THE
COMPLETE
PROJECT
MANAGEMENT
OFFICE
HANDBOOK

THIRD EDITION

GERARD M. HiLL

CRC Press
Taylor & Francis Group
Boca Raton London New York

ss is an imprint of the
an informa business

Taylor & Francis Group,
AN AUERBACH BOOK


http://www.crcpress.com/product/isbn/9781466566316

CRC Press

Taylor & Francis Group

6000 Broken Sound Parkway N'W, Suite 300
Boca Raton, FL 33487-2742

© 2014 by Taylor & Francis Group, LLC
CRC Press is an imprint of Taylor & Francis Group, an Informa business

No claim to original U.S. Government works

Printed on acid-free paper
Version Date: 20130723

International Standard Book Number-13: 978-1-4665-6631-6 (Hardback)

This book contains information obtained from authentic and highly regarded sources. Reasonable efforts
have been made to publish reliable data and information, but the author and publisher cannot assume
responsibility for the validity of all materials or the consequences of their use. The authors and publishers
have attempted to trace the copyright holders of all material reproduced in this publication and apologize to
copyright holders if permission to publish in this form has not been obtained. If any copyright material has
not been acknowledged please write and let us know so we may rectify in any future reprint.

Except as permitted under U.S. Copyright Law, no part of this book may be reprinted, reproduced, transmit-
ted, or utilized in any form by any electronic, mechanical, or other means, now known or hereafter invented,
including photocopying, microfilming, and recording, or in any information storage or retrieval system,
without written permission from the publishers.

For permission to photocopy or use material electronically from this work, please access www.copyright.
com (http://www.copyright.com/) or contact the Copyright Clearance Center, Inc. (CCC), 222 Rosewood
Drive, Danvers, MA 01923, 978-750-8400. CCC is a not-for-profit organization that provides licenses and
registration for a variety of users. For organizations that have been granted a photocopy license by the CCC,
a separate system of payment has been arranged.

Trademark Notice: Product or corporate names may be trademarks or registered trademarks, and are used
only for identification and explanation without intent to infringe.

Library of Congress Cataloging-in-Publication Data

Hill, Gerard M.
The complete project management office handbook / Gerard M. Hill. -- Third edition.
pages cm. -- (ESI international project management series)
Includes bibliographical references and index.
ISBN 978-1-4665-6631-6 (hardcover : alk. paper) 1. Project management--Handbooks,
manuals, etc. I Title.

HD69.P75H54 2014
658.4'04--dc23 2013027685

Visit the Taylor & Francis Web site at
http://www.taylorandfrancis.com

and the CRC Press Web site at
http://www.crcpress.com



Contents

AcKNowledgments ......cucvecreernenneninensensensensenseisnissississisnissississssssssssssssseses xvii
N 1 1 N xix
INErOdUCHION . eeieeeeeeeereereereeeecseerenseeecssnseessasessssssesssnsasssnsssssssssssnsasssasassssnsans xxi

SECTION I PRACTICE MANAGEMENT

1 Project Management Methodology .........cccueirevennsusrienicesnsnsnnscsisenenees 3
Project Environment Interface Concepts.......coveverveveeeruenirenieneeeneeeenveeenes 5
Business Environment Interface Concepts .......eevveveeeeruenerenenenencnencneeennes 5
Project Management Methodology Activities across the PMO
CONTNUUINL ..ottt 6
Project Management Methodology Function Model ........c.ccvveeinniinnnee. 8

Establish Basis for Project Management Methodology .........cccovvveucnen 8
Convene Methodology Development Team......c.cceeeenevevnnneee. 9
Prepare Methodology Deployment Strategy .....c.cevevrveveeenneneee. 10
Examine Current Practices........ccooevviiviiiiiininniiiniiiiiene, 19

Develop Methodology Solution ......c.coeeeveveeneeinnccnnieinenecnenen 22
Identify Methodology Components.........c.coeveeererreccnierecnuennes 23
Design Life Cycle Processes.......c.eoevevererueeennreeneecenerenennenenes 25
Develop Project Management Practices........oceeveevrerieenennencns 31
Introduce Methodology Platform .......cccoecenivuccnnicccnecnennenne. 33

Conduct Methodology Implementation ..........cccccceuviviiiciciccinnnnnes 35
Plan Methodology Implementation ..........ccccccovuvivieicucucccnnne. 35
Plan Project Transition .......cccccveuieiviciininicinncinicineeeae 39
Conduct Methodology Training and Implementation............ 42

Manage Methodology Maturity ......c.cccoceevivieininieininicinieeenecees 43
Evaluate Methodology Implementation..........ccoeeevrueuiennenee. 43
Analyze Methodology Performance........cccoeveiveicinieinennennne. 44
Manage Methodology Maintenance........cccoeueeevverecerrenenennenene. 45

Postscript for the Smaller PMO ..o 46

<



vi

m  Contents

Establish Simple, Critical Processes for Project Management ........... 47

Gain Increased Support for Process Expansion ........cccoveenirveeenenee 47
Expand and Incorporate Technical and Business Processes............... 48
Project Management ToOls.....cccevuerrerenensensensnnsnnsnesnesnessessessessessessessenns 51
Project Environment Interface Conceprs......cvvvvvevereereirereinereceneenencnnenenes 52
Business Environment Interface Concepts .......oeevvereinierecinneeceneerencnnenenes 54
Project Management Tools Activities across the PMO Continuum............ 56
Project Management Tools Function Model .......cccocoeinreinnccneincnenae. 58
Select Project Management Tools .....c..ceoevuevernieinncinnicinenccnnen 58
Identify the Need for Project Management Tools..................... 59

Examine General Types of Project Management Tools............ 60

Assess Specific Project Management Tools.......c.cccvveveerieueenee 62

Acquire Project Management Tools.........ccoceeviniiinicinnine. 64

Implement Project Management Tools .......c.ccoeiviniinicinninnnee, 65

Plan Tool Implementation ..........cceeveeeeenererenenneneeeneneencns 65

Plan Tool Transition.........ccceevveeererieeneniereneneeeneseeeereseeene 66

Conduct Tool User Training ........ccoceeeeveiceneennccinneennne, 66

Conduct Tool Implementation ........cocoeereereneenenenieccnenenens 67

Evaluate Tool Performance .........cccoeeeevieinnicineneinncineenenceees 67
Identify and Resolve Utilization Problems.......c.ccccecevveerennencn. 68

Identify and Resolve Functional Problems.......c..ccceceveerennncn. 68

Assess Overall Tool Effectiveness........cccocevueereneineniencncnencns 69

Postscript for the Smaller PMO .....c.ooivieiiineinicinecniecneceneceeneenes 69
Standards and Metrics.....ceuerrerresressessessessessesssssnessessessessessessessessessassasss 71
Project Environment Interface Conceprs......c.oovvvevereereirnueineecneneneneenene, 72
Business Environment Interface Concepes ......coevveererieenenierenenieenennenens 73
Standards and Metrics Activities across the PMO Continuum .................. 74
Standards and Metrics Function Model.......c.ccoeceniiecnnecncccneinenne, 76
Implement Project Management Standards .......ccooevveveeereeinennccnnnee 76
Examine Standards SOUIces.......ccvvvveinerreinneinniecineerecnenen, 77

Identify Applicable Standards.......ccoceevereinnccinnccneinenne, 80

Introduce Preferred Standards.......oeevvrieinncinnccnecenienne, 82

Conduct Benchmarking ... 84

Determine Project Metrics Requirements...........ccoceviniiiiiiiiinienns 86
Identify Process Management and Improvement Metrics........ 87

Identify Project Performance Metrics .........cccovvuvivieucucucuccnnnne. 89

Identify Business Management Metrics.........ccccoeeeinierininnenene. 92

Introduce and Use Project Metrics.....coueuerverieeneneeenenieencneeenneneenes 94
Establish Metrics Measurement Plan........ccccccoevvecencniecnennee. 94

Compare Metrics Performance........cocoeveveverencnnencccnenencns 95

Establish Corrective ACHIONS. ...c.ccvvveveireereinieniireeereieereneaes 95

Postscript for the Smaller PMO ....coooiiiiiiiiniiiiiiiiincnecneceneeene 96



Contents | vii

4 Project Knowledge Management........ceeueueucrireesusnssssesescseesnsnssessacaenes 929
Project Environment Interface Concepts......c.cevvvveeriereereienenieencnenenenes 100
Business Environment Interface Concepts ........cccocceeceiririninicicucuciccnnnnes 101
Project Knowledge Management Activities across the PMO
CONUNUUIML ..ottt 102
Project Knowledge Management Function Model.........ccccccvviiinninne. 102

Establish Knowledge Management Framework ...........ccccooveeennee. 104
Information Management .......cccoeeeveeveireeneeeniererenneniennenenns 105
Document Management..........cccoouevviviiniiniiininiiiiiniiiens 108
Process Management.........ccocceiiiiiiniiniininininiciicens 110
Collaboration Management.........cccoeveereereeerereineerencnnenenennes 111
Project Archive and Reference Library Management............. 114

Introduce Knowledge Management System.....c.cccoeevvveeineerccnenee 117
Conduct Installation and Establish Connectivity .................. 117
Perform Function and Feature Customization.........c.coeueunee. 117
Introduce Project Knowledge Management Content............. 120

Implement Knowledge Management System ...........ccccocucucuiurnnnne. 121
Develop PMIS ...ttt 121
Develop Executive Dashboard.........cccoveueeenneninecnneinnnes 130
Construct Project Management Library ........cccccoeveiniiines 131
Implement Online Project Collaboration .........c.cccceeeceuennnee 132
Implement Other Knowledge Management Tools.................. 134

Postscript for the Smaller PMO ....co.ooiiiiiiiiiiininiiniiccnenccieceeene 135

SECTION Il INFRASTRUCTURE MANAGEMENT

5 Project GOVEINANCE .uviuirerereresnsnssisisisisesissssssssssesssesessssssssssssssssssssssssses 139
Project Environment Interface Concepts........eevvvveereeveernuenenierencnierenenes 140
Business Environment Interface Concepts .......coveevverveereneencnvercnennencns 141
Project Governance Activities across the PMO Continuum............c..c...... 142
Project Governance Function Model ..o 144

Prepare and Maintain PMO Charter......cocccvevvenencincnecncnencne 144
Define Business Purpose........cccecevvevieenenieenenennienieencnenens 146
Specify Organizational Alighment .......cccoeeveeenerccneincnnenne. 148
Highlight Functional Responsibility.......cccccvvecineeciniecnnes 148
Specify PMO Authority...ccoveeeeerreininieineereineeieereeneeneeeen 149
Identify PMO Funding ........cccoeveevvreinencinncineereeneeneenes 150

Develop Project Management Policies ......c.ccvveveeererenneineneenennee 150
Evaluate Policy Needs......coeirueirinenininieinereseieeeeens 151
Demonstrate Senior Management SUpport.........ccceveiiienns 151
Prepare Policy Guidance..........cccoueuiuciiiiiiiininiiiicccicene, 152

Develop Project Classification Guidance .........ccceevvevernieineereenennee 154

Examine Project Classification Purpose........cccoevevereeeenernencne. 154



viii

m Contents

Identify Project Classification Criteria.......cccvvueervererererenenes 154

Implement Project Classification Guidance........c.cccoueueeneneee. 157

Establish Project Manager Authority .........cccccccciiiiiinnnninccnee. 157
Establish Executive Control Board ...........cccoeecininiiininccinininnnee. 159
Determine Executive Oversight Requirements ............c.c...... 160

Set Control Board Parameters ..........ccevvueueiriereineerecenenennnes 161

Prepare Control Board Operating Procedures .......c.ccoeueenee. 162

Align Business and Technical Committees.......coevverrereeeruerinernenene. 163
Postscript for the Smaller PMO ..o 164
ASSESSIMENL.uueirrirsresseessesssessenssesssesssessasssesssesssossssssesssessassssessessssssasssasss 167
Project Environment Interface Concepts.........cccueueeeininininicicuciccccnnnns 168
Business Environment Interface Concepts.........oceevvuvueininiccinicccinincnnnes 168
Assessment Activities across the PMO Continuum........ccceeevveirvnnenennee. 169
Assessment Function Model .........cooveieiiiinniiinniincncineee, 171
Conduct Competency ASSESSIMENTS. ..c.erveurererrereererrensererrenseresensenens 171
Identify Competency ASSESSMENTS....c.ceverveuerverveerreneeereneenens 172

Perform Competency ASSESSMENTS. .....coveueeuerrereererreneerereneenens 173

Implement Competency Improvement Plans.......cccoeueeneneee. 174

Conduct Capability ASSESSMENCS ...vveveeerrereireerieriereirrerieereneneenene 175
Identify Capability ASSESSIMENTS ....cvvveeereereeiriereeineereeriereeeen 175

Perform Capability AssesSments .......ocoevveveeervreineereccreneennes 177

Implement Capability Improvement Plans........cccoceecerieueennnes 179

Conduct Maturity ASSESSINENLS ....c.ervevereruereeruereeriereriniereseerereneenene 180
Identify Maturity ASSESSMENCS.....c.ervrverereerereriereereereereereennes 181

Perform Maturity ASSESSIMENS .......c.cucueuiuiiiiniririiieieiciieenes 182

Implement Maturity Advancement Plans .........cccccoeiiinnne. 184

Postscript for the Smaller PMO ... 185
Organization and SEIUCTUTE «.cucvueireeensensenseisensnisnesnessessessessesseeseeseeses 187
Project Environment Interface Concepts......oeervvveiruereerereninuererenenenennes 188
Business Environment Interface Concepts .....c.covveeruereererereniercncrenenenees 188
Organization and Structure Activities across the PMO Continuum........ 188
Organization and Structure Function Model.........ccccccoviiiiiiiinnnn. 189
Set Up the PMO Structure ..o 191
Identify Staff Needs for PMO Functions........coccceevvevereruenene. 192

Introduce PMO Staff........ccocooiiiininiiiiiciiicce, 195

Analyze and Establish PMO Relationships......c.ccccoceeerennenene. 196

Establish Project Team Structure.......ccooceveevevicininicininiccinineenene, 198
Specify Project Team and PMO Relationship........cccccceveneeee 198

Define Standard Project Team Structure.........ccccvverecerienennnnes 202

Define Extended Project Team Alignment .......ccceceeerveuennnes 205

Develop Stakeholder Participation.........coeevvevveeneniceneniercnennene. 208

Manage Internal Project Team Stakeholders........ccoeuvnenneneee. 209



Contents ® jx

Manage Internal Oversight Stakeholders...........cccoeeunnee. 210

Manage Internal-Support Stakeholders..........coccocevniiinnnine. 211

Manage Customer Stakeholders ...........ccccecuiivininninincinee. 212

Manage Vendor/Contractor Stakeholders ..........ccccoeuiennee. 214

Manage Other Project Stakeholders .........coocvveiicncinnenae. 215

Postscript for the Smaller PMO ....co.coiiiiiiiiiiniiiniiinicncccncene 216
8 Facilities and Equipment SUPPOTrt.....ccevucerurcresrncresrecsnssicsnsacscsnenes 219
Project Environment Interface Concepts.....coueveverveeereriereninicecneneenennenenss 220
Business Environment Interface Concepts ........cccocciivinininicicuciccccnnnnes 221
Facilities and Equipment Support Activities across the PMO Continuum .... 221
Facilities and Equipment Support Function Model..........cccccoeiinniines 223
Establish Project Team Requirements.......c.coeecererveeeninieenennecnennen. 224
Establish Work Space Requirements.........cccecevveeereniecrcnnencns 224

Establish Equipment Requirements........ccccovevvevrcniecncnnene. 226

Manage Project Facilities ......cooeeviveininciniicincicecee, 229
Manage Facility Acquisition Options .........ccecevvevecerveinennenne. 230

Monitor Facility Utilization........ccccoveveeenennenennenecnenenns 232

Monitor Facility Disposition .........cocceeeerererenenencnencnennene 234

Manage Project Equipment ..., 236
Manage Equipment Acquisition .........cccceviviniiiiiiniinicninne. 236

Manage Equipment Assignments ...........ccocevveviiiiiiniinicniene. 238

Manage Equipment Disposition ..........ccccvveveeerererniecnennencnn 240

Postscript for the Smaller PMO .....ovciniviicinieiiiniicniccnecneceneenees 241

SECTION Il RESOURCE INTEGRATION

9  Resource Management .........occeeesiesusseessssesessssesnssescsssscsesssscsessssesesns 245
Project Environment Interface Concepts.....covevevenveeirerrevenniecneneenennenenns 246
Business Environment Interface Concepts .....c.covvvevererrevenneecneneenennenenns 246
Resource Management Activities across the PMO Continuum................ 247
Resource Management Function Model ........cccovueeinieicnncnneccnecnce. 249

Acquire Project Resources........ccccoeviiiiiiiiciiiiininiiiiiceicice, 249
Identify Resource Providers.......cooueerirveccninieneniciennieenenienene 251
Establish Resource Requirements .........ccccoeveerievenenienencnnencnes 253
Fulfill Resource ReqUESES......c..euererveeinirieirieieinieieerieieeeeenenes 254

Assign Project Resources.........cccocoiviiininiiiiiniinniiice, 255
Prepare Resource Assignment Notifications..........ccceccvveueeennes 255
Obtain Individual Resource Commitments...........cccccvveveenees 256
Introduce Resources to the Project Team.......coeeerieuieneneee. 256

Deploy Project ReSources.......cvvvvveineereinereninenienreeninreieereenenene 256
Perform Deployment Administration ........cccoeveeveereerreneennes 257
Identify and Arrange Relevant Training......c.cccceevveeecrenennnes 259

Monitor Travel Arrangements ......occeeevveeereereeenenreeneereeneenene 260



10

11

Contents

Manage Resource Performance..........cccccceeiviviniiiiiicciinininnnna, 260

Develop Performance Management Guidance.............cc....... 261

Conduct Project Resource Performance Reviews...........c....... 262

Monitor Project Resource Performance .........coeueeevicuiinnnne. 263

Close Project Resource AsSIgnments...........cceeeeveerierecineereeenueinnnnes 264

Coordinate Resource EXtensions ........cccoeveeerueueineereccrieninnes 265

Facilitate Resource Transfers and Reassignments................... 265

Manage Resource Terminations ..........cccocceeeviviivininccnninncnns 265

Postscript for the Smaller PMO ....coooiviviiinineirciencenecceeeneeneenes 266

Training and Education .......eeeeeenieenieneeneenneneenenessensensensnssnssnenenns 267

Project Environment Interface Concepts.........ccvevvivirurirucicicccninininennnes 268

Business Environment Interface Concepts .......coevevveveeereneenieneeenennene. 268

Training and Education Activities across the PMO Continuum.............. 269

Training and Education Function Model ........ccccoeiiniinniinncnnee, 271

Establish Training Program........cccccoceeinvevinnecinncinncineecnenee 271

Assess Training Needs .......coeevveinineinneinncineeieeeene, 272

Determine Training Requirements.........cccccooevueviviicininncnnns 273

Identify Training ReSOUICES .....ceveervrreirrereiriereineerecrreneennen 275

Prepare Training Plan......c.occveeecinnccnecenecineccneeenes 277

Select and Develop Training Courses......c.cccveveeereerererrereennes 279

Manage Training Program ..........cccocceeviniiiincnninccnincenee, 280

Establish Training Registration Capability.....c.ccccovvevirernence. 281

Publicize and Promote Training Program...........ccccccocvcnnene 282

Conduct Project Management Training.........ccccoccueuiinnnnne. 283

Evaluate Training Program..........cccccccoeiiiiininininiiiiiciiiiine, 284

Evaluate Training Plan Implementation ...........cccccveininnennne. 285

Evaluate Training Resources........cccccovviciniiiiniiincinene, 285

Update Training Program ........cccocccevvecivniinnccinicecnnnnen, 286

Postscript for the Smaller PMO ....co.ooiiiniiiiiiininiciniicnincnceceeiene 287

Career Development......ceceinecssennessecensensensenseiseississcssessesseeseeseesessasses 289

Project Environment Interface Concepts......ceeervrveereerecnniereniercrcnenenenees 290

Business Environment Interface Concepts ........cccocceieinivininiciciciciccnnnes 291

Career Development Activities across the PMO Continuum .......c..c.c...... 291

Career Development Function Model.........ccccooviiiniinninini, 293

Develop Project Management Career Path ........cocoevviiiiininnne. 294
Establish Project Management as a Professional

DiSCIPINE et 294

Develop Basis for Executive SUPPOIT ..c.eoveeruinieininiecniniennns 295

Define Career Advancement Model.........ccccoeueeinieicineinnes 298

Construct Position Descriptions and Qualifications............. 304

Integrate New Career Path into the Organization ................ 306

Support Project Management Career Planning.......cccocoecevvevecnnnnee 307



Contents ® xi

Provide General Career Guidance .......ccccocevevereeneenieniennenne. 308

Promote Business Skill Development..........ccooeucuiuciiinnne. 309

Implement Career Planning Support......coccoecvveecinicinnncnnes 310

Establish Professional Certification...........cccevevecerirueenniencninreenenen. 311
Develop Project Management Certification Program ............ 311

Facilitate Technical and Professional Certification ................ 314

Postscript for the Smaller PMO ....co.ooiiiiiiiiiiininiiiiinecrcccneene 314
12 Team DevelopPment......cicceercsesuscsessscsesseessssnsessssessssssssssssscsssssacsesns 317
Project Environment Interface Concepts.........cccueueeininininieicicucciccnnnnns 318
Business Environment Interface Concepts .......coeervereeerencencniercnennencns 318
Team Development Activities across the PMO Continuum..................... 319
Team Development Function Model ........cccoceveveininnininciniicneee, 321
Facilitate Cohesive Team Formation.......c..ccceceveeevencrincncccnennencns 321
Examine Project Team Composition ..........cccceueevruiveecrenneanns 321

Develop Project Team Orientation Program........cccccvveueunnes 324

Integrate Vendors and Contractors ..........eveerveveeervereeerueneennes 325

Facilitate Virtual Team Management .......cccovveeeereeennrecneerecnnene. 327
Establish Virtual Team Alignment......cccccvvevveeverenenieinennencnes 327

Facilitate Virtual Team Interactions ........cccceoeveevereniencneniencne 329

Introduce Virtual Team Technology........ccccveueeincrcccniecnnnes 332

Enable Project Team Development......c..cccevevecenerieneicnenieencnuenee. 333
Promote Team Skill Learning......cccoeveeevveveccrenenenercncnecnennes 333

Develop Project Manager Tools and Techniques .........c.c...... 334

Facilitate Leadership Development.........cccecveueeiniercncrieenenes 335

Monitor Project Team Performance........coceeveevveeereneniecnienceennennes 337
Assess Team Dynamics.......coceeeveeveniininininininicieicenennenn, 337

Examine Team Effectiveness.......cccoeveverreinnieennecnnienene 338

Conduct Team Improvement ACtivities .......oceeevruerecerieinnnes 339

Postscript for the Smaller PMO ....co.ooiiiniiiiiiininiinicnncsccceenees 341

SECTION IV TECHNICAL SUPPORT

T3 Mentoring...cciuisciivesenisnsnisisisiiisissssssssesisisssssssssssassssssssssssssssssasaenes 345
Project Environment Interface Concepts.........ccoeeevveiririeicicucccnininininnnes 346
Business Environment Interface Concepts .......coveerveeeeereneecneneeenennnes 348
Mentoring Activities across the PMO Continutum..........cccccevevrerieuennnee 348
Mentoring Function Model .........ccooviiiiiiinniiiiiiccneeee, 350

Establish Project Management Mentoring Program .............ccc....... 350
Develop the Mentoring Approach .........coccevvveineecneinnnes 352
Identify Mentor—Protégé Roles and Responsibilities.............. 357
Determine Mentor Sourcing Process .........coevviiiiiiiiiiiinnns 362

Engage Project Management Mentors ..........cccoeeeeerueenueneeennennene. 366



xii ® Contents

Identify Mentor Candidates ..........cocecucueuciiiinininniniiccae. 366

Conduct Mentor Candidate Qualification..........c.coeveceruennnce 367

Prepare Project Management Mentors..........ccoeveveiiniiiinnnns 368

Conduct Project Management Mentoring .........cccoceeevvveinenneennnee. 369
Identify Engagement ........ccccveininieinnenininiincccneienenaes 370

Assign Mentor(s)....cceveveervereeerieuineniereneieineeeesereeseeee e 370

Prepare for Mentoring Engagement.........cccccvveveciveereccnienennnes 371

Perform Mentoring Engagement Activities.......ccoeeeerverennnnes 372

Close Out Mentor—Protégé Relationship .......cccevvverecrienennnes 372

Evaluate Mentoring Program.........cocceveueennreinnnccnnreccneereeneenene 373
Evaluate Mentor Performance.......ccocveveeineuicenercnneinennencne. 373

Monitor Mentoring Program Results.....cccoeveerecrereinennennes 374

Postscript for the Smaller PMO .....ovciviiiicinieiiiniicinecnecencceneeeees 374
14 Project Planning.......ccceceeeuresrniiiscsesnsnsssisisisissssssssssssescsssssssssssssassenes 377
Project Environment Interface Concepts........covvvvveeinuereirerecineeeecneneenes 378
Business Environment Interface Concepts .......covevervevieerenieenicnieeneniencns 379
Project Planning Activities across the PMO Continuum .........cccccvveveunee. 379
Project Planning Function Model......ccccecevriinnccnniniciecnecees 381
Establish Project Planning Capability.......cccocveceneriinnccineeccnennee 382
Define Project Plan Components........c.coveveeereveenvereserienenennes 382

Implement Project Planning Processes and Tools .................. 384

Establish Planning Facilitation and Support Capability ........ 389

Facilitate Project Planning Workshop .......cccocvveenrccennccnincccnnee 393
Manage Planning Workshop Arrangements.............ccccueeeee. 393

Facilitate Project Work Plan Development .......c.ccccccecrveuenenne. 396

Perform Follow-Up Planning Support.......ccoeueeivicicinicinnes 398
Administer Project Planning..........ccccooevviiniiininiinnciniccnne, 400
Specify Primary Project Management Plans ...........cccoeueee. 400
Recommend Essential Project Support Plans.........cccccceuennee. 413

Prepare Project Plan Content Guidance .........cccevvveeevrreninnnes 416

Evaluate Project Planning........cccoeceeeveenneinnecnnccineenenene 417

Postscript for the Smaller PMO ....co.oviiiiiniiiiiiniiicncceeeeee 421
15 Project AUditing...ccccveeerurriririiisisesnsnssisiiisisnsnssssssssesesessssssssessasaenes 423
Project Environment Interface Concepts........coovvvueeiniruiininiecinicccnnininnes 424
Business Environment Interface Concepts .......coveevvevveereneeneniencncnnenens 425
Project Auditing Activities across the PMO Continuum..........cccccvueueunee 425
Project Auditing Function Model ..o 427
Set Up Project Auditing Capability .....c.ccocevveerecinvecneicncienes 428
Determine Project Auditing Needs.....c.ccoeivneenneinnnenne. 428

Identify Project Auditing Resources ........coccevveveereereccrerennnes 438

Establish Project Audit Performance Points.......ccccvveureneneee. 441

Conduct Project AUditing......c.covvveeireereirnreineereereeeneeeereneenes 442



Contents ® xiii

Prepare for Project Audits and Reviews ........ccovviiiiunicnnee. 443

Conduct Project Audit......cccvveeveirerieenieneeinenceneeceeneeaens 445

Prepare Project Audit Report.......ccccvuciciniiinncinincinncnne, 446

Manage Project Auditing Results.......ccocooeivivicinniinnccniniinnee, 447
Review Project Audit Results......coceveverincnnincnninccninienns 447

Analyze Aggregate Program Results .......ccooeeveiniiccinnicnnnee. 449

Monitor Project Audit Follow-Up Actions.......cccceerveurenneee. 450

Postscript for the Smaller PMO ......coovivieiniiiiinicineeneeeneeeeneeeees 450
1O  Project RECOVEIY ..coniiruneresunisisssncsissisisissescssssisessssesssssssssssssssssssaesesns 453
Project Environment Interface Concepts........cevvvueerieveennieneniercncnenenenees 454
Business Environment Interface Concepts ........cccocceieinirininicucucuciccnnnnes 454
Project Recovery Activities across the PMO Continuum .........cccccvvevenene. 455
Project Recovery Function Model..........cccooviininiiiininiiniiiiinices 457
Develop Recovery Assessment Process.......cccoeeveereneincniencnennencns 458
Identify Recovery Indicators.......ccccvvevveenenenenicninenccncnienns 458

Assess Project and Identify Problem Areas.......cccoeovernenennnes 460

Prepare Project Recovery Decision Package......c.ccceveueneneeee. 466
Coordinate Project Recovery Decision ........coeeevveerecerieninnnes 467

Plan and Conduct Project Recovery.....ccovuecineerecneinnccccnieinenes 468
Establish Project Recovery Team....c.cooevveereinniceineececnnnee 468

Develop Project Recovery Plan......coocccevveeecnecccniecnnecennnes 473

Stabilize Project Using Recovery Solution ........cceveveeerveueennes 475

Conclude Project Recovery.......cecevvueinieeccneennierenenieienes 478

Capture Recovery Lessons Learned ........cccceeevvecenincnincncnnennene. 480
Examine Project Management Indicators ..........ccccoeururunnees 480

Examine Project Selection Criteria ......c.coceeveerevreneccrennene. 480

Examine Project Recovery Process.........ccocoviiiiiniiiniininnnne, 481

Update Routine and Project Recovery Remedies................... 482

Postscript for the Smaller PMO ..o 482

SECTION V  BUSINESS ALIGNMENT

17  Project Portfolio Management .........cceeueuescrecesnsnssnsesescscsesnsnssesescaens 487
Project Environment Interface Concepts........covvvveivuereininicciniccccnncnnes 488
Business Environment Interface Concepts .......coevevvenveereneeeneniencnennencns 488
Portfolio Management Activities across the PMO Continuum ................ 489
Project Portfolio Management Function Model.........ccccveveiniiicinecnnes 491

Set Up Project Portfolio Management ........cceueeerreuernreeneerecnenen 491
Validate Business Strategy and Interests .....c.covvevervrreeenennenee. 491
Identify Project Selection Criteria.......cccvvereereueineerercrrenennnes 494
Determine Project Selection Mechanism.......occvvveeccniencennes 498
Identify Project Portfolio Management Roles........ccccvveueuennen 505

Establish a Supportive Project Environment......c.cccouevveeneneee. 509



xiv ® Contents

Perform Project Selection.......c.covueirieueeriereninieiiinieienniccneee e 511

Conduct Project Screening ..........cccevveiviriininicciniennininnnas 512

Develop Project Business Plan .......ccccoeeeeenenccncnenncnencns 514

Develop Project Resource Allocation Plan........cccccoeeeninnianne. 520

Conduct Project Selection .........cccoevveineiiininccinieecinieines 523

Integrate Projects in the Portfolio .........ocecevvvecinniiniccniiinnee 524

Validate Project Selection ......c.cccoveuevveiceneinnccneneinnnenne 525

Determine Project Priority........cccocooeoiviiviiiininiiiniiiiniens 525

Approve Initial Project Funding......cccoceecvneeeinnrccnnccnnnee 526

Conduct Project and Portfolio Reviews ......ccoveveerreennreineerecnnnee 527

Compile Project Performance Information........cccoeceeerveueennnes 527

Conduct Project Gateway Reviews .....cccoveveeereueinierccreninennes 528

Conduct Portfolio RevIEWS .....ccceveerirveinierecereieiniereerieeenen 532

Manage Portfolio ATtrition .......e.eeeieveerieeenniccnierccneieeneeenenene 534

Perform Project CloSEOUT. .....c.evveveetrirveineeiecrieiceneereerieiceeen 535

Assess Strategic Advantage........cccoeeveererieenererennieneneeneenenen. 536

Assess Customer Satisfaction ........ce.eevvvvecenieveenerenenierercniene. 537

Postscript for the Smaller PMO .......ccocoviviiiiiiiiiiiiiiiiccccccee 537

18 Customer Relationship Management........coceueeecusucrcsuscrcsnsscscsanscsenns 539

Project Environment Interface Concepts.....couevevervevenerrerennieeenenieenennenenss 540

Business Environment Interface Concepts ........cccoccvivinivinicicicicicccnnnnes 541
Customer Relationship Management Activities across the PMO

CONUINUUM ..ot 541

Customer Relationship Management Function Model .........cccccceueunies 543

Manage Customer Relationships ..........cccooeeciniiiniicncnnncne, 544

Manage Customer Project Opportunity Information............ 544

Manage Customer Business Information..........cccccvernennnene. 545

Manage Customer Project Participation ...........ccccceveciiinnencns 547

Manage Customer CONtracts........cccoevveiruenieuinienenenieieesieeeesnennas 548

Produce and Manage Customer Proposals........cccoceceeerreueennes 549

Establish Customer Contracts ..........coeeeerverrrenrerererreeneenenenns 554

Conduct Customer Contract Administration.........c.ceceeveeenne. 555

Manage Customer Satisfaction ........ccevvevecerierecinerieenereneniereennenen. 501

Measure Customer Satisfaction ........coeeeerverrvereecrnceneenencnn 562

Conduct Customer Relationship Programs...........cccccccueeee. 564

Implement Customer-Centric Improvements ........c.coceveuenennes 565

Postscript for the Smaller PMO .....c.coiniiiiiinieiiinieininiccenecsinecenieenees 567

19 Vendor/Contractor Relationship Management ........cccccceesususneacncnee 569

Project Environment Interface Concepts......cevrvvveeinuerecrereninuercrenenenennes 570

Business Environment Interface Concepts .....c.covveeereereeerevenenuercrcrenenennes 570

Vendor/Contractor Relationships Activities across the PMO Continuum...571



Contents ® xv

Vendor/Contractor Relationships Function Model ... 571

Manage Vendor/Contractor Relationships..........cccccccevvivininiiiecnnee. 573

Identify Vendor and Contractor Needs.....cccoccvvevrereccrennencne 573

Manage Vendor and Contractor Information...........ccccc.ue.ee. 575

Prescribe Vendor and Contractor Participation...........cccc...... 577

Manage Vendor/Contractor ACqQUiSition ..........ccveeveeveereireereennenen. 579

Identify and Qualify Vendors and Contractors.........ccceeuee. 579

Solicit Vendor and Contractor Proposals .........ccceevveerennncne 581

Prepare Vendor and Contractor Contracts........cocevereerrereeennes 584

Manage Vendor/Contractor Performance ........cocvveveenvereineerecnnnee 585

Administer Vendor and Contractor Contracts..........ceeruene.. 585

Monitor Vendor and Contractor Performance........cceveneeeee. 590

Postscript for the Smaller PMO .....ovciviviicininiiniicniecnecneceneceeen 592

20 Business Performance Management.......c.ccceceesusussnscncccsssesssssssncsenes 595

Project Environment Interface Concepts......c.evvvvveereereirereeineeceenenenennes 596

Business Environment Interface Conceprs .....ccovvveereerecererenenvercrenenenennes 596
Business Performance Management Activities across the PMO

CONLNUUIML ...ttt 597

Business Performance Management Function Model ... 599

Develop Integrated Business Solutions..........cccceeerevveirieneecenennee. 600

Demonstrate Project Management Business Value ............... 600

Generate Executive Value Awareness ........c.coceeveevvenvecnnennene. 606

Align Business and Project Management Performance.......... 609

Manage Business Collaboration.........cccooeciviiccinniiniccniinnnee 611

Conduct Operational Business Collaboration...........c.ccc...... 611

Conduct Tactical Business Collaboration .........ccccccoeevrieuinnnnes 613

Conduct Strategic Business Collaboration..........ccccceeerieuenennes 614

Manage PMO Business Fulfillment........c.cccoeecineicneccnciccnnnee 615

Manage PMO Business Function Evolution.........c.ccccoevneee. 615

Develop PMO and Enterprise Business Alignment................ 620

Postscript for the Smaller PMO ..o 623

APPENAIX Ancueeneirininniininsinensinseiseiseiseissississessessississsessesssssssessassassassssssassanes 625

F N1 T £ - J 657



Chapter 2

Project Management Tools

“Tools of the trade” enable individuals in any profession to perform their work
more effectively, efficiently, and consistently. The project management profession
is like most others in its need for specialized tools. In today’s project management
environment, the project management office (PMO) can serve its constituency well
by providing support and guidance regarding the selection, implementation, and
use of project management tools.

The tools needed in today’s project environment are predominantly automated
software applications. However, there are still many paper-based tools, such as
activity checklists, data collection templates, process guides, and knowledge-based
desk references that also facilitate project management. The introduction and man-
agement of project management tools can be accomplished on an as-needed basis
by ad hoc teams or individuals or, when aligned as a PMO function, as part of
ongoing operations planning within the project management environment.

The “project management tools” function enables the PMO to

B Determine the types of tools that are needed and that fit within the project
management environment

B Plan and manage project management tool selection, implementation, and
maintenance

B Monitor and manage the consistent use of project management tools

B DProvide training in the use of project management tools for users at various
levels of need and expertise

B Ensure that requirements for tool integration with existing systems and pro-
cesses are achieved
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Professional project managers will inherently seek ways to enhance their per-
formance, make project work proceed smoothly, evaluate project information, and
manage project team activities. Whereas each project manager will choose tools
appropriate for the task at hand, project managers with more experience will likely
have developed a selection of preferred tools. Thus, the PMO challenge will be in
(1) evaluating the tools that individuals are already using and (2) achieving consen-
sus among project managers for the selection and use of common project manage-
ment tools that will provide a consistent approach within the project management
environment. It is essential, then, that the PMO considers the project managers’
insights and recommendations for project management tools. However, it is also
incumbent on the PMO to do its own homework so that it can identify and rec-
ommend organizational tools to achieve business interests. It should adequately
research the availability of tools in the marketplace, while also considering in-house
development of tools to satisfy business and project management needs. In addi-
tion, the PMO should prepare for its responsibility in overseeing tool utilization
and maintenance once the tools are acquired or developed and implemented.

Project Environment Interface Concepts

The key aspect of this PMO function lies in the concept that implementation and
utilization of project management tools are centrally controlled activities. Alchough
the PMO considers individual project manager requests and recommendations
concerning tools used in the project management environment, it discounts or
eliminates those tools that are not compatible with preferred processes and prac-
tices or that require extended effort to transfer or combine data types and results
across projects for higher-level reviews. The PMO’s “project management tools”
function helps to establish standard applications and systems used across all proj-
ects, thereby facilitating the communication of more accurate and timely informa-
tion about projects and the project management environment. The PMO will need
to address the challenge of providing project tools that achieve user acceptance,
facilitate intended access and use, and provide added value to the project manage-
ment endeavor.

This PMO function requires collaboration with stakeholders in the project
management environment to ascertain their perspectives on tool needs and use.
Traditionally, discussions about project management tools have focused on man-
aging project cost, schedule, and resources—and there is still a prevalent need for
those types of tools. Today, however, there is an additional need to consider tools
that can implement modern project management concepts, support a project man-
ager’s broader business responsibilities, and oversee multiple projects and manage-
ment of project portfolios.

The PMO can address the “project management tools” function by identify-
ing and managing the essential tools needed to accomplish project management
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objectives. However, the PMO should also examine a wider variety of tools avail-
able to the project environment, including tools from the following categories.

Project life cycle management: Tools facilitating the accomplishment of project
management activities

— Project management methodology systems

— Project management methodology process organizers

— Process step and checklist managers

Project planning and oversight: Tools providing for planning, monitoring, and
managing project performance

— Work breakdown structure (WBS) managers

— Project schedule management applications

— Project cost management applications

— Project resource management applications

— Task performance management applications

— Time sheets and time management applications

— Technique-specific applications (e.g., risk management, change management)
— Executive dashboards
Project collaboration: Tools enabling the project manager, project team mem-
bers, and project stakeholders to communicate and to exchange and review
pertinent technical and business information about projects in the organiza-
tion, individually and collectively

— Meeting management applications

— Report management applications

— E-mail systems

— Online “chat room” applications

— Team collaboration applications

— Knowledge management systems

— Online technical library systems
Document management: Tools facilitating development and management of
project requirements and specifications, project plans, technical guidance,
and other relevant project documentation

— Word processor applications

— Spreadsheet applications

— Database applications

— Computer-aided design (CAD) and drawing creation and storage applications
— Document management systems

— Content management systems
Business systems: Tools enabling the business aspects of project management
to be integrated for use by the PMO, project and program managers, and
other project stakeholders

— Portfolio management systems

— Business case and requirements capture tools
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— Contract and agreement management applications
Customer relationship management systems

— Vendor, consultant, and supplier (subcontractor) management systems

— Equipment acquisition, assignment, and management applications

Proposal management systems

Facility management applications

B Project environment support: Tools enabling the PMO or other relevant man-
agers in the project environment to examine capability, monitor resource
availability and utilization, implement practices, and conduct operational
planning and support activities
— Project management capability/maturity assessment applications
— Training program management applications

— Online training program review and registration systems
— Resource information management systems
- Business and project metrics management applications

The PMO can examine these categories of project management tools in its
ongoing responsibility to evaluate and recommend tools that enhance the relevant
organization’s capability in project management, thus increasing the support and
likelihood of success for project managers.

Business Environment Interface Concepts

Project management tools are selected with the principal goal of supporting project
managers and their teams. However, by its nature, project management, and associ-
ated project work, is a critical representation of the organization’s business. Therefore,
the project management tools used in the project management environment can
affect the creation and exchange of vital business information across business units.
In many cases, entities on the business side of the organization will expect that their
input to project management tool selection and implementation will be considered as
well. A brief review of the types of tools suggested for use in the project management
environment, as presented in the previous section, shows how information created,
collected, calculated, and stored through the use of project management tools is also
a valuable asset to the business functions of the organization.

The following list highlights some cross-functional business users of proj-
ect management tools. Of course, the culture of each organization will deter-
mine whether the following functional roles are considered project stakeholders.
Notwithstanding that label, these functional roles will have interest in the output
of project management tools.

B Executives: Executive dashboards and portfolio management systems facil-
itate senior-level management decisions for project selection, continuation,
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and termination, as well as decisions concerning overall resource alloca-
tion. This includes the receipt and review of associated project status and
progress reports, the coordination and approval of project management
plans, and resolution of issues and problems. The executive role normally
includes the project executive or project sponsor and extends to partici-
pants on senior-level control and advisory boards as well as ad hoc business
committees.

B Resource managers: Project resources are frequently not assigned exclusively
to the PMO or to the project manager on a full-time basis. Therefore, man-
agement of the project resource matrix is necessary for effective project team
formation, ongoing participation management, and oversight of team mem-
ber performance. Resource managers, along with the project manager, need
access to information about resource utilization, which can be provided by
different types of project management tools.

B Functional managers: Organizational managers serving in traditional busi-
ness areas will find project information sufficiently relevant to their business
efforts to warrant their inclusion for access to and use of certain project man-
agement tools.

— Business development and sales managers will have an interest in
performing project initiation tasks and customer interface activi-
ties as may be outlined and managed in the methodology tool.
Consequently, they will have at least some interest in monitoring
project progress for customer satisfaction, perhaps using the executive
dashboard tool.

— Marketing managers will be looking for project and customer informa-
tion to develop targeting strategies and to advertise project successes
in publications and news releases. They will be seeking access to proj-
ect information databases across the spectrum of project management
tools.

— Human resource managers in the organization hold ultimate responsibil-
ity for ensuring recruitment and retention of qualified project managers
and team members to fulfill all project work requirements and contract
obligations. These managers will have a definite interest in project man-
agement tools that capture and convey information about resource assign-
ments, performance results, and future commitments. Alternatively,
these project management tools can also be used to support the human
resource department’s job of maintaining an appropriate supply of quali-
fied project managers.

— Finance and accounting managers, legal advisors, contract and procure-
ment managers, and facility and equipment managers play various direct
and indirect roles in supporting project management. Managers in these
functional areas can gain useful access to pertinent information from a
variety of project management tools.
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B Customers and subcontractors: External parties as well as internal customers
who have an interest in project information can access reporting tools from a
network or Web-based applications to obtain project status and customized
progress reports. Using collaboration tools, this group also can respond to
and comment on project status, participate in associated online discussions
and meetings, or conduct coordination for change management activities.
Moreover, automated invoice and payment systems, as might be found within
a comprehensive contract management, vendor management, or cost man-
agement system, would be useful to this project stakeholder audience.

The PMO can best serve the relevant organization by including these busi-
ness function managers in its deliberations and decisions concerning acquisition or
development and use of project management tools.

Project Management Tools Activities
across the PMO Continuum

The progression of the “project management tools” function along the PMO com-
petency continuum is characterized by an early capability to implement a standard
tool set across projects, followed by increasing introduction and use of enterprise-
level business applications.

Table 2.1 presents an overview of the range of prescribed PMO project manage-
ment tools activities according to each level in the PMO competency continuum.

The project office is the primary user of the project management tools that
have been selected and implemented. In the absence of a higher-level PMO, it may
independently acquire and use the tools it needs to conduct project management.
However, tool acquisition and implementation decisions are usually made in col-
laboration with other project and functional managers.

Midrange PMO levels of the continuum have the responsibility of introducing
progressively advanced project management tool sets based on project environment
needs. One primary goal is to implement tools that bolster processes and practices
that already exist in the project management environment. Otherwise, tool selec-
tion represents a deliberate decision to change to the processes and practices that
are guided and supported by the new tool. The midrange PMO distinctly performs
tool management when recognizing that tool introductions inherently establish a
common approach to project management that will be used across all projects and
perhaps across multiple business units. As the PMO introduces more advanced tools
to integrate the business aspects of project management, that common approach is
then extended across the enterprise. This illustrates the importance of ensuring that
the preferred processes are in place and that acquired or developed tools support
those preferred processes.
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The center of excellence continues in its role as a business unit responsible for
integrating business performance in the project environment. It monitors project
management tool selection and implementation with a concern for enterprise-wide
impacts and integration. It also determines the benefits and opportunities for the
organization in connecting external users. As a result, it develops tool access rules
and procedural guidance to bring customers and vendors into the organization’s
real-time project management information system.

The PMO’s “project management tools” function provides project managers and
project team members with timely access to pertinent information and guidance
in the project management environment. It also accommodates access to project
information on a real-time basis per the individual needs of project stakeholders.

Project Management Tools Function Model

The PMO’s “project management tools” function model captures the process by
which the PMO can introduce any tools deemed appropriate for use in the project
management environment. The primary activities of the PMO’s “project manage-
ment tools” function model are depicted in Figure 2.1. Each activity is described in
the following subsections.

Select Project Management Tools

The PMO is ideally positioned to lead project management tool selection through
its afhliation and interface role with each project manager, project team member,
and other stakeholders in the project environment—the end users of project man-
agement tools. Inasmuch as tools are selected to facilitate project management, the
PMO is wise to consult with these project participants as it considers the following
steps in the process of selecting project management tools.

Select Project Implement Project Evaluate Tool

Management Tools Management Tools Performance

+ Identify the need for * Plan tool + Identify and resolve
project management implementation utilization problems
tools + Plan tool transition + Identify and resolve

+ Examine general types [ . Conduct tool use —» functional problems
of perJect management training * Assess overall tool
tools + Conduct tool effectiveness

* Assess specific project implementation

management tools
Acquire project
management tools

.

Figure 2.1 “Project management tools” function model.
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Identify the Need for Project Management Tools

Professionals in the project management discipline will likely support the need for
project management tools that help to achieve project management objectives and
business success. Many will have preferred products and solutions in mind when
discussions arise, and thus, individual contributions of knowledge about tool pref-
erences can be obtained for consideration. However, it is incumbent upon the PMO
to establish tool selection parameters and find common benefits for the relevant
organization in its ongoing search for appropriate project management tools. This
includes translating individual and collective tool preferences into solutions actu-
ally needed within the project management environment.

The PMO can identify the needs for project management tools in the three
ways discussed below.

Examine the Current Environment

The PMO can begin identifying project management tool requirements by exam-
ining the current project environment for performance results and reporting
capability. This examination should identify what tools are currently being used,
individually or collectively; their effectiveness in supporting project management;
and their responsiveness to project management reporting requirements. Such an
examination may be a casual effort or a formally planned activity that includes
user surveys and tool inspections. The results of this examination should provide
sufficient indications of which tools are present in the project management envi-
ronment, how they are being used, and what the user preferences are for each tool.

The PMO should analyze current tool functionality and utilization. This
includes a comparison of current tool use to the desired state of tool use across proj-
ects and a determination of the level of tool standardization that currently exists
within the project management environment.

Examining project management tools currently found within the project manage-
ment environment enables the PMO to establish a baseline for tool utilization from
which future tool standardization and functional capability enhancements can be
planned. In particular, the PMO should review tool utilization results against its goals
for implementing best practices to see where gaps exist in the functionality of project
management tools. Those gaps that are uncovered represent the need for either tool
standardization or expanded tool functionality, warranting selection of new tools.

Evaluate Requests and Recommendations for Tools

Individuals responsible for conducting project management activities should be a pri-
mary source for identifying needed tools. Project managers at the forefront of proj-
ect activities are likely to be aware of tools and their functionality through ongoing
efforts to improve project and personal performance. The PMO should consult these
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professionals to identify needs in the workplace and to establish a process for receiv-
ing and evaluating requests and recommendations for tool acquisition and use.

The ideal PMO goal is standardization of project management tools across the
relevant organization. However, there are always exceptions to the rule. Individual
requests or recommendations for project management tools should be considered
relative to the implications and benefits of their use within the project management
environment. As deemed appropriate by the PMO, some individuals may need to
continue using current tools to accomplish their jobs.

The PMO should set up a mechanism to receive requests and recommendations
for new project management tools. The PMO can thereby monitor the interests and
needs of project managers and other stakeholders within the relevant organization.
It can also collect information about project manager tool preferences as a means to
maintaining an ongoing compilation of what tools are in the project management
environment.

Determine PMO-Prescribed Tools

The PMO should be proactive in its own examination of the need for tools in the
project management environment. It can do this on a casual basis or as an event in
response to project performance indicators. In essence, the PMO identifies problem
areas it believes can be resolved through the acquisition and implementation of
project management tools. It then conducts research to find out which tools would
best be utilized and makes independent decisions to acquire and implement the
tools that best fit the project management environment.

However, even as PMO-prescribed tools are independently identified, some
advanced collaboration with project managers and other stakeholders is still war-
ranted and should be conducted prior to tool acquisition. To that end, the PMO
may want to establish a project management tool evaluation committee comprising
participants from the project management environment and across business units,
as needed. This committee could review both individual requests and recommen-
dations for project management tools as well as PMO-prescribed tools for the users.

Examine General Types of Project Management Tools

The PMO will need to choose from among the various tools that can be developed
in-house or that are available for purchase in the marketplace. The following sub-
sections provide a brief overview of the general types of project tools that the PMO
can consider.

Paper-Based Tools

This type of tool can be created in-house under PMO guidance or purchased as a
commercially prepared tool kit. These tools are commonly classified as templates,
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checklists, and forms. Although referred to as paper based, this type of tool will
usually have a basis in an automated software application. Paper-based tools can
be created using common word processor applications, spreadsheet applications,
and database applications. The manufacturers of commercially prepared project
management applications often bundle a variety of such tools together to support
their approach to achieving project management objectives. Such tool kits can be
used for data collection and reporting over the entire project management life cycle.

Automated Tools

There are a multitude of automated project management tools available in the mar-
ketplace, and in some instances, an organization may be interested in designing
and developing an automated tool as an in-house endeavor.

The automated tool normally resides on desktop workstations for individual
users or on a network for multiple users. For the purposes of this PMO function
model, we will examine two types of automated project management tools: the
simple automated tool and the integrated automated tool.

In general, the simple automated tool normally resides on the computer desktop
to serve one user. The simple automared rool is usually characterized by singular
functionality, its own database, and a limited exchange of data outside the applica-
tion. This is not to say that simple automated tools cannot share information, but
that is usually accomplished by an export function or a nondynamic link. Racher,
the simple tool maintains data on local computers solely for the purposes of its
primary users.

Conversely, the integrated automated tool normally resides on a network server.
It can have multiple purposes and possibly several functions that different users
can access. Some users may never see or access all of the functions of the integrated
tool. The tool, nevertheless, maintains cross-functional data and enables cross-
functional reporting and data access by multiple users. In some cases, the inte-
grated tool will retrieve data and information automatically from other automated
tools and organizational databases through dynamic links that are constructed at
installation. However, even integrated project management tools are limited to the
purposes of their designed-in functions. The PMO should therefore also consider
use of enterprise-wide management systems. These are integrated automated tools
designed for business use, but they could have application in the project manage-
ment environment as well.

Web-Based Tools

There are valid arguments and discussions in industry regarding the use of Web-
based tools versus network-based tools. Often, it comes down to individual orga-
nizational preferences and the information technology (IT) department’s policies
and recommendations for use of Web-based tools. The focus of this consideration,
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however, is the fact that project management applications are available on the Web.
The PMO should at least consider these externally based applications for use in its
project management environment based on the relevant organization’s preference
for Web-based tools that can be accessed via the Internet, on the expense incurred
for their use, and on the reliability of the online application provider.

PDAs and Wireless Tools

With new technological innovations arriving almost daily, the PMO must consider
the extent to which they will infiltrate or otherwise impact the project management
environment. In particular, the use of mobile phones and personal digital assistants
(PDAs) has become as common as the desktop computer, with increases in such
device use still expected in the years to come.

Since the first edition of this book, some mobile devices have emerged as tools
having business value. Certain mobile phones can now be acquired with standard
business applications (albeit reduced functionally) and direct access to the Internet,
and even some limited project management tool applications can be acquired and
added. Several handheld device manufacturers also have combined the mobile
phone and PDA into one unit, so many devices now have wireless connectivity
for making mobile telephone calls, for access to the Internet and various e-mail
accounts, and for access to databases residing on servers back at the home office or,
for that matter, anywhere in the world!

The PMO should determine how it will develop or otherwise acquire project
management application tools for handheld use and wireless operations. Of course,
this requires close collaboration with the organization’s I'T department, with rec-
ognition that this could be a significant system upgrade and financial investment
for the organization. In many organizations, the introduction of a wireless system
will be independently led and managed by the IT department. However, the PMO
should maneuver within the organization to ensure that the interests of the project
management environment are duly considered.

Assess Specific Project Management Tools

The PMO should position itself as the primary evaluator for new automated appli-
cations and other tools that are introduced into the project management envi-
ronment. If not in a lead role, the PMO should at least be involved in project
management tool assessments. As the need for project management tools emerges,
the PMO should be prepared to identify available products and assess their capabil-
ity to satisfy requisite tool needs.

The PMO should use a process that enables specific project management tools
to be assessed. This process usually begins with a general search to identify and
develop a list of those tools that appear to provide the desired features and func-
tionality. This preliminary list of tools available in the marketplace is then reviewed
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to determine how closely each listed tool is aligned with current processes and the
function to be automated. This results in a “short list” of candidate tools that is sub-

jected to rigorous examination, possibly including discussions and demonstrations
with the manufacturer or vendor.

In assessing the “short list” of tools, the PMO should examine each tool, indi-
vidually and collectively, in the following ways.

Functions and features: Criteria for tool functions and features are developed
and specified for each new type of project management tool. Each tool is
then examined to determine how well it achieves the criteria for desired func-
tionality and preferred features. Per the depth of criteria used, this provides
a more or less objective examination of tools, and it produces results that can
be used to compare and contrast all tools under consideration.
Implementation requirements: The requirements for tool implementation are
identified as an important part of tool examination. This includes determin-
ing the level of both the internal effort and the vendor support required for
tool installation and implementation. It considers the scope of tool imple-
mentation in the relevant organization or in the enterprise and includes a
determination of the level of planning, technical skill and knowledge, user
training, and oversight that is required to implement the selected product.
This examination of tool implementation requirements then becomes a tool
selection factor.

Application maintenance: The need for ongoing tool maintenance should be
identified as a consideration for tool selection. In the business environment,
the IT group will routinely perform application checks, resolve isolated soft-
ware problems, and even install new software versions in a way that is not
apparent to the user population. Project management software requires the
same if not a greater level of attention by the IT group, and this warrants
that they be involved in reviewing maintenance requirements for candidate
project management tools. As well, for some automated tools, an administra-
tor may be required to monitor daily usage and content, and this is also a
maintenance factor to consider.

Vendors: A review of the several vendors of tools on the “short list” is con-
ducted to ascertain product quality; customer use of the product; vendor
history with this product in the marketplace; and the extent of vendor par-
ticipation in product installation and implementation, user training, and
maintenance. This usually requires the PMO to contact the vendors directly
to obtain necessary information, or by extending a solicitation to bid to each
vendor. The information received enables a comparison of vendors to be per-
formed as a contributing factor to tool selection.

Costs: The cost of project management tools is a tool selection factor in most
organizations. Such automated tools can be quite costly, particularly when
intended for multiple users. To that end, the PMO should include a review of
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the need for project management tools when preparing its activity budget. If
other departmental budgets are used, the PMO will have to collaborate with
those business units to ensure funding availability. Cost, however, remains an
important factor in the make-or-buy decision. If tool acquisition costs are too
high for the budget, the PMO may also want to consider in-house develop-
ment of the automated project management tool, presuming such technical
capability exists in the relevant organization. All in all, the cost of tool devel-
opment or purchase and implementation is a distinct factor in tool selection.

B Customization: In acquiring a project management tool, the organization,
through the PMO, may also contemplate some alternatives to direct tool
acquisition. In some cases, vendors will work with their customers to modify
or adapt their automated applications for better fit within the intended proj-
ect management environment. Of course, this will often incur substantial
additional acquisition costs that must be considered. Nevertheless, the ability
to customize tools acquired from vendors may be a tool selection factor.

The PMO?’s screening of new project management tools will ensure the closest
possible fit for the intended purpose of the tool. This is an activity that the PMO
staff, or an ad hoc committee managed by or aligned with the PMO, can perform.

Acquire Project Management Tools

After completing the screening of the candidate project management tools on the
“short list,” the PMO should be able to make or lead the organization toward a
decision on the preferred tool. Weighing all the factors in the assessment process
described above should provide sufficient insight into how well the tool will fit
within the project management environment and within the relevant organization.
The PMO then follows several fairly standard steps to acquire the selected tool.

First, the PMO confirms that tool acquisition (i.e., purchase) is a better alterna-
tive than in-house tool development. Information from the tool screening process
is evaluated along with cost and other selection factors; the need for tool customiza-
tion should also be considered. Finally, a make-or-buy decision is made, with a buy
decision representing approval to proceed with tool acquisition. It is important to
note that a project management tool should be acquired to support a valued project
management/business principle or practice standard and that the tool can be clearly
related to supporting project management performance or to eradicating existing
efficiency problems.

The next step in the process is the actual purchase of the tool. A low-cost tool
may be a matter of routine procurement for the organization. Conversely, a high-
cost tool (due either to multiple users or to customization) may require special
handling and perhaps additional approvals in the acquisition process. Accordingly,
the PMO should consider these factors when planning for the acquisition and then
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make the purchase. This can be done by direct payment or by submitting a vendor
purchase order.

The final step in the acquisition process is tool receipt and installation. If the
selected tool is not immediately acquired at the time of purchase, then it is neces-
sary for the PMO to monitor order status and subsequent delivery. In managing
tool acquisition, the PMO should plan and prepare the organization for tool instal-
lation by the vendor, by the internal IT department, or even by individual users in
the case of simple automated tools. Tool installation is complete when the PMO
verifies that the tool has been properly configured, functions properly, and has been
made available to designated users. If this is a major system or application acquisi-
tion, installation could take an extended period of time, and that might require the
preparation of a detailed tool installation plan to ensure success.

Implement Project Management Tools

Installing a project management tool on the desktop computers of a few users will
not normally present a major challenge for the PMO. Conversely, a larger num-
ber of users or a major system implementation warrants advanced planning and
ongoing management on the part of the PMO. In either case, the implementation
activities recommended below will ensure the smooth introduction of a new project
management tool.

Plan Tool Implementation

Small tool implementations for small user groups are easily planned: simply sched-
ule and arrange the implementation with individual users. However, major tool
implementation, particularly those affecting cross-business unit, interdepartment,
or organization-wide operations, will likely require additional advanced planning.
Implementation of a major project management tool usually implies a change in
the way projects are managed and the way business is conducted. The PMO is
inherently responsible for preparing project management environment users for
such major modifications.

The PMO can consider the following planning elements for tool implementation.

B Advanced announcements: Give affected stafl prior notice that a decision has
been made to acquire and implement a new project management tool that
will prompt adjustments in current operating processes; define and include
these announcement activities in the implementation plan and schedule of
events; include vendors and customers in this notification, as appropriate.

B Senior management endorsement: Obtain and convey senior management
sanction at appropriate points in the implementation; collaborate with senior
managers to plan when and how such approval will be made; determine what
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types of endorsements will be needed (written policy changes, staff meeting
announcements, etc.).

B [mplementation schedule: Specify the implementation activities and prepare a
schedule for their accomplishment. Beginning with tool installation, include
time frames for implementation within different business units or at multiple
locations; specify the system connectivity needed to provide access at various
facilities, and outline the darta transfer activities that are required to make the
system operational; identify the implementation support that the PMO will
provide.

B User training: Specify any training required in association with the intro-
duction of a new project management tool; include a schedule for training
delivery in the implementation plan.

The inclusion of a transition plan is another element of the project management
tool implementation plan. However, the transition plan is considered separately
below because of its importance in the successful introduction of a new major proj-
ect management tool.

Plan Tool Transition

The PMO will want to focus on this element of tool implementation planning
because it represents a critical step in making the new project tool operational.
Essentially, the transition plan requires the PMO to determine how, when, and
what elements of project management data will be transferred to the new tool.
If the new tool is an automated methodology system, transition planning could
require an extended period of time to identify how each project in the organization
will be transitioned to the new system. Any other major tool that requires populat-
ing data from all projects presents a similar extended planning process. This effort
is further compounded when the new tool is transitioned at multiple geographic
locations, possibly on a global basis.

The underlying premise of the transition plan is to ensure that all key partici-
pants know how and when they can begin using the new tool and what role and
responsibility they have in bringing it to its intended operating capability. The tran-
sition plan also will normally specify what project or business data are being trans-
ferred; how that transfer will be accomplished; and what data manipulations, if any,
must be performed to make the new tool useful for real-time project management.

Conduct Tool User Training

The complexities of using the new tool will determine the need for user training.
However, the PMO should normally consider providing training when implementing
any new tool and especially when introducing a major new tool. Furthermore, when
a customized major tool is introduced, the PMO absolutely should consider training,
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The PMO can arrange and conduct project management tool training for one or
more user levels, depending on the nature of the tool and the intended access of the
users. In general, frequent users will receive more detailed training, whereas infre-
quent users, such as executives, will have familiarization training focused on convey-
ing understanding of tool functionality and any relevant executive access features.

The PMO can identify user levels and arrange for appropriate training pro-
grams during tool implementation planning. It is also important to identify any
prerequisite knowledge needed before beginning project management tool training.
For example, individual understanding of project scheduling concepts is essential
before introducing a project management scheduling tool. The relevant organiza-
tion should never presume that simply introducing a tool will solve “performance”
problems.

Conduct Tool Implementation

The tool implementation plan should address all pertinent implementation activ-
ities that the PMO will manage. The implementation plan should facilitate the
accomplishment of the following three items.

B Data transfer: The transition-plan component of the implementation plan
can be used to guide the transfer of data that will populate the new tool for
operation within the project management environment.

B Operational functionality: User training begins the process of conveying the
knowledge that new tool users need. The PMO will want to monitor initial
use, individually if possible, to ensure that all users achieve a complete under-
standing of tool functionality. The PMO can determine the depth and extent
of monitoring and indicate what activities it will perform in the implementa-
tion plan. When the desired level of user performance has been reached (as
specified in the implementation plan), the PMO can declare that operational
functionality has been achieved for the new project management tool.

B User feedback: The implementation plan should include provisions for pre-
paring and receiving user feedback in conjunction with implementation of
the new tool. This activity achieves two objectives. First, it allows users to
know that any concerns about the performance of the new tool are noted and
will be appropriately addressed. Second, it enables the PMO to collect indi-
vidual opinions and group perspectives on the performance of the new tool,
thus permitting immediate fixes of any major problems before beginning the
evaluation of tool performance.

Evaluate Tool Performance

It is a truism that the PMO’s work is never done. The ongoing monitoring and
management of project management tool performance is just one part of that work.
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A follow-up evaluation of project tool performance should be based on the extent
of the business importance of tool deployment. Major business unit and enterprise-
wide systems will require frequent performance reviews until the tool becomes
reasonably familiar for users and stable in the project management environment.
After that, routine, recurring performance checks will be required to ensure that
the tool is being used properly to fulfill its intended purpose and to ensure that its
functionality is maintained and optimized for best performance within the project
management environment.

The PMO should establish its tool evaluation approach to include three areas of
attention: utilization, functionality, and overall effectiveness.

Identify and Resolve Utilization Problems

The PMO should conduct tool utilization reviews for the most critical project man-
agement tools—those that guide the project management process and those that
provide for timely reporting of project performance. This type of review can be a
formal survey of users or casual observation of utilization. Its intent is to ascertain
whether the tool is being used for its intended purpose within the specified user
group.

In particular, the PMO will want to identify why a certain tool, or feature or
component of a tool, is not being utilized in a way that is consistent with expecta-
tions. Reasons for nonuse may include inadequate or no user training, tool-learning
hesitation or misplaced priority of the individual user, lack of senior management
endorsement or communication regarding desired tool use, limited perception of
personal value or benefit by the user, limited perception of organizational value or
benefit by the user, and other explanations that the PMO can discern.

Once low-utilization indicators or trends are identified, the PMO should work
with project managers to rectify the situation and bring it in line with organiza-
tional expectations and mandates for tool use. The PMO may want to retain a log
of the tool utilization problems encountered and the corrective actions taken as a
reference for future use.

Identify and Resolve Functional Problems

The functional performance of project management tools can be examined in con-
junction with a utilization review. The PMO can accomplish this by conducting
random testing of tool features. Alternatively, the PMO can establish a problem log
for use on each project and then review the tool problem log, perhaps on a weekly or
monthly basis or at the end of each project. The functional problems to be encoun-
tered could range from simple system “lockup” to more profound user recognition
that the tool does not possess a desired feature or perform a preferred function.

By analyzing the review findings and problem logs, the PMO can identify
and isolate tool functional problem indicators and trends. As a natural follow-up,
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the PMO should attempt to resolve each identified problem. Some issues can be
resolved in collaboration with the internal IT group that oversees the application.
If recurring problems exist, the PMO may need to contact the project management
tool vendor for resolution.

Assess Overall Tool Effectiveness

The final element of the PMQO’s tool evaluation is an examination of overall tool
effectiveness. In essence, this means determining what the tool has accomplished
for the organization or the project management environment. What benefits have
been achieved as a result of using this project management tool: increased project
success, timelier project decisions, earlier identification and resolution of project
problems, and so forth? The tool assessment should also examine the benefits to
individual users. Have individual and project team efficiency or effectiveness been
increased?

The PMO can use this information to substantiate continued tool use or
expanded tool deployment, or as a rationale for pursuing an advanced version of
the tool or an alternative replacement tool.

Postscript for the Smaller PMO

The smaller PMO will likely not have responsibility for major project management
tool acquisitions. However, it could lead the relevant organization in acquiring sim-
ple tool solutions for the project management environment. It could also be called
upon to be a participant in major tool and system acquisition efforts—at least for
those tool or system components implemented for project management support.

The following activities are prescribed to help define tool management respon-
sibilities for the smaller PMO.

B The smaller PMO should be reasonably aware of which tools are currently
available and being used in the project management environment. It can cre-
ate a simple listing and description of those tools for further examination as
time permits. This list will help to establish the PMO as a knowledgeable
source of tool information in the project management environment.

B The smaller PMO can use a listing of current tools, in combination with some
additional tool research, to contrast what tools are being used with what tools
are available in the marketplace. As well, the smaller PMO can gain knowl-
edge about tools through collaboration with project managers and project
team members to gain their insights about preferences for project manage-
ment tools. Further research can be done on “preferred” tools.

B The smaller PMO supporting a large project management environment
should consider convening ad hoc teams to identify and evaluate major
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project management tools and systems for possible implementation in the
project management environment. Such teams also can be chartered on an
as-needed basis to evaluate the effectiveness of current project management
tools.

B The smaller PMO can guide and influence project management tool acquisi-
tion and implementation in the project management environment or across
the enterprise by being the knowledgeable source on project management
tools.

B The smaller PMO can establish the capability and authority to introduce
small or off-the-shelf project management tools as may be routinely needed
in the project management environment. In this instance, the PMO can call
upon vendors to contribute their expertise in planning and conducting tool
implementation, which reduces or eliminates the need for the PMO to use
resources for that task.
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