manage our projects? 
 

3 What are our greatest strengths?  
4 What are our greatest weaknesses?  
5 What constraints or obstacles exist in our current PMO? 

What constraints or obstacles exist in forming a new 
PMO? 

 

6 What issues or problems exist that the PMO needs to 
address?  How long have the problems existed?  Were 
they previously addressed? 

 

7 What strategic value is our PMO offering our organization?  
What value will a PMO offer our organization? 

 
8 Our executives have demonstrated a willingness to 

change how we do business by adopting a project 
management culture. Yes/No/Comments 

 

9 Our project managers are vested in delivering projects on 
time, on budget. Yes/No/Comments 

 
10 When will we measure PMO success and how will we do 

it? 
 

11 What internal and external audiences need to know about 
our PMO?  How frequently do they need updates? 

 
12 How does our PMO relate to other departments across the 

organization? 
 

13 When, where and who should conduct PMO training, 
program training, project management training and PMO 
staff training? 

 

14 What will our PMO do and who will we do it for?  
15 How will the PMO prioritize its goals and objectives?  
16 How will the PMO best solicit feedback from stakeholders?  
17 How often should the PMO re-assess business needs and 

evaluate maturity? 
 

18 Who cares about the PMO success?  How will the PMO 
know when success is achieved?  How will the 
organization know when success is achieved? 

 

19 How will the PMO resolve conflicts?  
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Appendix Item B.2 – Project Manager Self-Assessment Tool 
What this is 
Placing staff into project manager roles or PMO roles can be the most difficult task associated with PMO 
launch.  The reason this is so difficult is that it relies upon subjective thinking.  Creating job descriptions 
that are crisp, with well-defined requirements, will reduce the level of subjectivity involved in the process. 
Whether you are hiring project managers for the first time or creating a career path for existing project 
managers, this tool was designed to assist with the slotting process. 
Why it’s useful 
This tool helps supervisors and managers include ‘project managers’ in the process, identify any 
discrepancies between what the job description states about positions and what the incumbents are 
actually doing.  It is also a great way to initiate dialogue with incumbents about where they may fall within 
the new project manager framework. 
How to Use it 
Project managers are asked to take the self-assessment survey, to help slot them in appropriate roles.  
Not only does this survey enable PMO leaders and/or department heads to slot the “right” incumbent into 
the “right” role, it also opens the door for hiring managers and project manager candidates to discuss 
strengths, weaknesses, and developmental opportunities. 
You may adjust the questions to meet the specific needs of your organization. 
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Page 1 of 6 
<Project Manager> Self-Assessment Tool 
This tool may be completed by individuals managing projects less than 100% of the time for 
<Organization>, as deemed necessary by the Manager. The tool is designed to help structure a 
discussion between staff and manager regarding their current project management accomplishments, 
skills and potential development opportunities. 
1.  Profile of project work accomplished in calendar year 20__ – See Project Scope Definitions grid 

below. 
Project Scope 

(Size Category) 
% Time Spent Managing 

Projects By Size Category 
# of Projects Managed 

Concurrently* 
Small   
Medium   
Large   
Combination of Sizes   

*Comments (if appropriate); 
Project Scope Definitions 

Project Size Resources 
(Person 
Months) 

Duration 
(Months) 

Capital & 
Operating 

Budget 
Cross Functionality 

(# of Departments @ Director 
Level) 

Small <4 1 <$50k 1 
Medium 4 - 12 1 - 6 $50k - $200k 2 - 4 
Large (including 
Corporate 
Initiatives) 

>12 >6 >$200k >4 

2.  Education  
Place an “X” on the highest level of education required to meet the demands of your current work, choose 
all that apply. 
 
_____ College or Graduate Education 
_____ Bachelor’s Degree or equivalent experience 
_____ Master’s Degree or equivalent experience 
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Page 2 of 6 
3.  Technical knowledge  
Place an “X” on the level of technical training required to meet the demands of your current work, choose 
all that apply.  

Application Proficient* 
 

Expert* Mastery* 
 

Microsoft Word    
Excel    
Power Point    
Visio    
MS Project or similar 
project scheduling 
tool 

   

Skill level definitions: *Proficient – working knowledge, *Expert – advanced skills, *Mastery – maximum level attainable, i.e. able to 
teach others 
 
List <Organization> Project Management specific training taken/necessary for your job 
Project Management Specific Education (external to <Organization>) 
_____ Project Management Professional® (PMP®) Certification 
_____ Other (describe) 
 
4.  Experience 
Place an “X” next to the level of experience that you believe is needed to meet the demands of your 
current work. 
Professional experience 
1-5 yrs. Experience       _____ 
5-7 yrs. Experience       _____  
7-10 yrs. Experience     _____ 
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Page 3 of 6 
Project Management Experience (should align to your answers above).   Provide examples of specific 
projects. 
a. Experience managing small projects  
Examples: 
 
 
 
b. Experience managing medium size /cross functional projects 
Examples:    
 
 
 
c. Experience managing large, complex cross-functional projects 
Examples: 
 
 
 
d. Experience managing <Organization> corporate initiatives 
Examples: 
 
 
 
e. Extensive experience at <Organization> in the application of project management principles managing 
complex cross-functional projects and/or multiple team members 
Examples: 
 
 
 
f. Extensive experience at <Organization> in managing projects that involve business to system and/or 
system-to-system integration 
Examples: 
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Page 4 of 6 
  

Project 
Management 

Knowledge Areas 
Proficient* 

 
Expert* Mastery* 

 
Examples of Specific Projects 

Integration      
Scope     
Time     
Quality     
Cost     
Resource 
Management 

    

Communication     
Procurement     
Risk Management     

Skill level definitions: *Proficient – working knowledge, *Expert – advanced skills, *Mastery – maximum level attainable, i.e. able to 
teach others 
 
5.  Business Process Redesign 
Your knowledge of Business Process Redesign methodology, tools, processes, and facilities (required to 
meet the demands of your current work at <Organization>) allows you to: 
_____Apply it to projects at a departmental or single <Organization> operational area (Director Level) 
_____Apply it to projects that cross <Organization> operational areas (Director Level)   
_____Apply it to complex projects impacting multiple <Organization> operational areas (Director Level) 

and/or a mix of internal and external (vended) processes 
 
Your knowledge of IT (required to meet the demands of your current work at <Organization>) allows you 
to:  
_____Manage complex business processes impacting multiple <Organization> operational areas 

(Director Level) and/or a mix of internal and external (vended) processes 
_____Manage Projects Over $250K 
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Page 5 of 6 
6.  Skills required for current projects 
Place an “X” on the level of “skills” that are required to meet the demands of your current work.   Provide 
examples of specific projects. 
 
Interpersonal and communications skills (written and verbal) as well as the ability to develop and present 
clear presentations to a broad spectrum of: 
_____Staff and perhaps management 
_____Senior executives (C-level) and other executives 
Examples:  

 
Ability to lead, direct and motivate teams effectively and manage through influence: 
_____Teams of up to four people 
_____Teams of up to 12 people 
_____Teams of more than 12 people 
Examples: 
 
Ability to collaborate effectively and on a regular basis with staff: 
_____At all levels of the department  
_____At most levels of the organization 
_____At the highest levels of the organization 
Examples: 
 
 
_____Superior facilitation skills (even when not subject matter expert) of forums, including on a regular 

basis, management and executive-level staff 
Examples: 

 
 

_____Ability to mentor less seasoned Project Managers 
 
Examples: 



Effective PMO Design and Implementation 
Appendix 

www.prodevia.com 
122

Page 6 of 6 
7.  Further Discussion: 
 
List strengths and talents you possess that you might not be utilizing in your current job at 

<Organization> as a result of the projects you work on: 
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
________________________________________________________________________________ 

 
List areas of development that you have identified via this tool or that in general, you would like to focus 
on during 20__: 
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
________________________________________________________________________________ 
 
List additional training that you have received at <Organization> that has helped you develop as a Project 
Manager: 
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________ 
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 Appendix Item B.3 – Job Family Template  
What this is 
The Job Family Template is a one-page view of all positions needed to support PMO operations.   
Why it’s useful 
This tool enables all stakeholders to easily see the differences across PMO roles.  This allows you to quickly identify where redundancies in roles 
may exist or to identify where roles and responsibility gaps may occur.  Once completed, the template can aide to the quick creation of job 
descriptions for each required position. 
How to use it 
Once you have identified the various positions to support project management activities, complete the common fields to document and define the 
commonalities and difference among the positions needed to support the PMO.  The template should be updated as individual job descriptions are 
adjusted or new roles are defined. 
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Job Family Template – Page 1 of 4 

 PROJECT MANAGER JOB FAMILY TEMPLATE 
RESPONSIBILITIES (Summary of Position) 

Project Administrator PM1 PM2 PM3 
Performs a variety of duties in support of large, complex, mission-critical corporate 
initiatives.   Develops and maintains: RAID 
document; PMO required documentation (e.g., resource plan, schedule); 
documentation for meetings (e.g., agendas, 
meeting material packets and minutes) and other project specific documentation; 
general admin. project documents (e.g., team contact list); develop draft weekly 
status report for Project Manager's review; 
develop, maintain and update project schedule and communicate due dates to 
Project Manager.  Assists Project Manager 
with meeting facilitation. Develop customization and innovation for tasks and 
processes for project sub-teams (e.g., 
create templates for collecting/reporting information to Project Manager, etc.).  
Responsible for follow-up to ensure reports 
are received from sub-teams.   Consolidate reports from sub-teams to facilitate 
development of presentations to senior 
management. Create project-related presentations as required for 
communications. Develop draft weekly 
status report for Project Manager's review.  Responsible for meeting logistics (i.e. 
ensure room set-up and distribution of 
meeting material). Responsible for working with administrative support to ensure 
essential meetings are scheduled and to 
ensure copies of project materials are available upon request.  

Manages small size, risk and cost 
projects/initiatives throughout the Project 
Management Lifecycle by delivering the 
business outcomes and deliverables set forth in each project’s Project Opportunity 
Statement.  The position is responsible for 
the overall coordination (planning the work, setting milestones & deadlines, assigning 
responsibilities, monitoring progress and reporting of project status to upper mgmt 
and other stakeholders) and oversees all 
aspects of project work to ensure that the goals and objectives are accomplished 
within the constraints of budget and 
schedule and customer expectations, and to ensure that the maximum level of 
process simplification has been achieved.  

Manages medium size, risk and cost 
projects/initiatives throughout the Project 
Management Lifecycle by delivering the 
business outcomes and deliverables set forth in each project’s Project Opportunity 
Statement.  The position is responsible for 
the overall coordination (planning the work, setting milestones & deadlines, assigning 
responsibilities, monitoring progress and reporting of project status to upper mgmt 
and other stakeholders) and oversees all 
aspects of project work to ensure that the goals and objectives are accomplished 
within the constraints of budget and 
schedule and customer expectations, and to ensure that the maximum level of 
process simplification has been achieved. 

Manages large, complex, extensive, 
highly cross-functional, corporate size, 
risk and cost projects/initiatives 
throughout the Project Management Lifecycle by delivering the business 
outcomes and deliverables set forth in 
each project’s Project Opportunity Statement.  The position is 
responsible for the overall coordination (planning the work, setting milestones 
& deadlines, assigning responsibilities, 
monitoring progress and reporting of project status to upper mgmt and other 
stakeholders) and oversees all 
aspects of project work to ensure that the goals and objectives are 
accomplished within the constraints of 
budget and schedule and customer expectations, and to ensure that the 
maximum level of process 
simplification has been achieved.   Depending on position, may be 
required to develop, implement, 
manage and report on program plans. 
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Job Family Template – Page 2 of 4 

 
EDUCATION*or equivalent 

Project Administrator PM1 PM2 PM3 
Bachelor's degree or equivalent experience 
required.  <Organization>’s PM training required (if external candidate, expected to 
take it within the next available course 
offering).  Proficiency of various software packages, including Microsoft Word, Excel, 
Power Point, Visio, Lotus Notes and other 
desktop tools; Proficiency in use of MS Project or similar project scheduling tool.   

Bachelor's degree or equivalent experience 
required.  <Organization>’s PM training required (if external candidate, expected to 
take it within the next available course 
offering).  Proficiency of various software packages, including Microsoft Word, Excel, 
Power Point, Visio, Lotus Notes and other 
desktop tools; Proficiency in use of MS Project or similar project scheduling tool.   

Bachelor's degree or equivalent experience 
required; <Organization>’s Project Management training required (if external 
candidate, expected to take it within the 
next available course offering).  Proficiency of various software packages, including 
Microsoft Word, Excel, Power Point, Visio, 
Lotus Notes and other desktop tools; Expertise in use of MS Project or similar 
project scheduling tool.   

Masters degree or appropriate 
experience required.  <Organization>’s Project Management 
training required (if external candidate, 
expected to take it within the next available course offering).  Proficiency 
of various software packages, 
including Microsoft Word, Excel, Power Point, Visio, Lotus Notes and 
other desktop tools; Mastery in use of 
MS Project or similar project scheduling tool.  Project Management 
Professional® (PMP®) Certification 
preferred. 

EXPERIENCE 
Project Administrator PM1 PM2 PM3 

Familiarity in the application of project 
management principles. Strong and proven 
coordination and project management skills. 

1 - 5 years professional experience, 
including (PM) demonstrated experience 
managing small projects or initiatives. Experience in the application of project 
management principles is required.   

5 - 7 years professional experience 
including (PM) demonstrated experience 
managing medium size/ cross-functional projects.  Significant experience in the 
application of project management 
principles is required.   

At least 7 - 10 years professional 
experience including demonstrated 
extensive (PM) experience managing large, complex cross-functional 
projects.   Extensive experience in the 
application of project management principles is required.   Solid 
experience in managing projects 
which involve business to system and/or system to system integration.  
Excellent Program Management skills, 
as required.  

RESPONSIBILITY FOR WORK OF OTHERS 
Project Administrator PM1 PM2 PM3 

Persistent and effective in securing deliverables from sub-team project 
managers/business owners. 

Ability to lead, direct, and motivate teams (usually of up to four people) effectively and 
manage through influence. 

Ability to lead, direct, and motivate teams (of up to 12 people) effectively and manage 
through influence.  Ability to mentor less 
seasoned PMs. 

Ability to lead, direct, and motivate teams (usually of more than 12 
people) effectively and manage 
through influence.  May manage relationships with consultants and/or 
vendor/partners.  Ability to mentor less 
seasoned PMs. 
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Job Family Template – Page 3 of 4 

 
KNOWLEDGE (Breadth/Depth) 

Project Administrator PM1 PM2 PM3 
General understanding of <Organization> 
operations or general background in <industry> and organizational relationships.  
Knowledge of the <Organization>’s Project 
Management Approach, its tools, processes, and facilities.  General 
understanding of Business Process 
Redesign (BPR) methodology, its tools, processes, and facilities.   

General understanding of <Organization> 
operations or general background in <industry> and organizational relationships.  
Requires familiarity in the project 
management areas of integration, scope, time, quality, cost, resource management, 
communication, procurement, and risk 
management.  General knowledge of Business Process Redesign (BPR) 
methodology, its tools, processes, and 
facilities.  Ability to apply to departmental or single <Organization> operational area 
business processes.  Develops an 
understanding of the project content sufficient to assess whether deliverables 
have been met, to identify, and elevate 
issues appropriately and/or to seek expert input to assure that the process outline to 
reach critical milestones is substantive and 
sufficient. 

General understanding of <Organization> 
operations or general background in <industry> and organizational relationships. 
Requires extensive knowledge in the 
project management areas of integration, scope, time, quality, cost, resource 
management, communication, 
procurement, and risk management.  General knowledge of the Business 
Process Redesign (BPR) methodology, its 
tools, processes, and facilities which translates in the ability to apply BPR to 
business processes that cross 
<Organization> operational areas.  Develops an understanding of the project 
content sufficient to assess whether 
deliverables have been met, to identify, and elevate issues appropriately and/or to seek 
expert input to assure that the process 
outline to reach critical milestones is substantive and sufficient.  May be required 
to manage Task Orders. 

General understanding of 
<Organization> operations or general background in <industry> and 
organizational relationships. Requires 
mastery in the project management areas of integration, scope, time, 
quality, cost, resource management, 
communication, procurement, and risk management.  General knowledge of 
Business Process Redesign (BPR) 
methodology, its tools, processes, and facilities as well as general knowledge 
of Information Technology.  This 
knowledge of BPR & IT translates in the ability to apply it to complex 
business processes impacting multiple 
<Organization> operational areas and/or a mix of internal and external 
(vended) processes. Develops an 
understanding of the project content sufficient to assess whether 
deliverables have been met, to identify 
and elevate issues appropriately, and/or to seek expert input to assure 
that the process outline to reach 
critical milestones is substantive and sufficient.   

TYPICALLY REPORTS TO 
Project Administrator PM1 PM2 PM3 

Large-size-project Project Manager Manager level Manager or executive level Manager or executive level 
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Job Family Template – Page 4 of 4 

 
SOFT SKILLS REQUIRED 

Project Administrator PM1 PM2 PM3 
Highly organized; Good interpersonal skills; 
solid written and oral communications skills; Ability to prioritize work and operate under 
tight deadlines; Ability to develop 
presentations; Attentive to detail and ability to always follow-through to completion; 
Ability to handle multiple tasks 
simultaneously; Results-oriented; Strongly motivated and flexible, able to work 
independently; Ability to collaborate 
effectively with staff at all levels of the organization and learn through coaching 
from seasoned PMs. 

Interpersonal and communications skills 
including written and verbal skills as well as ability to develop and present clear 
presentations to a broad spectrum of staff 
and perhaps management;  Ability to lead, direct, and motivate teams (mostly of up to 
four people) effectively and manage 
through influence; Solid facilitation skills (even when not subject matter expert); 
Problem solving and process management 
skills;  Ability to prioritize work and operate under deadlines; Motivated and flexible, 
able to work under general guidance; Ability 
to collaborate effectively with staff at all levels of the department and learn through 
coaching from more seasoned PMs. 

Strong interpersonal and communications 
skills including written and verbal skills as well as ability to develop and present clear 
presentations to a broad spectrum of staff 
and management; Ability to lead, direct, and motivate teams (of up to 12 people) 
effectively and manage through influence; 
Solid facilitation skills (even when not subject matter expert); Problem solving and 
process management skills; Ability to 
prioritize work and operate under tight deadlines; Motivated and flexible, able to 
work independently; Ability to collaborate 
effectively with staff at most levels of the organization and learn through coaching 
from more seasoned PMs. 

Superior interpersonal and 
communications skills including written and verbal skills as well as ability to 
develop and present clear 
presentations to senior executive level staff and other executives; Ability to 
lead, direct, and motivate teams (of 
more than 12 people) effectively and manage through influence; Superior 
facilitation skills (even when not subject 
matter expert) of forums, including on a regular basis, management and 
executive-level staff; Superior problem 
solving and process management skills; Ability to prioritize work and operate 
under very tight deadlines; Motivated 
and flexible, able to work independently; Ability to collaborate 
effectively and regularly with staff at the 
highest levels of the organization. 

SCOPE 
Project Administrator PM1 PM2 PM3 

Large size to Corporate Initiative/ projects: 
Resources =  > 12 person months, Duration = > 6 months, Capital & Operating Budget = 
> $200,000, Cross Functional = >4 
Departments (Director level) 

Small size projects: Resources =  < 4 
person months, Duration = < 1 month  Capital & Operating Budget = <$50,000 
Cross Functional = < 2 Departments 
(Director level). 

Medium size projects: Resources = 4-12 
person months, (Must be able to manage small & medium size projects) Duration = 1-
6 months Capital & Operating Budget= > 
$50,000 Cross Functional = 2-4 Departments (Director level). 

Large size to Corporate Initiative/ 
projects): Resources = > 12 person months, (Must be able to manage any 
type of project regardless of scope, 
duration, budget, or cross-functionality) Duration = > 6 months Capital & 
Operating Budget = > $200,000 Cross 
Functional =>4 Departments (Director level).   
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Appendix Item B.4 – PMO Charter 
Page 1 of 13 

 
 
 
 
  

 
 
 
 
 

Enterprise Project Management Office 
(EPMO) Charter 

 
 
 
 
 
 
 
 
 

<date> 
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Contact Information 
<A great way to establish PMO visibility is to publicly identify the PMO leader and to provide contact 
information.  If you have PMO staff identified, it is also a good idea to include their names and contact 
information.  The easier it is for people to find you, the more likely they will rely on you for support.> 
Lead Contact  < name > 
Phone Number < number > 
Email < address > 
 
 
Document Contact < name> 
Phone Number < number> 
Email < address> 
 
 
  
Document History 
<Your document will go through multiple iterations as you refine your PMO model.  It is important to track 
your changes so you have a clear audit trail and stakeholders understand the adjustments made over a 
period of time.> 

Version Date Author(s) Revision Notes 
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Document Distribution 
 

Name Title Department Phone Email 
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Executive Summary 
<The executive summary contains enough information for the readers to become acquainted with the full 
document without reading it in its entirety. It typically contains a statement of the problem, some 
background information, a description of any alternatives, and the major conclusions. Someone 
reading an executive summary should get a good idea of main points of the document without becoming 
bogged down with details.> 
Purpose 
<A purpose statement is a declarative sentence which summarizes the specific topic and goals of a 
document. It is typically included in the introduction to give the reader an accurate, concrete 
understanding what you are trying to achieve.  Example:  The EPMO is a service organization created for 
the specific purpose of supporting the tactical execution of <Organization>’s business plan. 
 
EPMO Vision 
<Keep this succinct.  The Vision should capture the spirit of what you are trying to accomplish in just 
a few words.  Here is an example:  Successful Projects.  Every time.> 
 
EPMO Mission 
<A mission statement is a brief written statement of the purpose of a company or organization. Ideally, a 
mission statement guides the actions of the organization, spells out its overall goal, provides a 
sense of direction, and guides decision making for all levels of management.  Mission statements 
often contain the following:> 

 Purpose and aim of the organization  
 The organization's primary stakeholders: clients, stockholders, etc.  
 Responsibilities of the organization toward these stakeholders  
 Products and services offered  

The mission of the <Organization> Enterprise Project Management Office (EPMO) is a service 
organization created for the specific purpose of supporting <Organization’s> to: 

 Guide key projects to successful completion 
 Create a foundation for consistent project success throughout the organization 
 <insert> 
 <insert> 
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Goals & Objectives 
<Think of the goal as where you want to be.  The objectives are the steps needed to get there.  It is 
equally important to describe what the organization does not include, so all stakeholders have clarity 
around its purpose and role within the organization.> 
In support of that mission, the EPMO has <number> primary goals and objectives: 

 Deliver successful projects… 
o <details> 
o <details> 
o <details> 

 Build Project Management professionalism among <Organization’s> staff… 
o <details> 
o <details> 
o <details> 

 Keep <Organization’s> Management Team and Project Management community informed… 
o <details> 
o <details> 
o <details> 

 Serve as <Organization’s> authority on Project Management practice… 
o <details> 
o <details> 
o <details> 

 <insert> 
o <details> 
o <details> 

The primary goals and objectives of the EPMO do not include the following: 
 <insert> 
 <insert> 
 <insert> 
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EPMO Sponsorship 
Through sponsorship by <PMO sponsor> and supervision by <name, if applicable>, the EPMO gains: 

 Authority it needs to promote <Organization> -wide organizational change effectively 
 Independence that can sustain objectivity 
 Oversight that can keep its work aligned with the organization’s business strategy 
 Legitimacy as it fosters an effective, enterprise approach 

The Executive Sponsor is the person who is ultimately responsible for overseeing and certifying the 
accuracy, viability, and defensibility of the EPMO at the Organizational Level.  The Executive Sponsor 
has the following roles and responsibilities: 
1. Champion the EPMO 
2. Provide high-level oversight, direction and support 
3. Provide escalation remedy 
4. Ensure the EPMO meets if goals 
5. Approve major scope changes to EPMO 
6. Provide resources 
7. Approval EPMO charter 
8. <insert> 
EPMO Stakeholders 
<Stakeholders are the individuals or groups who have direct or indirect stake in the EPMO because it 
can affect or be affected by the organization’s actions, objectives, and policies.> 
Person, group, or organization that has direct or indirect stake in an organization because it can affect or 
be affected by the organization's actions, objectives, and policies. 
The EPMO regards the following as primary stakeholders: 

Executive Stakeholders Relationship to EPMO Expectations of EPMO 
<name, title> <sponsor, partner, customer> <list expectations> 

   
   
   
   
   



Effective PMO Design and Implementation 
Appendix 

www.prodevia.com 
134

Page 7 of 13 
EPMO Staff Sources 
< Resource may vary widely, depending upon EPMO level, model, function and size.  A broad variation 
between full-time dedicated staff to virtual or contract staff may be employed to support the EPMO.  It is 
important that all positions be listed and defined so everyone has a clear understanding of roles and 
responsibilities.> 
The <Organization> has <number> sources of staff: 

 Direct appointment of existing or new <Organizational> staff into the EPMO 
o <list title> 
o <list title> 
o <list title> 

 Temporary assignments from other departments (report to EPMO via dotted line) 
o <list title> 
o <list title> 
o <list title> 

 Contracted staff (as needed to provide expertise or staffing not available within <Organization>) 
o <list title> 
o <list title> 

 
Services 
<EPMO services will also vary depending upon EPMO level, model, function, and size.  It is important to 
list all services offered by the EPMO, so all constituencies have a clear understanding of services 
offered.> 
The EPMO will support project excellence through: 

1. If, on request, the EPMO is charged with managing a project. 
a. <Describe process here> 

2. If, on request, the EPMO is asked to assist and provide project support: 
a. <Describe process here> 

3. If, on request, the EPMO is<enter here> 
In addition, the EPMO: 

1. Provides <describe> services 
2. Performs <describe> on request 
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Metrics 
<Metrics will measure those aspects of the EPMO performance that are directly related to its Goals 
and Objectives and support its Mission. On that basis, the following areas of focus can be used to 
judge EPMO value>: 

 Are the <Organization>’s project more successful over time? 
 Is there evidence that <Organization> staff are taking a more professional approach toward 

management of <Organization>’s projects? 
 Are the attitudes of <Organization> staff regarding project work improving? 
 Are the products of the <Organization>’s projects meeting their business objectives? 
 Is the <Organization> progressing toward project management maturity? 

The EPMO staff will develop or acquire appropriate measures to obtain objective measurements.  The 
EPMO Sponsor will approve the measures before they are used.  Here are some measurements to 
consider: 

1. Improvements in project successes over time that can be measured through: 
a. Decreases in schedule and budget overruns 
b. Client/project participant responses and feedback 

2. The Project Management approach can be measured by: 
a. Quality and timeliness of project planning documents 
b. Accuracy of time and cost estimates 
c. Effectiveness at mentoring and coaching project teams 

3. Stakeholder and staff attitudes can be measured through short survey(s) 
Key Success Factors 
<These are the critical factors or activities required for ensuring the success of your EPMO.  
Examples may include>: 

 Customer satisfaction: How happy are they?  
 Quality: How good is your product and service?  
 Product or service development: What's new that will increase business with existing 

customers and attract new ones?  
 Employee attraction and retention: Your ability to do extend your reach.  
 Sustainability: Your personal ability to keep it all going.  
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If the EPMO is to be successful, there are several key issues that must be addressed.  The success of 
projects, in general, rely on the following factors being implemented:  <list here> 
Moving toward an enterprise approach, the following factors will be absolutely critical to the success of 
the EPMO: 

1. Executive Support 
2. Executive Committee 
3. Stakeholder Involvement and Collaboration 
4. Management of Expectations 
5. Strong Project Management Infrastructure 

a. Minimal Scope Creep 
b. Strong Change Control Processes 
c. Standardized Project Management Methodology 

6. Ability to Measure and Report 
7. <insert here> 
8. <insert here> 

Barriers to Success 
<These are the critical factors that may prevent the success of your EPMO.  Examples may include>: 

 Lack of Ability: Do you have the “right” people, with appropriate skills?  
 Lack of Quality: How good is your product and service?  
 Inaccurate Perception: How do your stakeholders perceive you? Your services? Your value? 
 Too Complicated: Have you introduced too many complicated processes and requirements? 
 Poor Communication: Are stakeholders adequately informed of what your organization is doing 

and more importantly, what your organization is accomplishing? 
In addition to the items listed above, the following barriers have been identified as opportunities to 
address when considering the implementation of an EPMO as they often lead to difficulty and resistance 
in acceptance: 

1. Unclear purpose – not well defined or communicated 
2. No executive buy-in 
3. EPMO is seen only as overhead 
4. Unrealistic expectations that the EPMO will immediately solve all business problems 
5. EPMO perceived as tool authoritative 
6. Politics and power struggles 
7. Hard to prove value 
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Milestones 
<A milestone is the end of a stage that marks the completion of phase, typically marked by a high 
level event such as completion, endorsement or signing of a deliverable or document. Here are some 
potential Milestones >: 

 Agreement of EPMO Charter from Sponsor and Stakeholders is received 
 Approval of EPMO Business Case consisting of: 

o EPMO Requirements 
o Implementation Strategies and Schedule 
o Project Plan 
o Cost Estimates 

 A Project Management Maturity Assessment is conducted 
 EPMO performance targets are defined 
 EPMO review process and performance metrics are established 
 Budget is established and approved 
 Space and equipment are obtained 
 Resources are secured 
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Implementation Plan 
<The following implementation plan will undergo several phases before reaching desired state.  The plan 
is broken out by phase, steps to be completed within the corresponding phase, details of that task, and 
the stated outcomes of each task.> 
Phase 1 Step Task Detail Outcomes 

1    
2    
3    
4    
5    
6    
7    

 

Phase 2 Step Task Detail Outcomes 
1    
2    
3    
4    

 

Phase 3 Step Task Detail Outcomes 
1    
2    
3    
4    
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EPMO Draft Budget 
<EPMO cost during the first two years of operation will depend upon how it is implemented.  The budget 
does not need to be fancy to be approved. The following items should be considered when determining a 
budget for implementing a PMO:> 

 Salaries for staff 
 Training for staff and/or customers 
 Technology costs for staff and/or customers 
 Printing services for materials 
 Consulting services 

 
Budget Item Amount (in thousands) 

Staff Salaries (#) $ 
Training for Staff $ 
Technology for Staff $ 
Printing Services $ 
Consulting $ 
Total $ 

 
Future of the EPMO 
<The EPMO as described in this document is only a starting point.  <Organization> may choose in the 
future to expand or diminish the scope of services that the EPMO provides, depending upon whether or 
not the EPMO continues to provide value.  Stakeholders are more likely to provide ongoing support when 
they understand the future vision of the EPMO.  A simple statement is all that is required.> 
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Approvals 
<In order for your EPMO to proceed, you must obtain approval from your Executive Sponsor.  Assuming 
your Executive Sponsor also has authority over budget, this is typically the only signature required in 
order to officially proceed.  If your Sponsor does not have budget authority, a secondary signature will be 
required so appropriate funding is released in support of EPMO implementation.  It is good practice to 
share this Charter with other key stakeholders to receive their endorsement and support – without it, your 
implementation is likely to struggle.> 
 
 
 
 
 
The signature(s) below indicate acceptance of the Enterprise Project Management Office’s Charter and 
agreement to all details included within. 
 
 
 Approve      Approve with Modification  
   
  
_________________________________________________________________________________ 
Executive Sponsor      Signature 
 
 
_________________________________________________________________________________ 
Title, Department      Date 
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Suggested Answer Key 
Module 1 – What is the Value of a PMO? 
Review and Discussion Questions 
 
1. What is a Project Management Office? 
A Project Management Office is an organizational entity with personnel dedicated to the discipline of 
project management.  In other words, its purpose is to serve the organization’s project needs. 
2. Name 3 ways in which a PMO may manage an organization’s future. 

 Emphasis on ensuring consistency and uniformity in project delivery 
 Focus on improving project management competency 
 Increase in the delivery speed and quality of projects 
 Assurance that projects that are aligned with the corporate strategy, and  
 An organization operating at peak efficiency - by utilizing repeatable processes to yield 

predictable results. 
3. List the 3 ways in which PMOs vary. 

 PMO levels:  The customers influenced and supported by the PMO 
 PMO models:  Strategic or tactical 
 PMO functions:  The services provided by the PMO 

4. What are the 3 PMO levels? 
 Program PMO:  A program PMO typically provides services to a large program or a single, 

complex project. 
 Business Unit PMO:  A business unit PMO provides services to a major business unit, 

department, or division.   
 Corporate PMO:  A corporate, strategic, or enterprise level PMO offers services to the entire 

organization. 
5. What is the difference between a tactical and strategic PMO model? 
A tactical PMO provides project managers with support services for the administrative burdens associated 
with project management whereas a strategic PMO enhances project management competency across 
the organization by focusing on strategic planning, improving project management performance 
enterprise-wide, and improving a centralized point of reference for project management knowledge and 
practice.   
6. What is the primary key to PMO success? 
Finding the right level and model for your organization is the first key to PMO acceptance, longevity, and 
success.  It is critical to decide what your goals are and position and staff and the PMO accordingly – with 
room to grow and evolve.  
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7. How many functions does a typical PMO have? 
There are seven primary components to any PMO, which grow in capability and complexity as the PMO 
evolves and assumes more strategic responsibilities.  The categories include: 

 Management Reporting 
 Process, Standards, and Methodologies 
 Training and Development 
 Project Support 
 Portfolio and Resource Management 
 Personnel Management 
 Quality Management 

8. What processes support Management Reporting functions? 
The function of management reporting is to provide administrative support for key project activities, such 
as: 

 Project status reports 
 Financial reports 
 Resource assignments 
 Schedule information 
 Timekeeping records 

9. When a PMO designs PMO processes, standards and methods, what 3 things must be 
deployed? 
To be successful, PMOs must deploy scalable project processes and templates for project/program use, 
serve as the central library for these standards, and be the expert on their use and application. 
10. What is Project TLC? 
Project “TLC” services– support in teambuilding, leadership and communications.  To be successful, 
PMOs must be competent and willing to provide project support in both the science and the art of project 
management. 
11. List 4 levels of project support. 

 Technical Project Management Support 
 TLC Support 
 Central Support 
 Technical System Support 
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12. What is the PMOs role while supporting Project Portfolio Management? 
Through portfolio management, a PMO verifies that project work aligns with strategic goals, ensures that 
the most valuable work is performed, and identifies the optimum time for performing the work.  The 
PMO’s primary role is to assume a neutral position and guide the enterprise through the project selection 
process.  The PMO can administer the process, facilitate the identification of selection criteria, and 
maintain a clear audit trail of how decisions are made.   
13. What can a PMO do to add value to resource management challenges? 
Lack of available resources is a large source of organizational pain; the PMO can add tremendous value 
by introducing simple ways to anticipate resource demand and freeing up key resources to staff priority 
projects.   
14. List 4 points of consideration when assessing PM competency for project assignment 
Since many projects may be classified according to business and technology dimensions, a PMO can 
help define the type and complexity of project management competency required to manage a project by: 

 Providing skilled project managers for projects 
 Defining skill needs by position 
 Creating a capabilities assessment program 
 Defining a project management career path and compensation program 

15. List 3 ways to ensure project quality management. 
In many organizations, the PMO ensures the processes required for quality requirements by: 

 Identifying which quality standards are relevant and how to satisfy them 
 Monitoring project results to determine compliance 
 Conduct project audits to ensure quality results 

Module 2 – Assess the Business Needs for a PMO 
Review and Discussion Questions 
 
1. Name the 5 steps you should consider when assessing project management capability in your 
organization. 
When assessing project management capability, the following steps should be considered: 

 A standard maturity model (Think of this as a good guide) 
 An assessment tool (A good way to facilitate the process) 
 A neutral party to conduct the assessment (Not always needed, but encouraged) 
 Performance metrics across process groups and specific knowledge areas (Always good to have 

baselines) 
 Document and publish findings (Create the roadmap) 
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2. Regardless of what type of Assessment Tool you use to determine PMO model, what two 
processes are typically needed to collect data? 
As assessment tool should be kept in simple format; surveys and interviews are often all you need to 
collect the necessary data. 
3. Will you rely on external parties to conduct interviews? 
No matter what tool you use to conduct your assessment, there is value to including an unbiased 
reviewer in the process.  An independent participant, who is not influenced or affected by the outcomes of 
the assessment, is your best choice.  Having unbiased input to facilitate the assessment process enables 
you to keep your assessment focused on business issues and not clouded by corporate politics or 
personal incentives.   
4. Why is interviewing one of the most common, and most valuable methods to collect and 
analyze necessary information to complete a maturity assessment? 
Face-to-face interviews may be the most effective way to collect data, as it bridges the relationship 
between the assessor and the interviewee(s).  Not only does the interview process support thorough 
collection of data, it also enables the interviewer to observe behavioral traits across the pool of 
interviewees during the collection process. 
5. Why is the opening of an interview the most critical phase in the interview process? 
The opening of the interview is the most critical, yet most often overlooked element.  First impressions 
between interviewer and interviewee will determine the interview outcome. 
6. Do you have a comprehensive list of interview questions?   
Creating or obtaining a set of interview questions will help you collect standard information elements 
across your entire constituency. 
7. Consider the constituents you need to involve in the feedback phase and list them here.  Have 
you identified a varied selection across your stakeholder constituency?   
(No key) 
8. Does your set of questions give you adequate ability to assess project management gaps 
across project knowledge areas?   
Performance should be assessed according to the project knowledge areas.  As the interview results are 
collected, documented, and analyzed – responses can be sorted according to different filters to help 
identify project management competencies, or more importantly, project management gaps. 
9. Do you have a standard template to conduct interviews and collect interview data?  
Creating or obtaining a set of interview questions will help you collect standard information elements 
across your entire constituency.  You will find a list of samples questions at the end of the course to get 
you started. 
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10. Successful collection of interview information requires prompt and comprehensive follow-
through.  What is the 4-step process to follow? 

 Document the interview as soon as possible.   
 Compile and evaluate the date from each interview. 
 Interview data should be compiled in a manner that will allow for additional analysis in specific 

areas including by organization and/or by knowledge area. 
 Conclusions, along with recommendation are compiled when assessment is complete; often, the 

assessment includes more than face-to-face interviews. 
11. Do you have a prioritized list of project management gaps/needs documented? 
Once the business needs (gaps) and possible causes are identified, the objectives of the PMO may be 
established. 
12. Can you easily translate the gaps/needs into SMART objectives? 
Once you have collected the information and identified the gaps, it is critical to identify the PMO 
objectives in a way which produce results and can be measured over time.  In other words, the objectives 
must be SMART to be effective: 

 Specific:  The What, How, and Why 
 Measurable:  Establish concrete criteria for measuring progress 
 Attainable:  The target should be a slight stretch, but not out of reach 
 Realistic:  Set the bar high enough for a satisfying achievement 
 Time-bound:  Always set a timeframe for each stated objective 

13. Can you organize your findings into a list of objectives which can be easily presented to your 
sponsor for initial approval? 
 It is important to document the results of building the business case analysis.  At a minimum, the 
following elements should be documented: 

 Business need 
 Objectives and performance criteria 
 Benefits and value 
 High-level estimate of cost and resources 

14. To whom should the business case be delivered? 
The final step in building a business case is to obtain approvals.  At a minimum, you will need 
endorsement from the sponsor and the stakeholders.  Once the preliminary work on the business case is 
documented, meet with your sponsor to validate the business case and ensure continued sponsorship 
and support. 
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15. What might be the best medium to deliver the information? 
Determining how to deliver the findings of your assessment and how to best deliver the business case 
depends upon your sponsor and stakeholders' availability and commitment to the PMO.   It is highly 
suggested that the information be presented to each stakeholder in advance of a meeting, so he or she 
can review the results before discussing them.  Ideally, all stakeholders should be present during a 
meeting where findings can be presented and discussed to get buy-in and endorsement. 
Exercise 2.1 – Conduct a SWOT Analysis 
 

Strengths Weaknesses 
 
 

 Strong pool of project managers with 
tenure 

 Project managers have strong subject 
matter expertise 

 Our life cycle development process is 
strong and successful 

 Some project managers have PMP® 
certification 

 

 
 

 Low morale among project management 
staff 

 35% of projects are tracking late 
 45% of projects are tracking over budget 
 Lack of project management practices 

Opportunities Threats 
 

 Project managers eager to advance 
skills 

 Project managers are eager to 
improve project results 

 Executive Sponsor willing to explore 
project management and PMO 
structure 

 
 

 
 Limited executive support 
 PMO sponsor holds limited project 

management knowledge 
 Funding may be tight 
 Lots of hierarchy 

 
Exercise 2.2 – Defining Constituents for Feedback 
 
For the case study, there are a number of individuals who should be included in the feedback phase.  
Here are some suggestions: 

1. Executive Sponsor 
2. Various Executives who have a vested interest in project outcomes 
3. Functional managers who have a vested interest in project outcomes 
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4. Likely customers, end users, and other constituents across the business who rely upon 
successful project outcomes 

5. Project managers 
6. Other project team members who are actively involved on project teams 

Exercise 2.3 – Preparing a Business Case 

Business Need 
Explain the business need for the PMO. 

Overall project performance data suggests improvements can be made to 
support timelier, more cost-effective, and more efficient delivery of business 
imperative initiatives. 

Strategic 
Importance 

Is the PMO mission critical? 

The PMO mission is critical to the organization, to support project success 
throughout the organization. 

PMO Objectives 
List at least five PMO objectives.  Include both short-term and long term objectives. 

1. Support successful project delivery 
2. Build Project Management maturity at the organizational level 
3. Keep Management and Project Community informed 
4. Build Project Management professionalism among staff 

Benefits 

Explain the benefits and describe the benefits that would be realized with a PMO.  Be specific; 
include dollar values, where applicable. 

 Ability to attract and retain project management staff (measured 
through PM survey; establish target performance measures)  Enhance business outcomes through successful delivery of priority 
projects (establish performance targets to current portfolio metrics)  Improve customer satisfaction of project stakeholders (identify new 
target measure) 

Estimated Costs 
and Resources 

Provide an estimate for costs and resources. 

 1 PMO Director ($ 100,000) 
 2 Training Specialists ($ 50,000 each) 
 1 Administrative Assistant ($ 35,000) 
 1 Instructional Designer ($ 45,000) 
 Consulting Services ($50,000) 

Total:  $330,000 

Benefit Cost Ratio 

What is the Benefit/Cost ratio? 

This is where using previous project overruns (financial and schedule) are 
highlighted:  35% of projects delivered late six months or more (need $ impact)  43% projects over budget by an average of $35,000  15% of projects canceled after first 45 days (need $ impact)  75% of stakeholders extremely dissatisfied 
 
The cost of on boarding new project managers is more expensive than 
retaining existing ones (use hard data to support) 
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Module 3 – Develop a Business Plan for the PMO 
Exercise 3.1 – Determining Scope 

Mission Statement 

List the mission of the PMO. 
Provide a solid foundation for <Organization> by creating an 
environment of Project Management professionalism where: 

 Project success is in the norm 
 Project teams are proud of their work 
 Internal customers reap the benefit of a carefully planned and 

executed investment 
 The organization wins through improved service or lower cost 

through efficient project delivery 
Scope 

 
 
 
 
 
 
 

List the items that are in and out of scope for the PMO. 
In Scope Out of Scope 

Project Management Practices Re-organization of existing PMs 
across organization 

Project Management Training Enterprise Project Management 
Reporting System 

Portfolio Reporting Reorganizing project 
management staff 

Resource Management   
 

Functions to Be Provided 

List the functions to be provided by the PMO. 
 Support successful delivery of priority initiatives 
 Build Project Management professionalism among staff 
 Keep Management team and Project Management community 

informed 
 Serve as an authority on project management practices 
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Deliverables 

List the deliverables for the PMO. 
 Introduce and support standardized project management 

practices (in a phased manner) 
 Provide training and professional development opportunities for 

project management community 
 Implement a Rewards and Recognition Program that 

specifically supports in the Project Management process 
 Introduce and manage standardized project reporting 

processes 
 Measure portfolio performance 
 Measure customer satisfaction 

Success and Completion 
Criteria 

How will you measure the success for the PMO functions and deliverables? 
 Are the organization’s projects more successful over time? 
 Is there evidence that staff are taking a more professional 

approach toward management of projects? 
 Are the attitudes of staff regarding project work improving? 
 Are the products of the organization’s projects meeting their 

business objectives? 
 Is the organization progressing along the OPM3 scale? 

Assumptions and 
Constraints 

List all assumptions and known constraints. 
 Limited budget 
 Limited awareness of project management across organization 
 Low morale among project management community 
 Lack of executive support 

Critical Success Factors 

List all success factors. 
 Implement a reward and recognition program that specifically 

supports the project management process 
 Management team provides the PMO with unanimous, visible, 

and vocal support 
 Introduce PMO functions in a phased manner over time 
 The organization’s management team supports the process of 

organizational change 
 



Effective PMO Design and Implementation 
Suggested Answer Key 

www.prodevia.com 
150

Exercise 3.2 – Determining Resource Needs 

Organization Type 

List the type of organization you advocate for the PMO. 
A functional PMO model, providing the following services: 

 training and development 
 project methodology 
 project and portfolio reporting 

Roles and 
Responsibilities 

List the roles required to support the PMO and their primary responsibilities. 
Role Responsibility 

Training Specialist Responsible for assessing training needs, 
delivering training programs; identifying new 
training opportunities. 

Instructional Designer Designs and develops instructional material for 
project management training courses that 
support organizational needs as projects evolve 
in size and complexity. 

Administrative Assistant Performs a variety of administrative and 
analytical duties necessary to support PMO 
operations.  These duties include general 
responsibilities such as calendar management, 
typing, copying, filing, printing, faxing, meeting, 
and compiling & distributing portfolio reports. 

PMO Director The PMO Director will adjust and shape the 
activities of the PMO to meet the changing and 
maturing needs of XXX Co. to meet project 
success.  Fundamentally, the PMO Director is 
responsible for the development and 
implementation of the enterprise-wide project 
management approach and business process 
change approach and for the corporate reporting 
of status, issues, and results of the XXX Co. key 
corporate agenda.  The PMO Director ensures 
the success of corporate priority projects by 
establishing and managing the processes, tools, 
and infrastructure to support successful project 
planning, cross-functional coordination, effective 
execution, issues resolution, and reporting on 
progress.  The PMO Director bears lead 
responsibility for building project management 
and business process change competency and 
capacity across XXX Co.   
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Exercise 3.3 – Identifying Risk 
Risk Comment 

Time management  The PMO work plan should not require PMO staff to spend so much 
time compiling reports for senior management that there is not 
enough time to ensure that projects are delivered on time and within 
scope 

Too much process If the PMO staff become “Process Police” or “Document Nazis” they 
are headed down the wrong road.  Project documentation exists for 
the benefit of the project and the organization, not for the fulfillment 
of some document standard 

Lack of executive support PMO must provide timely feedback about project goals, status, 
accomplishments, and issues 

 
Exercise 3.4 – Prioritizing Risks 

Risk Source Severity Probability Priority 
Item 

Time management 
Process 
Executive Support 

 

L M H 
  X 
 X  
  X 

 

L M H 
 X  
 X  
  X 

 

L M H 
 X  

X   
  X 

  
Exercise 3.5 – Develop a Risk Response Plan 

Risk 
Priority 

Classification Initial 
Status 

Description Mitigation/Contingency 
Plan 

Review & 
Action 

Executive 
support 

High Risk  Must 
establish 
strong, 
trusting 
relationship 
with 
executives 

Establish meeting 
schedule, define roles and 
responsibilities, define 
issue escalation plan 
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Exercise 3.6 – Developing a Communication Plan 
Audience/Stakeholder Message Method Frequency 
Executive Sponsor 1. Roles and 

responsibilities 
2. PMO 

implementation 
schedule 

3. Meeting schedule 
4. Portfolio Reporting 

1. Email, meetings 
2. Email, meetings 

 
3. Email 

 
4. Email 

1. Monthly, weekly 
2. Weekly 

 
3. Weekly 

 
4. Weekly 

Project Stakeholders 1. PMO 
implementation 
schedule 

2. Roles and 
Responsibilities 

1. Email, 
meetings 

 
2. Meetings 

1. Monthly, as 
needed 

 
2. Monthly 

Project Management 
Community 

1. PMO 
Implementation 
Schedule 

2. Portfolio 
Reporting 

1. Emails, 
meetings 

 
 

2. Email 

1. Monthly, as 
needed 

 
 

2. Weekly 
Company at Large 1. PMO 

implementation 
schedule 

2. Periodic Updates 
and 
announcements 

1. Email 
 

2. Email 

1. Monthly, as 
needed 

 
2. Monthly, as 

needed 
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Exercise 3.7 – Establish a Schedule 

ID Milestones/Tasks (grouped as appropriate) Date Due 
MM/DD/YY

Person (s)  
Responsible

Date 
Completed

Comments

1 Survey stakeholders
1a Hire consultant 
1b Design survey

2 Conduct interviews
2a Identifiy participants
2b Complete interviews

3 Analyze results
3a Identify trends
3b Prioritize points of pain

4 Make recommendations
4a Prepare results
4b Prepare recommendations
4c Present to stakeholders

5 Establish plan
5a Define implementation scheduel

M1 Milestone - End of Phase 1
6 Define training needs

6a Prioritize needs
7 Establish curriculum scheduled

7a Design courses
8 Conduct training

8a Deliver courses
8b Evaluate outcomes

M2 Milestone - End of Phase 2
9 Establish methodology

9a Design standard methodology
10 Introduce project status reporting

10a Introduce status reporting as first phase
10b Collect status report and publish findings

11 Roll out methodology in a phased process
11a Continue with rollout
M3 Milestone - End of Phase 3

Program Leader: <First Name, Last Name>
Project Manager: <First Name, Last Name> 
Project Title:  <Project Name_Project ID>
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Exercise 3.8 – Developing a Budget 
Budget Item Amount (in thousands) 

Staff Salaries (#) 
 PMO Director  Training Specialist  PMO Consultant  Instructional Designer  Administrative Assistant 

 

$ amount 
$ 100,000 
$   50,000 
$   75,000 
$   45,000 
$   35,000 
 

Training for staff $  0 
Technology needed $30,000 
Printing services $ 10,000  
Consulting $ 50,000 
 
Module 4 – Implementing the Plan 
Exercise 4.1 – Listing Success Factors and Barriers to Success 

Success Factors Barriers to Success 
The PMO functions and services are prioritized and 
implemented in a time-phased manner 

The organization will have some groups and 
individuals who will embrace a project management 
culture better than others 

The organization selects a PMO leader who has 
the right set of skills and experience 

There is inadequate executive support  
A consistent approach to planning and managing 
projects is implemented across the organization 

The organization is reluctant to embrace change 
The PMO adjusts its operation based upon 
continuous customer feedback and project 
performance measures 
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Exercise 4.2 – Drafting a Marketing Plan 
Stakeholder Importance of 

Support 
Expected Level 

of Support 
Issues or 
Concerns 

Marketing 
Strategy 

Organization Important 
 
 

Recognize value 
of project 
management 
culture 

Large audience to 
inform; what’s in it 
for them? 

Global emails to 
announce PMO; 
periodic updates 
announcing value 
to organization; 
campaigns to 
enhance 
awareness 

Stakeholders Critical Understand and 
value a project 
management 
culture 

Hard to get global 
buy-in and 
appreciation 

Emails, meetings, 
performance 
metrics 

Project Managers Critical Accept project 
management 
practices and 
processes; employ 
practices to 
support project 
success 

Varying level of 
knowledge 
Diverse group 
Varying level of 
acceptance 

Emails, 
meetings, 
training sessions, 
performance 
metrics 

Functional 
Leaders 

important Recognize value 
of project 
management 
culture; offer 
resources to 
support project 
needs 

Large audience to 
inform; what’s in it 
for them? 

Global emails to 
announce PMO; 
periodic updates 
announcing value 
to organization; 
campaigns to 
enhance 
awareness 

Customers Important Understand and 
value a project 
management 
culture 

What’s in it for 
them? 

Emails, 
campaign, 
performance 
metrics 
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Module 5 – PMO Leadership 
Exercise 5.1 – Drafting a Job Description 

TITLE: Director, Project Management 
Office PREPARED BY:  

DEPT:  DATE:  
DIVISION:  HR DEPT. APPROVAL  

REPORTS TO:  DATE  
FLSA STATUS:  CORP. COMP. APPROVAL:  
GRADE/BAND:  DATE:  

    
SUMMARY OF POSITION:    
The Director of the Project Management Office (PMO) plays a lead role in the successful implementation 
of key projects and initiatives at XXX Co. The Director is responsible for effectively marshalling the 
resources of the PMO to meet the needs of XXX Co. Executives, Senior Staff, Project Managers, and 
others to achieve project success.   
The PMO Director will adjust and shape the activities of the PMO to meet the changing and maturing 
needs of XXX Co. to meet project success.  Fundamentally, the PMO Director is responsible for the 
development and implementation of the enterprise-wide project management approach and business 
process change approach and for the corporate reporting of status, issues, and results of the XXX Co. 
key corporate agenda.  The PMO Director ensures the success of corporate priority projects by 
establishing and managing the processes, tools, and infrastructure to support successful project planning, 
cross-functional coordination, effective execution, issues resolution, and reporting on progress.   
The PMO Director bears lead responsibility for building project management and business process 
change competency and capacity across XXX Co.  He or she is also responsible for supporting business 
plan execution through the development and management of effective portfolio management; ensuring 
the right projects are completed according to scope, dates, and resource allocation. 
ESSENTIAL FUNCTIONS:    

1. Directs the design and implementation of the enterprise-wide project management approach, 
tools and processes to ensure XXX Co.’s success with its key corporate project agenda through 
consistent and effective project planning, management, and completion. 

2. Works with senior executives to set the corporate priority project agenda.  Assumes lead 
responsibility to translate from business planning to project launch activities.  Provides updates 
on the priority project agenda to key stakeholders on project status, problems, dependencies, and 
results. 

3. Assumes a liaison role with the Human Resources Department and business unit leaders to 
identify and implement workforce-planning activities to support the effective implementation of 
business process change.  
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4. Develops, maintains, refines, and implements an enterprise-wide approach to business process 
change.  Establishes common tools, templates, processes, and deliverables for managing and 
documenting the results of business process change initiatives. 

5. Directs the design and implementation of a training and development agenda to build project 
management and business process change competency across all of XXX Co. 

6. Recruits, develops, and retains a staff of experienced and highly capable project management 
staff to serve as mentors, coaches, proponents, and supporters of the project management 
approach.  Deploys these staff to provide senior project management support to each business 
area and critical projects.  On an ad-hoc basis, deploys PMO staff to serve in critical project 
leadership roles.  

7. Identifies appropriate internal and external resources with expertise in business process change.  
Works with executives, business unit leaders, and project managers to support their needs for 
business process change. 

8. As needed, implements any other tools, processes, interventions, or infrastructure necessary to 
ensure project success and the successful implementation of business process change. 

ORGANIZATIONAL RELATIONSHIPS:    
Reports to the Chief Operating Officer.  Oversees and directs the work of 5 to 7 staff.  Works closely with 
the SVP, Strategic Development to support the process to determine and develop the key corporate 
initiatives.  Works closely with the Human Resources Department to ensure appropriate support for 
business process change, staff development and resource allocation. Works closely with any member of 
the Executive Team, Senior Managers, and Project Managers on an ad-hoc basis to support their efforts 
toward project success.  
MINIMUM REQUIREMENTS:    
Bachelor’s degree and minimum of 7 to 10 years of progressively responsible experience in project 
management or equivalent training required.  Knowledge of industry standard project management 
practices, business operations, and XXX Co. knowledge, is essential.  Critical experience and abilities 
include: 

 Demonstrated analytical and strategic planning skills 
 Enterprise-wide understanding of business processes and interdependencies 
 Effective motivational, leadership and communication skills with small and large groups 
 Experience in project management and business process re-engineering methodologies; 
 PMP® Certification 
 Demonstrated experience in team building 
 Proficiency in organization, planning, and practical problem solving 
 Outstanding facilitation skills 
 Superior written and verbal communication skills; and 
 Ability to motivate and develop staff. 
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Essential Technical Skills: 
 Word Processing Software (Microsoft Word) 
 Presentation Software  (Microsoft PowerPoint) 
 Spreadsheet Software (Microsoft Excel) 
 Scheduling Software (MS Project) 
 Flow Charting Software (Visio) 

Essential Non-Technical Skills: 
 Problem Solving:  Uses rigorous logic and methods to solve difficult problems with effective 

solutions; probes all fruitful sources for answers; can see hidden problems; is excellent at honest 
analysis; looks beyond the obvious and doesn’t stop at the first answer. 

 Resource & Workflow Management:  Good at figuring out the processes necessary to get things 
done; knows how to organize people and activities; understands how to separate and combine 
tasks into efficient work flow; knows what to measure and how to measure it; can see 
opportunities for synergy and integration where others can’t; can simplify complex processes; 
gets more out of fewer resources. 

 Driving for Results:  Spends his/her time and the time of others on what’s important; quickly zeros 
in on the critical; can quickly sense what will help and hinder accomplishing a goal; eliminates 
roadblocks; creates focus. Very bottom-line oriented; pushes self and others for results. 

 Organizational Agility:  Knowledgeable about how organizations work; knows how to get things 
done both through formal channels and the informal network; understands the origin and 
reasoning behind key policies, practices, and procedures; understands the cultures of 
organization. 

 Interpersonal Savvy:  Relates well to all kinds of people, up, down and sideways, inside and 
outside the organization; builds constructive and effective relationships; uses diplomacy and tact; 
can diffuse even high-tension situations comfortably. 

 Comfort Around Higher Management:  Can deal comfortably with more senior managers; can 
present to more senior managers without undue tension and nervousness; understands how 
senior managers think and work; can determine the best way to get things done with them by 
talking their language and responding to their needs; can craft approaches likely to be seen as 
appropriate and positive.  

 Timely Decision-Making:  Makes decisions in a timely manner, sometimes with incomplete 
information and under tight deadlines; able to make a quick decision. 

 Business Acumen:  Knows how businesses work; knowledgeable in current and possible future 
policies, practices, trends, and information affecting his/her business and organization; knows the 
competition; is aware of how strategies and tactics work in the marketplace. 

 Customer Focus:  Is dedicated to meeting the expectations and requirements of internal and 
external customers; gets first-hand information and uses it to improve products and services; acts 
with customers in mind; establishes and maintains effective relationships with customers and 
gains their trust and respect 



Effective PMO Design and Implementation 
Suggested Answer Key 

www.prodevia.com 
159

 Informing:  Provides the information people need to know to do their jobs and to feel good about 
being a member of the team, unit, and/or the organization; provides individuals information so 
that they can make accurate decisions; is timely with information. 

 TQM/Re-engineering:  Is dedicated to providing the highest quality products and services that 
meet the needs and requirements of internal and external customers; is committed to continuous 
improvement through empowerment and management by data; is willing to re-engineer 
processes from scratch; is open to suggestions and experimentation creates a learning 
environment leading to the most efficient and effective work processes. 

 Comfort with Conflict:  Encourages direct and tough debate but isn’t afraid to end it and move on; 
energized by tough challenges. 

DIMENSIONS:    
Responsible for the direct supervision of 5 to 6 PMO staff.  Responsible for the tracking, support, and 
indirect oversight of 40+ corporate priority projects employing over 500 staff.  Monitors progress, identifies 
and elevates decisions and cross-functional issues, and defines and implements project management 
and business process change infrastructure solutions to ensure project success. 
 
Exercise 5.2 – Creating Interview Questions 
1. Describe past experience and accomplishments. 
2. Review credentials and education. 
3. Tell me how you have handled resistance during previous PMO installations and describe your 

approach to get reluctant stakeholders to buy into the plan. 
4. How do you foster strong relationships across the organization? 
5. What top three qualities or attributes are required to successfully lead a PMO? 

Module 6 – Measure the Effectiveness of the PMO 
 
Review and Discussion Questions 
 
1. At first viewed as a mechanism to introduce standards and consistency, the PMO must evolve 
into an indispensable piece of an organization’s operating model to survive long-term. 
2. What are some common pitfalls for many PMOs? 
Some common pitfalls for many PMOs include: 

 Lack of executive sponsorship 
 Wrong expertise for PMO organization 
 Introducing process for the sake of process, not to reduce or eliminate corporate pain 

3. Name at least three signs that a project is under control. 
 An efficient and effective project reporting system is enabling an escalated decision-making 

process for addressing and resolving project conflicts 
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 Project intervention is occurring on a more real-time or proactive basis, based upon accurate 
project indicators and results 

 Project schedules have accurate estimates, and projects are delivered according to original 
estimates, with few required adjustments 

 Project sponsors are informed and involved in project oversight, decisions are being made in a 
timely fashion, and communications are regular and consistent. 

4. What should be evaluated in a customer satisfaction survey? 
 Responsiveness of PMO staff 
 Availability and access to PMO 
 Project management tools 
 Project management consultation and 

assistance 
 Meeting facilitation 

 Executive reporting 
 Project management-related training 
 Business plan communications 
 Direct management of projects 
 Project audit process 

Module 7 – How to Market the PMO 
Review and Discussion Questions 
 
1. What is one of the greatest challenges for the PMO? 
One of the greatest challenges for the PMO leader is to exhibit ongoing value to stakeholders. 
2. What is used as a way to inform and promote the PMO value proposition to the organization 
over a period of time? 
The Marketing Plan 
3. What is the purpose of the Marketing Plan? 
The purpose of the Marketing Plan is to provide constituencies with a line of sight from the PMO’s 
mission, values, goals, and performance to their day-to-day work. 
4. What three dimensions must be considered in the Marketing Plan? 

 The customer groups to be served 
 The customer needs to be served 
 The technologies to be utilized 
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Below are examples of the types of questions you can expect from the course’s online assessment. 
Please answer the following questions and then check your answers with the answer key that follows. 

1. Which of the following is not a defined level of PMOs? 
 Program PMO 
 Functional PMO 
 Business Unit PMO 
 Corporate PMO 

2. How do PMOs vary? 
 The functions and services provided by the PMO 
 The PMO Level 
 The model - strategic or tactical 
 All of the above 

3. Which of the following is not typically a defined function of a PMO? 
 Management Reporting 
 Processes, Standards, and Methodology 
 Business Development 
 Personnel Management 

4. Through portfolio management a PMO – 
 Verifies that project work aligns with strategic goals 
 Ensures that the most valuable work is performed 
 Identifies optimum time for performing the work 
 All of the above 

5. Which of the following is not a method used by the PMO to help define the type and complexity of 
project management competencies required for managing projects? 
 Monitoring project results to determine compliance 
 Defining skill set needs by position 
 Creating a capabilities assessment program 
 Defining a project management career path and compensation program 

6. Which of the following is a way to ensure project quality management? 
 Identifying which quality standards are relevant and how to satisfy them 
 Monitoring project results to determine compliance 
 Conducting project audits to ensure quality results 
 All of the above 
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7. Which of the following is not an element of the 4-step process to follow-up maturity assessment 
interviews? 
 Document interviews as soon as possible 
 Compile and evaluate the data from each interview 
 Develop conclusions and recommendation 
 Compile sponsorship expectations 

8. Which of the following is not one of the defined SMART objectives used to address pals and 
needs? 
 Measurable 
 Attainable 
 Required 
 Specific 

9. Which of the following is not one of the four minimum elements that should be documented in the 
business case? 
 Business Need 
 Detailed Level of Cost and Resources 
 Benefits and Value 
 Objectives and Performance Criteria 

10. Which of the following is not true of a Projectized PMO? 
 Involves multiple "bosses" 
 The PMO supports all projects across the entire organization 
 All team resources are fully deployed to projects 
 The PM controls all elements and resources of the project. 

11. Which of the following is considered when determining the budget for the Business Plan? 
 Salaries and benefits for the staff 
 Training 
 Technology and location costs 
 All of the above 

12. Which of the following is not an advantage of implementing a PMO pilot program? 
 Decreases the risk exposure 
 Allows team to develop ongoing support across constituency 
 Allows for better control of change across constituency 
 Potentially extends the implementation plan 
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13. Which of the following is not a true statement regarding implementing a new PMO? 
 Address with top priority the areas that produce the most pain in projects. 
 Rely on stakeholders and the steering committee for feedback, guidance, and support. 
 Create detailed procedures immediately. 
 Ensure that the PMO staff does not lose sight of long-term objectives while looking for 

short-term wins. 
14. Which of the following is a critical skill that must be considered for any PMO leader? 

 Technical and non-technical skills 
 Coaching and mentoring skills 
 Interpersonal skills 
 All of the above 

15. Which of the following is not true as it relates to ensuring long-term success of a PMO? 
 Design a plan to implement a PMO in sequential phases. 
 Maintain a complex plan for the future. 
 Establish a PMO model that allows for an opportunity to learn from the past and to 

prepare for the future. 
 Establish a common approach which, over time, prioritizes projects to meet strategic 

goals. 
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Assessment Preparation Answer Key 
1. Functional PMO.  The three defined levels of PMOs are Program PMO, Business Unit PMO, and 

Corporate PMO. 
2. All of the above.  PMOs vary by level, models, and function. 
3. Business development.  The seven primary functions of a PMO are management reporting, 

standards & methodology, training & development, project support, portfolio & resource 
management, personnel management, and quality management. 

4. All of the above.  The PMO - through portfolio management - verifies project work alignment to 
strategy, ensures that valuable work is occurring, and identifies optimum time for the work. 

5. Monitoring project results to determine compliance.  A PMO can help define the type and 
complexity of project management competency required to manage a project by providing skilled 
project managers for projects, defining skill needs by position, creating a capabilities assessment 
program, and defining a PM career path and compensation program. 

6. All of the above.  Quality management is supported by identifying quality standards, monitoring 
results, and conducting project audits. 

7. Compile sponsorship expectations.  Successful collection of interview information requires 
early documentation, compilation and evaluation of interview data, organization of data by 
organization and knowledge area, and conclusions along with recommendations. 

8. Required.  Objectives should be Specific, Measurable, Attainable, Realistic, and Time-bound. 
9. Detailed Level of Cost and Resources.  The four elements should always be documented in a 

business case - the business need, objectives & performance criteria, benefits & value, and the 
high-level estimate of cost and resources. 

10. Involves multiple “bosses”. A Matrix PMO involves multiple "bosses" on a project. A 
Projectized PMO does not. 

11. All of the above.  The following items should be considered when determining a budget for the 
PMO: salaries/benefits, space requirements, training, technology costs, printing services, special 
equipment/tools, and consulting services. 

12. Potentially extends the implementation plan.  A con of implementing a PMO pilot program is 
that it potentially extends the implementation plan. 

13. Create detailed procedures immediately. When implementing a new PMO, create high-level 
processes first, then focus on creating detailed procedures later. 

14. All of the above.  The PMO leader must have appropriate technical and non-technical skills 
suited to the level of the PMO in the organization, interpersonal skills that will build relationships, 
a mentoring mindset, and presence that demonstrates leadership, insight, and vision. 

15. Maintain a complex plan for the future.  Maintain a simple plan; don't get so caught up in the 
intricacies of project management that you lose sight of why the PMO exists - to serve the greater 
organization. 
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