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Editorial

The April Newsletter has been sent out later thanlanned. We offer our
apologies. Probably one of the reasons for this kess is mulling over
strategic directions in which to steer the newsledtr.

In the past issues, we touched on a number of togievithout any thoughts
of helping with the implementation of the tools andnethodologies
described. In this and some of the future issues,eashall be discussing
topics which we would persuade our readers to imphaent in their
organizations. And we shall make our suggestions drow to achieve this
if contacted.

The topic in this issue is the PMO (Project Manageent Office). The
acronym also stands for Program Management Officeni organizations
with many large groups of projects or programs. Wewish we could
persuade all large establishments in the country,dih public and private,
to implement the PMO. For one thing, it will introduce knowledge-based
discipline and focus in our choice of projects anth our project
management. If there is anything, we as a nation gently require in our
choice and management of projects, it is knowledg# structured modern
project management practice to enable us to make fiormed decisions on
the projects to implement and how to do so.

The abandonment and failure of projects that are tle bane of our project
management practice testify that our people fail beause of lack of

knowledge. Good reading.



2.0. Issues and Best Practices

2.1. Anecdotes illustrating the benefits of a

PMO

PMO Rescues Chandler City IT Projects

Around 2000 — 2002, the Information

Technology Division of the City of Chandler,

a suburb of Phoenix, Arizona, located in the

“Silicon Desert” was gripped by gross

operational inefficiencies. Their failings were

characterized by the following:
IT officers were saddled with too
many projects and not enough time.
Following years of unprecedented
growth and accompanying increase
in demands for services, “some
projects were taking three to four
years to complete, some were never
completed and some even
disappeared from the manual
tracking records.”
Many departments in the city were
just plain frustrated with IT. It was
common for meetings of the
supervisory committee to turn into
complaint sessions.

Solution

New officers experienced in project

management were hired, and these set about

establish a PMO to achieve the following:

1. Standardization and a clear understanding

of project management by all IT staff.
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2. Establishment of a standardized methodologycancsponding templates.
3. Hiring a consulting firm to conduct a four-dapj@ct management boot
camp to teach staff basic project management torertbat everyone was
speaking the same language and that each indiviidtia¢ org chart knew his
or her role in the project management process.
4. The Project Management Office was officiallyaddished in 2004 and with
this, they started to introduce structured projeahagement.
5. To achieve the establishment of structured ptaf@nagement, the PMO
Manager introduced STAIRS model to the city’s I&esing committee. This
enabled them to prioritize, terminate and improkagxts. Each letter of the
STAIRS acronym represents a critical componenhefdommittee’s job as
described below:
Steering: Determining the overall direction of tiy’s technology
needs.
Terminating: Terminating failed or failing projediased upon pre-
established criteria.
Assessing/Awareness: Remaining informed and awateeo
performance of active projects, and with changehercity’s
business needs and with technology.
Improving: Studying and developing ways to enhaneginess
operations and services through technology, prazedgeople.
Recommending: Based on such studies to make negegsific
recommendations to improve the process and makatthe IT
projects more successful.
Supporting: Ensuring that IT projects receive theport of top-level
management and that management is committed toviego
obstacles for the project team.
6. The PMO Manager also created a portal for the éhat is this?
The portal includes a step-by-step walkthroughhefyroject
management process; consisting of everything fratiation through
planning to control,
It includes the role of the project manager. TheQ°Manager
explains that “the portal turns project manageniaota kind of
recipe where even someone who is not that familidr project
management can work themselves through the précess,
It now includes projects in process, the IT strat@dpn, the IT
governance process, biographies of PMO team menba(3s,
awards the PMO has received and a list of complatejgcts that
allows any city employee to see what the office dmmplished

over the past several years.



7. Lastly, the PMO Manager introduced the
quarterly “Blitz” . This the PMO group refers
to “as an all-out attack on project milestones
and key deliverables”. What is the PMO
“Blitz"?
It is a snapshot in time, a method for
measuring performance and success,
It is a professional challenge brought
forth by setting short-term lofty goals
and beating the industry standard for
completing projects.”
Results
The PMO Blitz was first launched in
the fourth quarter of 2004. It
earmarked sixteen deliverables that
were targeted for completion by
December 31. Twelve of the targets
were completed (along with an
additional nine non-targeted
deliverables).
This achievement was “significantly
above the industry standard.”
It was not a one-off because it is
sustainable; the PMO Manager says
that the most recent Blitz has an 85
percent target completion percentage.
2.2. Real-Life Use of a PMO In Xcel Energy
Xcel Energy is the fourth-largest combination
electricity and natural gas company in the
United States, with five million customers in
11 states, 11,000 employees and annual
revenue of $9.5 billion.
Problems:
1. Projects well exceeding budgets
2. Delayed projects
Solution: Creation of a program management
office (PMO), its objectives were:
1. To manage delivery of projects and a
formal portfolio management system
for evaluating and prioritizing

strategic IT projects.

2. To manage $100 million of mostly discretionary sheincluding all
mandatory regulatory and compliance initiatives, aiset of standard
and consistent metrics.

Operation

1. The PMO Manager starts his day by studying the Hez
dashboard containing a summary of the performahed projects.
This contains the following:

Projects marked green to show acceptable perforenanc

Projects marked yellow indicating warning of weatfprmance

Projects marked red showing failing projects, déngafrom budget.
The projects in his portfolio are important sinbeyt generate
positive return on investment. Therefore, thereukhbe no
delay in attending to their problems as this meareduced
return to the company and its shareholders.

2. They installed software for portfolio managem@nogram

management and demand management. The productsisednp

customizable desktop dashboards which providedollaving services:
To provide real-time status on requests and praject
The ability to roll up the data in ways that gemeda metrics
meaningful to Xcel Energy’s operation.
They could be personalized on both the IT and ssinsides,
advancing the goal of making IT initiatives and @ti®ns transparent
to business stakeholders.

3. They identified the following as the essentigredients for a

successful PMO. These included:

Clear and consistent governance policies, standangisprocesses
Automated core processes
Support from and mentoring of project managergtierPMO’s new
‘end-to-end’ processes This involved liaison witlsimess units
Achieving and maintaining close alignment with mgsis units on
PMO goals and processes
Special emphasis on the financial management ¢égi
Creating an understanding of commercial rigor acwbantability
Driving recognizable business transformation thtoaegisting IT
investment
Leading with a "practice what we preach" exampleunning the
PMO initiative itself as a project

Result:

PMO took control of $100M in projects such thatAygust 2005, the PMO

delivered $600M in value.



2.3. What is a PMO?

The PMO is an essential component for future

organizational process success. Its functions

include the following:
It is the organizational entity with
full-time personnel to provide a focal
point for project management.
It provides services and
organizational focus in core and
supporting areas of project
management by training, consulting,
and mentoring the project-related
personnel, by augmenting project
teams, and by serving as a
clearinghouse for best practices.

We shall briefly explain some of the functions

to underline the necessity for the

establishment of a PMO.

Staff Augmentation

1. This is the process by which the
PMO serves as a “temporary” agency
in that it provides personnel of
various skills to projects in the
enterprise in order to fill any
shortfalls that might exist in project
staff.

2. Ifthe PMO is properly staffed, then
the temporary project staff members
seconded to project teams will also
serve as a conduit for best practices
and company policies into the
project.

3. In organizations, without a formal
resource allocation process, project
managers are left to solicit and obtain
resources from functional managers.
This could lead to conflicts and
difficulties that will hamper the

project team’s efforts in completing

the project successfully. Therefore, the PMO shputdvide resource
management capabilities across the organizatiorsana as a
resource pool for project professionals. It is athign that resource
requirements can be balanced across projects.

Building on the knowledge, skills, and competenoyfites, the PMO
can assign project managers to specific projedisein areas of
expertise. It can make decisions on the best uae ofganization’s

resources to meet its goals.

Mentoring

1.

When a project has sufficient number of staff, thetteam members
do not possess the appropriate competency for bgiective project
duties. It becomes necessary for the PMO to assggasoned
professional to assist and work with those projeain members.
The mentor will work alongside the team membersafotong and as
often as necessary until such time that they aeghi& confidence
and competence to perform their functions withargat intervention
by the mentor.

The mentoring arrangement is phased out by comggittio a
consulting arrangement, where the contact meesiog ias needed

basis.

Consulting

1. Briefly, it could be described as assistingtdam to validate the

correctness of their analysis, and the viabilitytafir assumptions.

2.
3.

It is normally performed by an experience projacfessional.
It is also phased out as the team becomes moreateni@and

confident.

Other Functions of a PMO

1.

The PMO should be the focal point for project maamagnt
improvement and enhancement.

It does this by establishing best practices angrbyiding training in
all project management knowledge areas.

It becomes the responsibility of the PMO to focnsaceas such as
development of lessons learned and standardizetboh@bgies.

It serves as a facilitator, an enabler, and an eabecfor improved
performance across all projects in the organization

It will continually define quantitative objectivdésr improving project
management processes.

It will maintain an extensive yet orderly archiviepooject
performance data, together with an evolving listestons learned for

all aspects of project management.



10.

11.

12.

It should integrate and disseminate
these best practices into the
enterprise project management
policies such that each project is
considered as an opportunity for
learning how to improve project
processes and organizational
approaches.

It can provide easy to use and
accurate models and procedures for
estimates and for schedules.

It can provide and support enterprise-
level project management tools for
scheduling, resource management,
time reporting, estimating,
configuration management,
requirements management, risk
management, and a central repository
for lessons learned.

As it is the focal point for project
management enhancement, best
results will be obtained if PMO
personnel set objectives for such
improvements and continually check
the progress against the plans. In
other words, the PMO must practise
all the monitoring and improvement
philosophies that it prescribes for the
projects.

By publicizing such positive results
on attaining its own goals, and
hopefully the goals of all
organizational projects, the PMO wiill
continue to maintain a support base
with the senior executives.

It should routinely brief top
management on project management
principles and new developments in
the profession, in order to integrate
project management into the broader

business context.

13. As it develops, records, compiles, and dissemirthieebest practices
in project management, its repository of informatshould be
continuously evolving. The PMO will maintain proferchives
containing data on project life-cycle performanod aroject scope,
cost, and schedule. Additionally, lists of issued problems of
previous projects will be available to all new gts. Thus,
successive projects are able to build upon theteskearned of
previous projects.

14. It is not sufficient to collect project data anéthto file it away
without guidelines as to how to best use it in fatprojects. The
PMO is the organizational entity with exposure toltiple projects,
and therefore, is in the best position to faciitkhowledge sharing
through lessons learned.

15. The PMO should focus on integrating positive projgactices,
promoting the use of recommended tools and tenylated

providing guidance and support.

2.4. PM Best Practices

2.4.1. Invest in Training or Risk Project and Busiress Failure

The Center for Business Practices of Project Mam&ge Solutions, Inc.,
Havertown, PA, USA recently published a surveyesfisr project
management practitioners, carried out in 2004tledti“Value of Project
Management Training” It reveals that organizatiomerwhelmingly improved
in a number of areas as a result of project managetraining. The
relationship between classroom and workplace pedoce is highlighted by
the finding that about 91 percent of the organmetishowed a moderate to
extreme improvement in the individual's on-the-fdrformance. This
underlines the importance of training in changiogvtan organization

improves in the execution of projects.

2.4.2. Collating Lessons Learned in a PMO

Why should teams gather lessons learned in a proj&t

1. Many project managers support the collatiores$bns learned so that
others may benefit by adopting practices that lmeen helpful in their

projects while avoiding the unhelpful ones.

2. Collation of lessons learned is commonly acakptea useful practice and a
measure of project management maturity. Why? Onelsianswer is that
because efforts and resources have been investisigning and
implementing a tricky solution, therefore, anotteam of the same

organization should not go on to “reinvent the whbg trying to evolve their



own solution to the same problem. That would
amount to an inefficient useful of resources;
indeed, waste of efforts.

3. Generally the tendency is to wait until the

D

project is completed before lessons learned ar
gathered. In adopting this option, the collation
may be rushed through or may be even
ignored, giving way to other priorities.

4. Since on the face of it, one may not be able
to quantify the cost or value of lessons
learned, they are not usually taken seriously o
may be forgotten entirely. This only leads to
regrets in future when the issues resurface and
the solutions cannot be applied because they
have been forgotten.

5. Capturing lessons learned is only one side
of the coin; the other is organizing them so
that their values can be used in the
organization.

6. No organization can be a "learning
organization" if they keep forgetting the past.
The lessons learned should be incorporated to
organizational systems and disseminated to
project operatives and managers because such
knowledge is critical to organizational
success.

The Solution

Having accepted the above-stated reasons as
making a good business case for the collation
of lessons learned, the approaches used by
organizations include the following:

1. Some organizations gather lessons
learned after the completion of each
project phase instead of waiting until
project is completed. The advantage
in this case is that teams have the
opportunity to document lessons
learned while they are fresh and
details are recent memories.

2. In some organizations, lessons

learned have appeared as required

3.

items on checklists used to advance to the nexégrphase.

The solution recommended here is to take the agbdgcumenting
lessons learned away from project managers andgirtgams.
Project managers should manage projects, not ls$samed.
Instead, appoint a Project Knowledge Managementdioator — a
lessons learned subject matter expert to takeafaed manage
lessons learned. However, project team membel$atie a
responsibility of passing along project experieraed providing

details about what they have learned to the coatdin

Duties of a Project Knowledge Management Coordinato

1.
2.

A position in a Project Management Office (PMO).

Responsible for managing lessons learned. Thisded gathering,
documenting, presenting for review and approvatiating,
publishing the lessons.

Making people within the organization aware oflafisons learned
and how they can benefit from their use.

Prepare templates for the project specific expegsrso that they can
be applied throughout the entire organization. Bviena
Methodology Manager has facilities for preparinghstemplates.
Apart from reports obtained from team membersgcth@dinator
should review other sources for lessons learned.sblurces include
meeting minutes, internal and external audit report

Lessons learned templates should be stored itebake and be
categorized so they are searchable.

He should organize and present newly documentadhsdearned to
an internal review group for approval. The reviewup has the
responsibility and authority to accept or rejecvessons learned as
valuable to the organization.

Conducting updates of lessons learned databa$msndw lessons
learned are published and made available to prtgeats throughout

the organization.
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Local PMI Chapter:

Your local chapter is:
PMI Nigeria Port Harcourt Potential Chapter,
c\o Total Technology Consultants Limited,
48 Old Aba Road, Port Harcourt

We meet on the first Tuesday of every month




