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Pillar #1: 

Executive View of 
Project Management 
Changes 
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• Executives today recognize 
the benefits of project 
management and the 
impact it can have on all 
business units. 
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• Our customers, which are multinational 
industrial groups, expect from Comau’s 
project managers an international, 
multicultural and global approach. 

 

 

• In 2006, we have adopted a world-class 
project management approach (i.e., PMI) 
together with the implementation of the 
best practices on the global Comau footprint 
(i.e., continuous improvement strategy).  

 

  (Riccardo Tarantini, COMAU CEO – Fiat Group) 

Comau 
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• In the services industry, how we deliver (i.e., 
the project management methodology) is as 
important as what we deliver (i.e., the 
deliverable) 

 

• This integrated set of methodologies is a first 
step in enabling HPS to optimize our 
efficiency in delivering value to our 
customers and to increase our credibility as 
a trusted partner 

 

 (Mike Rigodanzo, Senior Vice President,  
 HP Services Operations and Information 
 Technology) 

Hewlett-
Packard 
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• The standard offerings deliver repeatable 
success and accelerated time to value for 
the customer 

 
  (Dave Yusuf, SVP Global PMO,  
  Computer Associates Services) 

 

Computer 
Associates 
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• Effective project management becomes a 

strong competitive advantage or 

differentiator for our delivery capabilities. 

Excelling in project management has 

allowed us not only to increase the quality 

of our services, reduce our time-to-market, 

decrease rework costs, and increase staff 

motivation, but also to create a more 

integrated and agile organization.  

 

 
 (A. S. Murthy, CEO, Tech Mahindra 
 Computer Services Limited) 

Tech Mahindra, 
Ltd. 
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• Our Project Managers analyze processes, 
enabled by IT, in a way that allows us to 
innovate and eliminate unnecessary steps, 
simplify and automate  

 

 
      (Linda S. Sanford, Senior Vice President 
      Enterprise on Demand Transformation and 
      Information Technology, IBM Corporation) 

IBM 
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• We continue to focus on project 
management as a career path for high-
potential employees and we strongly 
encourage our project managers to become 
certified, not only PMI, but ultimately IBM 
certified 

 

 
 (Rod Adkins, Senior Vice President of  
 Development & Manufacturing in IBM’s 
 System and Technology Group [STG]) 

IBM 
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• Through project management, we’ve 
learned how to make fact-based decisions. 
Too often in the past we based our 
decisions on what we thought could 
happen or what we hoped would happen. 
Now we can look at the facts, interpret the 
facts honestly and make sound decisions, 
and set realistic goals based on this 
information.  

 
 (Zev Weiss, Chief Executive Officer,  
 American Greetings) 

American 
Greetings 
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• In 1996, we began looking at our business 
from the viewpoint of its core processes… 
As you might expect, project management 
made the short list as one of the vital core 
processes.  

 
 (Martin O’Sullivan, Vice President, Motorola) Motorola 
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Pillar #2: 

Managing 
Strategic Projects 
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Four Current Issues 
Executives are Facing 

1. Unable to make informed decisions in a 

timely manner due to a lack of good 

metrics 

2. Unable to tell if each project is creating 

business value until significant funds 

have been spent 

3. Unable to verify alignment of projects to 

strategic business objectives 

4. Unable to tell if the company is working 

on the right portfolio of strategic projects 
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Two Critical Questions Executives Ask 
• Do we manage strategic projects the same way we manage traditional projects? 

• Do we use the same people, tools, and techniques? 
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Historically, who did 
executives trust to 
manage the funds 
committed to strategic 
projects? 

Portfolio of 
Strategic 
Projects 

Trust 
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Unfortunate 
Results 

• Why was there only 
marginal success 
with strategic 
projects? 
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Causes of Strategic Initiative Failures 

Poor 
Communication of 

Information 

Governance 
Failure 

Poorly 
Defined 
Strategic 

Goals 

Poorly 
Alignment 
to Strategic 
Objectives 

Poor Team 
Participation 
and Culture Poor 

Performance 
Monitoring 
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Differences in Project Execution 

 Requirements are well-defined 

 Total project planning prior to 
execution 

 Predictive (deliverable) or plan-driven 
execution 

 Low tolerances for scope changes 

 Client interaction heavily based upon 
documentation 

 Low impact from enterprise 
environmental factors 

 

 Requirements have volatility  

 Incremental or rolling wave planning is 
a necessity 

 Benefits and value-driven execution 
rather than plan-driven execution 

 High tolerance for scope changes  

 Client interaction heavily face-to-face 
and throughout the project 

 High risk due to enterprise 
environmental factor changes 

 

 

 

Traditional / Operational Projects Strategic Projects 
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Requirements have volatility  

Incremental or rolling wave planning 

Benefits and value-driven execution 

High tolerance for scope changes 

Client interaction heavily face-to-face 

High risk due to changes in some of 
the enterprise environmental factors 

Differences in Approaches 

Strategic Projects Better Handled 
with Waterfall 

Better Handled 
with Agile/Scrum 
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The 12 principles of the Agile 
Manifesto appear to address 
many of the issues and 
shortcomings found in using the 
traditional “waterfall” approach 
on strategic projects. 

The Agile 
Manifesto 
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The Need for a Line-of-Sight 

Setting the right 
expectations for strategic 
projects requires a line-of-
sight to senior management. 
The line-of-sight supports 
the alignment to strategic 
business objectives. 
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Portfolio  
PMO and/or 
Governance 

Project 
Team 

Sustainment 
Team 

Harvesting 
Team 

Business 
Owner 

Project 
Manager 

Major Players on Strategic Projects 
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Pillar #3: 

Project Management 
Becomes a Strategic 
Competency 
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We are managing our business by projects. 

Executive View of Project Management 
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How Important 
is Project 
Management 
Today? 

Project management is a 
strategic competency for 
survival. 
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Performance Reporting 

Has the content of forecast reports changed? 

Traditional Forecasts 
• Time at completion 
• Cost at completion 

Strategic Forecasts 
• Time at completion 
• Cost at completion 
• Business benefits at completion 
• Business value at completion 
• Other strategic indicators at 

completion 

Progress 
Reports 

Status 
Reports 

Forecast 
Reports 
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To whom do project managers report status on 
strategic projects? 

28 

Status 
Reporting 
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The growth in metric measurement 
techniques has made this possible. 

Status Reporting 
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Pillar #4: 

The Need for 
Cultural Change 
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Solutions to project management 
problems cannot be resolved 
through a magical quick fix or a 
Band-Aid. It usually requires a 
cultural change in the way that 
project management must work 
for sustainable results. 
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Recognizing the need 
for a cultural change 
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How Important 
is the 
Organizational 
Culture Today? 

Cultures that focus 
mainly on command 
and control of the 
hierarchy may not be 
effective. 
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The Need for Compatible Cultures 

While the PM may be able to create a cooperative project team culture, it must be 
supported by a similar corporate culture that encourages ideas to flow freely, 
understands the strengths and weaknesses of the personnel, and has confidence in their 
abilities.  
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Some High-Level Components of a Culture  

Component Description 

Vision 
Team members are provided with and share clear and valued 

objectives aligned to the business strategy  

Participative  

safety 

A non-threating environment where team members can participate 

freely in discussions and decisions 

Task  

orientation 

A focus on achieving excellence through high-quality work and 

acceptance of constructive criticism 

Tolerance for 

failure 

Recognition that on some projects a significant amount of risk exists 

and may not be able to be mitigated  
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Pillar #5: 

The Need for 
Portfolio PMOs 
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Types of PMOs 

Project Management Growth (Traditional) PMO 

Project-Specific PMO 

Client-Specific PMO 

Functional PMO 

Enterprise PMO 

Strategic PMO 

Portfolio PMO 

Center of Excellence (COE) 
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Role of the Strategic PMO 

The strategic PMO takes the lead for 
business-driven and value-driven project 
management results. 
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Role of the Strategic 
PMO 
The strategic PMO takes the lead 
for ensuring that project 
management leads to a 
sustainable competitive 
advantage. 
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Growth in the 
Use of PMOs 

Can a variety of PMOs 
be networked and 
eventually work 
together? 
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Traditional PMO Portfolio PMO Enterprise PMO 

 Focus is on the  
     long-term growth 
     of project mgt. and 
     acceptance by the 
     entire company 
 
 Metrics are mainly 
     time, cost, and  
     scope 

 Focus is on the  
     long-term growth 
     of project mgt.  
     and support for 
     selected projects 
      
 Metrics are mainly 
     time, cost, scope,  
     risks, profit, and  
     PMO effectiveness 
     metrics  

 Focus is on the  
     strategic initiatives 
     and alignment to 
     the business 
     objectives 
 
 Metrics now include 
     business value and 
     benefits 

Growth of PMOs 
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Organizational 
shortcoming 

Unable to see the 
benefits and the 

value  

Lack of a 
prioritization 

process 

Working on too many 
non-value-added 

projects 

Inability to align 
projects to strategy 

Intense 
competition for critical 

resources 

Many changes in  
priorities resulting  
in project rework 

Recognizing the Need for a Portfolio PMO 
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 Alignment to business 

     or strategic objectives 

 Capacity planning 

 Resource pool readiness 

 Executive visibility of 

     the portfolio 

 Benefit realization 

 Value determination 

 Time-to-market analysis 

 ROI/IRR/payback period 

 Customer satisfaction 

 Creation of a methodology 

    and supporting processes 

 Consistency in application 

 Performance repeatability 

Portfolio or 
Strategic PMO 

Operations-Driven  
PMO 

Typical PMO Activities 
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Project 
Portfolio 

Management 

Strategic 
Alignment 

Capacity 
Planning 

Benefits and 
Value Assessment 

Opportunity 
Identification 

Project 
Prioritization 

Project Portfolio Management Activities 
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Project 
Portfolio 

Management 

Strategic 
Alignment 

Capacity 
Planning 

Benefits and 
Value  

Project 
Prioritization 

Opportunity 
Identification 

Opportunity 
Identification 

• Validate existence of an 
opportunity 

• Validate the need 
• Validate the strategic fit 

within the business 
• Identify the risks with 

the opportunity 
• Determine if the 

opportunity can be 
achieved alone 

44 

Project Portfolio Management Activities 
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Project 
Portfolio 

Management 

Strategic 
Alignment 

Capacity 
Planning 

Benefits and 
Value  

Project 
Prioritization 

Opportunity 
Identification 

Project 
Prioritization 

• Identify business unit 
priority 

• Identify corporate 
priority 

• Identify impact the 
priority will have on 
other projects in the 
queue or in progress 

• Identify the risk of a 
change in the priority 
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Project Portfolio Management Activities 
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Project 
Portfolio 

Management 

Strategic 
Alignment 

Capacity 
Planning 

Benefits and 
Value  

Project 
Prioritization 

Opportunity 
Identification 

Capacity 
Planning 

• Determine number of 
resources needed 

• Determine skill set of 
resources needed 

• Determine availability of 
resources needed for the 
duration of the project 

• Determine full-time and 
part-time needs 
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Project Portfolio Management Activities 
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Project 
Portfolio 

Management 

Strategic 
Alignment 

Capacity 
Planning 

Benefits and 
Value  

Project 
Prioritization 

Opportunity 
Identification 

Benefits/Value 
Assessment 

• Validate benefits still 
achievable 

• Monitor that value is 
being created 

• Assess customer and 
stakeholder satisfaction 
with the value being 
created 
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Project Portfolio Management Activities 
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Project 
Portfolio 

Management 

Strategic 
Alignment 

Capacity 
Planning 

Benefits and 
Value  

Project 
Prioritization 

Opportunity 
Identification 

Strategic 
Alignment 

• Identify any changes in 
the strategic objectives 

• Validate the alignment 
to strategic objectives 

• Approve any changes to 
features and scope 

• Determine how this 
project impacts other 
projects 
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Project Portfolio Management Activities 
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Project 
Portfolio 

Management 

Strategic 
Alignment 

Capacity 
Planning 

Benefits and 
Value  

Project 
Prioritization 

Opportunity 
Identification 

Project Portfolio 
Management 

• Creation of business 
value 

• Alignment with  
corporate strategy 

• Improvements in project 
success rates 

• Improvements in 
customer/stakeholder 
satisfaction 

49 

Project Portfolio Management Activities 
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50 

Portfolio PMO 
Issues 

A critical mission for the portfolio PMO is to assist 
in the identification of which of the many projects 
should be designated as “strategic projects”. 

How will we select the best portfolio of projects 
such that business value is maximized? 

How will we track business value creation once the 
projects are initiated? 
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Portfolio PMO 
Issues 

• The PMO must make sure that 
realistic project execution 
plans are in effect and 
managed by the right teams of 
people 

 

• Portfolio PMOs generally 
manage no more than 20 
strategic projects at a time 

 

• Generally, there are no more 
than five major strategic 
initiatives in place at one time 
out of the 20 strategic projects 
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Portfolio PMO 
Issues 

Well-written strategic initiatives tell you 
what is included and excluded from the 
scope. 

Poorly written strategic initiatives imply that 
everything must be done and can lead to 
numerous (often unnecessary) scope 
changes. 

A strategic initiative is not a statement of 
work (SOW) and there will always be some 
ambiguity. 
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Ambiguity Type Description 

Expectations Based upon the number of stakeholders, the 
strategic initiative may have vague wording open to 
an interpretation of the expected outcome. 

Priority Each stakeholder can have a different interpretation 
of the priority of the initiative. The project team may 
not know the real priority. 

Processes There are numerous processes to select from as part 
of execution. Process flexibility will be necessary. 
There are also several forms, guidelines, checklists,  
and templates that can be used. 

Metrics/KPIs There are numerous things that can be measured 
based upon the expectations. 

Portfolio Ambiguity 
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Pillar #6: 

The Need for 
Better Resource 
Management 
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Resource Management 

How important are capacity 
planning and effective resources 
management practices? 

Companies must recognize the need 
for capacity planning information 
prior to selection and approval of 
projects. This has become a PMO 
activity. 
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Resource 
Management 
Issues 

Management does not know how 
much additional work can be 
added to the queue without 
overburdening the labor force. 

Projects are often added to the 
queue with little regard for (1) 
resources availability, (2) skill level 
of the resources needed, and (3) 
the level of technology needed. 
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Resource Management Issues 

57 

Lack of understanding of how project managers can assist 
early on in capacity planning and resource management 

Critical resources are assigned to failing or non-value-
added projects 

There are no techniques for understanding how a scope 
change on one project may affect workloads on other 
ongoing projects 
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Resource Analysis Steps 

Complexity 

Constraints 

 Technology 

Skills 

     How complex is the initiative? 

What technology level is needed? 

 Do we understand the constraints? 

Do we have resources with the necessary 
skills? 
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Enterprise  
Envir. Factors 

Competitive 
Analysis 

Organizational 
Process 
Assets 

Environmental 
Assumptions 

Competitive 
Assumptions 

Resource 
Assumptions 

Opportunities  
& Threats 

Strengths & 
Weaknesses 

Validating Resource Assumptions 
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Technology 
Levels 

Technology exists within the company Level I: 

Technology can be purchased from other 
sources within the country Level II: 

Technology can be purchased from other 
sources outside of the country 

Level III: 

Technology must be researched outside of 
the country and brought back to the 
parent country 

Level IV: 
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Resource Skill 
Levels 

• Using existing resources with necessary 
technical skills 

 

• Using existing resources which must 
undergo technical training 

 

• Knowledge and creativity through newly 
hired workers 

 

• Knowledge and creativity through 
consultants 

 

• Acquisitions, joint ventures, and licensing 
agreements 
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Shortcomings 
Resources needs 

due to scope 
changes 

Not all resource 
demands are 

captured 

Benefits harvesting 
manpower  

Unrealistic benefits 
and value estimates 

Poor knowledge 
of resources 
skills needed 

Changes in  
priorities and  

firefighting 

Enterprise-Level Resource Shortcomings 
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 Outcomes 

Results of Poor Manpower Planning 

Resource changes  
due to scope changes 

Not all resource 
demands captured 

Poor understanding of 
needed skills 

Unrealistic benefits 
and value estimates 

Changes in priorities and 
firefighting 

Transformational 
manpower needs 

Shortcomings Problems in Achieving Success 

No maximization of 
business value 

Benefits realization 
planning failure 

Continuous changes  
to the portfolio 

Continuous 
reprioritization 

Continuous conflicts 
over manpower 
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Resource Allocation 

Ongoing or General Work 

Resource 
Capacity 

R
e

so
u

rc
e

 
A

llo
ca

ti
o

n
 

Time 

Selected Strategic 
Projects that  

Require Prioritization 

Maintenance Work 

High-Priority Projects 

Medium-Priority Projects 

Low-Priority Projects 

Non-Prioritized Projects 

Mandatory 
Staffing 

Optional 
Staffing 
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Pillar #7: 

New Flexible 
Frameworks 
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SCOPE 

COST TIME 

66 

The Traditional Triple Constraints 
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SCOPE 

TRADITIONAL 
PROJECT 

MANAGEMENT 

TIME COST 

Inflexible vs. Flexible Constraints 

INFLEXIBLE CONSTRAINTS 

FLEXIBLE CONSTRAINTS 

Flexible Versus Inflexible Constraints 

67 5/1/2022 



SCOPE 

SCOPE 

TRADITIONAL 
PROJECT 

MANAGEMENT 

COST 

TIME 

TIME 

COST 

AGILE & 
SCRUM 

Inflexible vs. Flexible Constraints 

FLEXIBLE CONSTRAINTS 

INFLEXIBLE CONSTRAINTS 

68 

Flexible Versus Inflexible Constraints 
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COMPETING 
CONSTRAINTS 

SCOPE TIME 

COST VALUE 

RISK BENEFITS 

SAFETY QUALITY 

Competing Constraints Competing Constraints 
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COMPETING 
CONSTRAINTS 

SCOPE TIME 

COST VALUE 

RISK BENEFITS 

SAFETY QUALITY 

Competing Constraints 

Should the constraints 
be prioritized? 

70 

Prioritizing Competing Constraints 
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SCOPE 

SCOPE 

TRADITIONAL 
PROJECT 

MANAGEMENT 

COST 

TIME 

TIME 

COST 

AGILE & 
SCRUM 

FUTURE 
FLEXIBLE 

FRAMEWORKS 

COMPETING 
CONSTRAINTS 

Inflexible vs. Flexible Constraints 

FLEXIBLE CONSTRAINTS 

INFLEXIBLE CONSTRAINTS 

Flexible Versus Inflexible Constraints 
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Examples of 
Methodologies 

and Frameworks 

• Waterfall 

• Agile 

• Scrum 

• Kanban 

• Rapid Application Development (RAD) 

• Unified Process 

• PRINCE2 

• Dynamic System Development Method 
(DSDM) 

• Extreme Programming (XP) 

• Feature-Driven Development 
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Pillar #8: 

The Need for New 
Life Cycle Phases 
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IG PA PP D BR VA 

Project Life Cycle 

Commercialization 

Idea 
Generation 

Project 
Approval 

Project 
Planning 

Delivery 
Value 

Analysis 
Benefits 

Realization 

Execution Initiation 

The Investment Life Cycle 
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IG PA PP D BR VA 

Project Life Cycle 

Commercialization 

Idea 
Generation 

Project 
Approval 

Project 
Planning 

Delivery 
Value 

Analysis 
Benefits 

Realization 

Execution Initiation 

Value is defined Value is created Value is measured 

The Investment Life Cycle 
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IG PA PP D BR VA 

Project Life Cycle 

Commercialization 

Idea 
Generation 

Project 
Approval 

Project 
Planning 

Delivery 
Value 

Analysis 
Benefits 

Realization 

Execution Initiation 

Value is defined Value is created Value is measured 

Are we doing the right 
things? 

Are we doing the right 
things right? 

Are we doing enough of the 
right things? 

The Investment Life Cycle 
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The idea generation and project approval stages are referred 
to as the “Fuzzy Front End.” Project managers must participate 
in these activities to understand the thought processes and 
the critical issues discussed.  
 
PMs may also have a better understanding than executives 
concerning staffing needs and whether the organization 
possesses the necessary competencies. 

The Fuzzy Front End (FFE) 

77 5/1/2022 



Fuzzy Front End (FFE) Activities 

78 

Risk management 

VUCA analysis 

Enterprise environmental factors analysis 

Competitive factors 

Determination of business benefits and value 

Business opportunity identification and analysis 

Alignment to business strategy 

Firm’s competencies 

Proactive customer orientation and interfacing 

Maturity of technology 

Control of intellectual property 

Idea evaluation and screening 
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Opportunity  
Screening 

Idea 
Evaluation 

Go/No-Go for 
Development and 
Commercialization 

Gate #1 Gate #2 Gate #3 

79 

SWOT 
Analysis 

Idea 
Evaluation 
& Selection 

Criteria 
Templates 

Capability 
and 

Resources 
Analysis 

The Three Fuzzy Front End (FFE) Gates 
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80 

Pillar #9: 

The Need for 
Benefits Harvesting 
and Change Mgt. 

5/1/2022 



Business 
Value 

Time 

 
Innovation 

Projects 

Time Needed  
for Benefits  
Harvesting 

Business 
Value Gap 

Benefits 
 and Value 

Sustainment 

Current Business 
Value 

Desired Business 
Value 

81 

Benefits Harvesting 
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The problem is not with 
identifying the benefits or 
managing projects to create 
benefits. The real issue is 
harvesting the benefits and 
managing the transition once 
the projects are over. 
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• The benefits of a project are typically 
realized over time. This could be 
years after the project has been 
completed. 
 

• Some benefits will be near-term, 
mid-term, and long-term 
 

• Someone must take ownership for 
the harvesting of the benefits 
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Benefit harvesting is the realization of the benefits and accompanying 
value. 

Organizational change management may be needed. 

People must be willing to be removed from their comfort zone. 

Even if the project is short term, there must be long-term adoption 
consideration to maintain benefit sustainment. 

84 

Benefits Harvesting 
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Possible Benefits Harvesting Needs 

85 

Organizational 
restructuring 

New or additional 
forms of 

management 
support 

Hiring and training 
new people 

New reward 
systems 

Changing skills 
requirements and 

roles of people 

Creating new 
policies and 
procedures 
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Records management System upgrades 
Purchasing new 

software 

Negotiating new 
industrial relations 

agreements 

Developing new 
relationships with 

suppliers, distributers, 
partners, and joint 

ventures  
86 

Possible Benefits Harvesting Needs 
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We need to learn how to manage change in an 
organization. 

During benefits harvesting and sustainment, 
changes may be needed: 

People may have to 
change their habits 

Processes will 
change 

Technology will 
change 

87 

Benefits Harvesting and Change Management 
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Resistance to 
Change 

• Full benefit realization may 
face resistance from 
managers, workers, 
customers, suppliers, and 
partners because they may be 
removed from their comfort 
zones. There is also an 
inherent fear that change will 
be accompanied by loss of 
promotion prospects, less 
authority and responsibility, 
and loss of respect from 
peers. 

88 5/1/2022 



Pillar #10: 

The Need for New 
Forms of Project 
Leadership 

89 5/1/2022 



Project management 
is a part-time 
assignment  

No authority to hire 
and fire 

No authority over 
assigned functional 

resources 

Inability to cope with 
diverse backgrounds 

No input into wage 
and salary program 

Workers treated as a 
labor cost to be 

removed 
Length of the project 

Workers assigned to 
multiple projects 

Factors Influencing Project Leadership 
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• Project manager’s role 

 

• Project manager’s authority 
(decision making) 

 

• Project manager’s use of power 

Project Management  
Job Descriptions 
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 Authoritarian Leadership 
 Participative Leadership 
 Laissez-Faire Leadership 

 
 Task-Oriented 

Leadership 
 Relationship-

Oriented Leadership 
 

 
 Situational 

Leadership 
 

Project Management Traditional Leadership 
Models 
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 Unethical practices 
 Abuse of power 
 Toxic emotions 

Job dictates how workers should react. 

Deep Acting 

Surface Acting 

Emotional Labor 

Emotional Labor 
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Deep Acting 

Surface Acting 

Emotional Labor 

       
      Seminars___ 
 Customer 

Interfacing 
 Business Ethics 

 

Emotional Labor 
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Emotional Labor 

     Servant Leadership___ 
 Employee Engagement 
 Employee Commitment 
 Safe to Express Feelings 
 Develop Trust in Leaders 
 Feel Safe at Work 
 Have a Work-Life Balance 

Servant Leadership 
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• Listening 

• Empathy 

• Healing 

• Awareness 

• Persuasion 

• Conceptualization 

• Foresight 

• Stewardship 

• Growth 

• Community building 

Since the 1970s, considerable research has been performed related to the link 

between controlling emotional labor and servant leadership. Spear ([1995], [2002]) 

elaborated on Greenleaf’s work by identifying ten characteristics of a servant leader: 

Servant Leadership 
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Waterfall (Traditional and Modified) Agile 

The Driver for Changes in Leadership 
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Traditional 
Leadership 

Servant 
Leadership 

Social 
Leadership 

Focus on Results 
and Deliverables 

Focus on the 
Project Team 

Focus on  
Collaboration 

With Everyone 

Waterfall  
Methodology 

Agile  
Methodology 

Waterfall  
Methodology 

FOCUS: 

FRAMEWORK: 

Changes in Leadership 
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Social Leadership Characteristics 

Acting in a socially 
responsible manner 

Inspiring team 
spirit and 

energizing the team 

Managing 
complexity in a 

VUCA environment 

Managing cultural 
transformation 

Participating in 
change 

management 
efforts 

Design thinking 
Emotional 

intelligence 
(nonverbal cues) 

Active listening 

Demonstrating 
respect for 
everyone 

Supporting quality 
of life consideration 
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Impact of New 
Leadership 

Models Project Management  
Job Descriptions 

Project Management  
Competency Models 

Growth of Competency Models 
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Traditional or Functional  
Projects 

Strategic or Corporate 
Projects 

Functional  
 

Corporate-Wide 

FOCUS:  
 

CAREER 
PATH:  

 

Project Management  
Job Descriptions 

Project Management  
Competency Models 

Impact of Competency Models 
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SCIENTIFIC / TECHNICAL SKILLS 

LEADERSHIP 
SKILLS 

Eli Lilly Competency Model 
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Comm.  
Skills 

Generic Competency Model Skills 

Values and 
Attitudes 

Leadership 
Abilities 

Problem 
Solving 

Project Mgt. 
Knowledge 

Decision 
Making 

Brain- 
storming 

Design 
Thinking 

Competency 
Model Skills 
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Pillar #11: 

The Need for 
New Skills 
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Why are new skills 
needed? 

New Skills 
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Uncertainty Volatility 

Ambiguity Complexity 

The VUCA Environment 
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Brainstorming 

Creative problem-solving 

Design thinking 

Idea management 

Rapid prototype development 

Innovation leadership 

Strategic planning 

Managing self-directed teams 

Managing diversity 

Co-creation team management 

Supply chain management 

Advanced risk management 

New Skills 
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Brainstorming 

Can brainstorming be 
taught in the classroom? 
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Creative 
Problem-Solving 

Can creative problem-
solving be taught in 
the classroom? 
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Can design thinking be taught 
in the classroom? 

Design Thinking 
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Idea management practices are necessary 
because some ideas may become revenue  
generators in the future rather than today. 

  Idea 
Management  
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    Idea management practices are a critical 
    component of information warehouses. 

  Idea 
Management  
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Pillar #12: 

Growth of Information 
Warehouses and 
Business Intelligence 
Systems 
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The Need for More Information 

EVMS 
Information 
Warehouses 

Business Intelligence 
Systems 

 Operational Business 
Decisions 

 Strategic Decisions 
 Decision Support Systems 
 Data Visualization 

 Multiple Project Performance 
 Business Performance 
 Tangible and Intangible 

Intellectual Capital 
 

 Single Project  
    Performance 
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Type of Knowledge Description 

Explicit Encoded knowledge that can be found in books, magazines, and other 

documents 

Implicit (or Tacit) Knowledge in the heads of people. Also, knowledge retained by 

suppliers and vendors. Knowledge may be difficult to explain. 

Situational  Knowledge related to a specific situation, such as a specific use of a 

product 

Dispersed Knowledge that is not controlled by a single person 

Experience Knowledge obtained from experiences or observations of clients using 

the product; must understand user behavior 

Procedural Detailed knowledge on how to do something 

Types of Knowledge 
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Product 
Capital 

Structural 
Capital 

 
Human 
Capital 

• Human Capital 
o Employee knowledge,  
   competence and  
    innovativeness 

• Product Capital 
o Brand loyalty and 
   customer relationships 

• Structural Capital 
o Company culture, 
   patents, efficiencies, 
   and knowledge data  
   bases 

 

__Categories___ 
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Structuring Information Needs 

5/1/2022 



Specialized 
Knowledge 

Benchmarking 
Studies 

 

Idea 
Management 

Best Practices 
Library 

Metrics/KPIs  
Library 

Knowledge 
Repositories 

Customer 
Knowledge 
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Information Warehouses 
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Traditional Decision-Making Tools Future Decision-Making Tools 

 Digitalized economy 
 Artificial intelligence 
 Internet of things (IOT) 
 Use of “Big Data” 
 Analytical statistics 

 Focus on the Earned Value 
Measurement System 
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Project Decision-Making Tools 
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    Analytical Statistics 

• Descriptive data analytics: analysis of historical 
data including past successes and failures 

 

• Predictive data analytics: analysis of the data to 
make predictions of what might happen 

 

• Prescriptive data analytics: look at the reasons 
why things may happen, options for risk 
mitigation of future work, and options to take 
advantage of opportunities  
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Data Science 
Team Members 

• Because of big data, project 
teams will need workers that 
possess data science 
capability 

 

• Skills will include statistical 
methods, computational 
intelligence, and optimization 
techniques 
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Detection of patterns 
and trends related to 
time, cost, and scope 

Comparison to other 
projects as well 

Identification of the 
root causes of 

problems 

Better use of “what 
if” scenarios 

Better tradeoffs on 
competing 
constraints 

Better tracking of 
assumptions and 

constraints 

Better tracking of 
VUCA and the 

enterprise 
environmental factors 

Better response to 
out-of-tolerance 

situations 

Better capacity 
planning decisions 
involving resource 

utilization 

Expected Benefits from Using Big Data 
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Expected Benefits from Using Big Data 

Ability to make strategic rather than just operational decisions 

Ability to make change management decisions 

Decision-making can be pushed down the organizational hierarchy, 
but there will be “rules for decision-making” established 

Emphasis on long-term perspectives rather than just short-term 

A reduction in the risk of making the wrong decision because of a 
lack of information 
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Numerous mathematical  

models currently exist for project 
decision-making. 
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Mathematical Decision-Making 
Models 

• Financial (ROI, IRR, NPV, payback period, 
benefit-to-cost ratio, breakeven analysis) 

• Time (scheduling models) 

• Money (cash flow models) 

• Resources (competency models) 

• Materials (procurement models) 

• Work hours (estimating models) 

• Environmental changes models 

• Consumer tastes and demand models 

• Inflation effects models 

• Unemployment effects models 

• Changes in technology models 

• Simulation and games models 

• Mental models 
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Pillar #13: 

The Need for 
New Metrics 
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Types of Metrics 

Types of Metrics Intent 

Traditional Metrics 
 

Primarily focus on where we are 
today 
 

Key Performance Indicators 
 

Extrapolate the present into the 
future to tell us where we will end up 

Value-Reflective Metrics (also called 
Value-Based Metrics) 
 

A combination of metrics and KPIs 
that tell us the growth of value 
creation as the project progresses 
and after completion 
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KPI Selection Criteria 
 
• Predictive: able to predict the future of this trend 

• Measurable: can be expressed quantitatively or qualitatively 

• Actionable: triggers changes that may be necessary 

• Relevant: the KPI is directly related to the success or failure of 
the project 

• Automated: automated reporting minimizes the chance of 
human error 

• Few in number: only what is necessary 
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PM 4.0 
Intangible 

Value Metrics 
PM 3.0 

Value-Based 
Metrics 

PM 2.0 
Business 
Metrics 

PM 1.0 
Traditional 

Metrics 

PM 5.0 

 Strategic 
Value Metrics 
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Metrics Growth 
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Metric Selection 

• What changes have taken place in the project management 
landscape that impacted the selection of project metrics? 
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The Need for Change 

Stakeholders and governance personnel are expected to 
make informed decisions rather than just any decision 

Informed decision-making requires more meaningful 
metrics 

The metrics information must be shared rapidly 
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The Search for the Truth 

Stakeholders are just beginning to 
understand how many metrics are 
needed to solve the puzzle of 
determining the true project status. 

130 5/1/2022 



131 

The Search for the Truth 

Without good metrics, stakeholders 
and clients are dependent upon the 
timeliness of mountains of reports to 
find the true status and health of a 
project. 
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The Need for 
Collaboration 

Advanced project 
management = 
traditional project 
management + 
distributed 
collaboration. 
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The Impact of Technology 

Advanced project 
management will use 
much of the social media 
software that is 
currently in use. 
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The Impact of Technology 

We can input metric 
information from any  

location in the world. 
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The Impact of Technology 

Data can be displayed 
over cell phone or 
tablet screens. 
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Metrics Accompany You Everywhere 

All project personnel will 
have current metrics and 
project status at their 
fingertips. 
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Pillar #14: 

The Need for 
Value-Driven 
Metrics 
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Values 

Operational 
Values 

Financial 
Values 

Innovation 
Values 

Leadership 
Values 

Strategic 
Values 

Cultural 
Values 

Types of Values 
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Types of 
Metrics 

Timeline and Initiatives 

TQM 
 and  

Quality 
Conformance 

Customer  
Relations  

Management 
(CRM) 

Customers’ 
Perception of  

Quality and 
Value 

Customer 
Value  

Management 
Programs 

Traditional 

Value-Based 

1980s 1990s 2000s 2010s 
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The Importance of Value 
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• A benefit  is an outcome or a 
deliverable from actions, behaviors, 
products or services that is considered 
important or advantageous to specific 
individuals, such as business owners, 
government agencies, or a group of 
individuals such as stakeholders 
 

• A Benefit realization management plan 
is a collection of processes, principles, 
and deliverables to effectively manage 
the organization’s investments to 
achieve the desired benefits 
 

• Project value is what the benefits are 
worth to someone 

140 

Understanding 
   the  

Terminology 
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 Understanding Benefits 

Benefits can be tangible, intangible or a combination of 
both. 

Intangible benefits might be improvement in employee 
morale or project governance. 

Benefits are often hard to quantify, especially in the 
early stages of a project. 
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Increases in market 
share 

Reduction in 
operating costs 

Reduction in waste 

Increases in 
profitability 

Improvements in 
productivity and 

efficiency 
Increases in quality 

Increases in 
customer 

satisfaction 

Improvements in 
employee morale  

Increases in 
employee retention 

and reduction in 
employee turnover 

Generic Benefit Metrics 
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Dependencies Among Benefits 

There can be dependencies between benefits where one benefit is 
dependent on the outcome of another (e.g., revenue generation resulting 
from an improvement in quality or better marketing to attract more 
tourists). 
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More than 70% of 
the companies failed 
to achieve the 
desired benefits in 
full or in part from 
their investments. 

Board members attributed 
this to poor estimating when 
the real culprit was poor 
project management (i.e., 
the benefits realization 
process). 

Unfortunate Results 
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Validate That an Opportunity Exists 

Alignment with Corporate Objectives 

Establish a Benefit Realization Plan 

Identify Project Objectives 

Establish the Priority 

Identify Resource Needs 

Identify Assumptions and Constraints 

Preliminary Budget & Schedule Estimates 

Assess Potential Risks 

Establish Benefits / Value Metrics 

Input: Idea/Information 

Output: Business Case 
145 

Business Case Development 
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• A description of the benefits 

• Identification of each benefit as 
tangible or intangible 

• Identification of the recipient of 
each benefit 

• How the benefits will be realized 

• How the benefits will be 
measured 

• The realization date for each 
benefit 

• The handover activities to 
another group that may be 
responsible for converting the 
project’s deliverables into 
benefits realization 
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Benefit  
Realization  

Plan  
Components 
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Shortcomings 
Measurement 

at Too High  
a Level 

Failure to 
Measure 
Changes 

No Legitimate 
Methods Available 

Too Many 
Assumptions Must 

be Made 

Validity of the 
Assumptions  
Questionable 

Wrong People 
Doing the 

Measurement 
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Converting Benefits to Value: Shortcomings 
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Pillar #15: 

The Need for 
Intangible Metrics 
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Intangible Metrics 

 Goodwill 

 Customer satisfaction 

 Our relationships with our 
customers 

 Our relationship with our 
suppliers and distributors 

 Brand image and reputation 

 Patents, trademarks and other 
intellectual property 

 Our business processes 

 Executive governance 

 The company’s culture and 
mindset 

 Human capital, including retained 
knowledge and the ability to 
work together 

 Strategic decision-making 

 Strategy execution 
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Measuring intangibles is dependent upon 
management’s commitment to the 
measurement techniques used. 

Measuring intangibles does improve 
performance as long as we have valid 
measurements free of manipulation. 

Measuring Intangible Assets 
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• The value of intangibles can have 
a greater impact on long-term 
strategic considerations rather 
than short-term factors 

 

• Management support for the 
value measurements of 
intangibles can also prevent 
short-term financial 
considerations from dominating 
innovation and other forms of 
strategic decision-making 
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Measuring 
Intangible Assets 
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Pillar #16: 

The Need for 
Strategic Metrics 
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Project’s Score 

Project’s 
Deliverables 

Project’s Value 

Time 

Cost 

Scope 

Financial Value Strategic Value 

Competitive 
Position 

New Business 
Opportunity 

Image and 
Reputation 

ROI 

Benefit / Cost 
Ratio 

Payback Period 

Project Scoring Categories 
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Project’s Score 
80 of 100 points 

Project’s 
Deliverables 

23 of 30 points 

Project’s 
Business Value 
57 of 70 points 

Time 
 8 of 10 points 

Cost 
10 of 15 points 

Scope 
5 of 5 points 

Financial Value 
25 of 30 points 

Strategic Value 
32 of 40 points 

Competitive 
Position 

10 of 15 points 

New Business 
Opportunity 

12 of 15 points 

Image and 
Reputation 

10 of 10 points 

ROI 
10 of 12 points 

Benefit/Cost Ratio 
8 of 10 points 

Payback Period 
7 of 8 points 

Example of a Project’s Score 
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Scores P
ro

je
ct

 1
 

P
ro

je
ct

 2
 

P
ro

je
ct

 3
 

P
ro

je
ct

 4
 

P
ro

je
ct

 5
 

P
ro

je
ct

 6
 

P
ro

je
ct

 7
 

P
ro

je
ct

 8
 

Technical Superiority 2 1 2 1 6 

Reduced Operating Costs 2 2 4 

Reduced Time-To-Market 1 1 2 1 1 2 8 

Increase Business Profits 2 1 1 1 2 7 

Add Manufacturing Capacity 1 2 2 1 1 7 

Column Scores 4 0 6 7 4 5 0 6 

 No Contribution to Objectives 

1  Supports Objectives 

2  Fulfills Objectives 

Strategic Objectives 

Projects 

Matching Project to Strategic Objectives 
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40% 0% 20% 60% 80% 100% 

2019 

2020 

2021 

Percent of Yearly Benefits / Value Received 

Yearly Benefits / Value Achieved 
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Strategic Value 
Metrics 

Financial Value 
Metrics 

Portfolio PMO 
Metrics 

• Competitive position 
• Growth in market share 
• New business opportunity 
• Number of new products 
• Number of new and/or 
   retained customers 
• Reputation & image 
• Technical superiority 
• Goodwill 
• Customer satisfaction 
• Number of patents 
• Regulatory compliance 
• Health & safety compliance 
 

• ROI 
• IRR 
• Benefit to cost ratio 
• Payback period 
• Cash flow 
• Improving margins 

• Business profitability 
• Portfolio health 
• Portfolio benefits realized 
• Portfolio value achieved 
• Portfolio selection and mix 
• Resource availability 
• Capacity utilization 
• Strategic alignment 
• Business performance 
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Business Value Metrics 
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 Portfolio PMO Issues 

Some questions that Portfolio PMO metrics need to help answer: 

• Do we have any weak investments that need to be cancelled 
or replaced? 

• Must any of the programs and/or projects be consolidated? 

• Must any of the projects be accelerated or decelerated? 

• How well are we aligned to strategic objectives? 

• Does the portfolio have to be rebalanced? 
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 Executive-Level Issues 

Some questions that executives need metrics to answer: 

• The need to verify that value is being created 

• The need to know the risks and how risks are being 
mitigated 

• The need to know when to intervene 

• The need to predict future corporate performance 

• The need to confirm that the projects are still aligned 
to strategic objectives 

• The need to perform resource re-optimization if 
necessary 
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Pillar #17: 

The Need for 
More Metrics and 
a Metrics Library 

5/1/2022 



INTEGRATION 
MGT. 

SCOPE 
MGT. 

TIME 
MGT. 

COST 
MGT. 

PROCUREMENT 
MGT. 

HUMAN 
RESOURCE 

MGT. 

COMMUNICATIONS 
MGT. 

RISK 
MGT. 

QUALITY 
MGT. 

POLITICS 

CULTURE & 
RELIGION 

BUSINESS & 
STRATEGY 

PROJECT VALUE 
MGT. 

STAKEHOLDER 
MGT. METRICS 

Adapted from PMBOK® Guide – Sixth Edition, Table 1-4, p. 25 
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The PMBOK® Guide and Metrics 
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The PMBOK® Guide and Metrics 
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Will the new metrics make it 
easier for us to provide 
meaningful performance 
reports that everyone can 
understand? 

163 

New Metrics 
Challenges 
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New Metrics 
Challenges 

What are the challenges 
and limitations created 
with the new project 
management metrics? 
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Determining the Number of 
Metrics / KPIs 

• Does a project team shop for the right 
number of metrics for a project or is it 
determined by the methodology 
selected? 

 

• Should stakeholders, and possibly the 
PMOs, be actively involved? 
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Shopping for 
the Right 

Metrics 

• Not everything that counts can be 
counted 

• Not everything that can be 
counted counts. 
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How Many Metrics are Needed? 

167 

Too many: 

• Metrics will steal time from 
other work 

• Metrics may provide too 
much information such that 
stakeholders cannot 
determine what information 
is critical 

• Metrics can provide 
information that has limited 
or no value 

Too few: 

• Falling short of the right 
information 

• Inability to make informed 
decisions 
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The Need for 
Data Mining 

Searching for the correct 
set of metrics for each 
project may require 
data mining. 
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Metrics Naysayers 

The use of new metrics requires change 
and people tend to dislike change. The 
results are arguments such as: 

• New metrics are an expensive and 
useless measurement 

• New metrics are costly to maintain, 
and the benefits do not justify the 
cost 

• New metric measurements are a 
waste of productive time 
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How Employees View New Metrics 

170 

Employees will not support a 
new metrics management 

effort that looks like a spying 
machine. Some people are 

very touchy about their 
performance being measured. 

Metrics are for monitoring 
project performance and 

should not be used as a basis 
for punishment. 
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Pillar #18: 

Reporting Metrics 
to Stakeholders 
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Stakeholder Metrics 

Will the new metrics 
have an impact on 
stakeholder relations 
management? 

172 5/1/2022 



173 

Deciding on the Metrics 

• Who determines what 
metrics should be provided 
to stakeholders? 

 

• When should the 
determination be made? 
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Stakeholder Information Needs 

There can be three or more information systems on a project: 

• One for the project manager 

• One for the project manager’s parent company 

• One (or more) for each of the stakeholders and the client 

 

There can be a different set of metrics and KPIs in each of 
these information systems. 
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Satisfying 
Stakeholders’ 
Needs 

Because each stakeholder 
may have different needs, 
dashboard reporting 
systems allow the project 
manager to prepare 
customized dashboards to 
satisfy each stakeholder’s 
information needs. 
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Presenting the Data 

Who decides how the 
metric information will 
be presented to the 
stakeholders? 
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Metrics Issues 

Should stakeholders be 
involved or have voting 
rights in selecting the 
metrics, especially 
metrics related to 
defining and tracking 
project success? 
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What happens if stakeholders 
demand specific metrics?  
 
What happens if we do not 
understand the metrics or  
cannot comply with their 
demands? 
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Stakeholder 
Relations 
Issues 

Do not give in to stakeholder 
demands for specific metrics 
without understanding how    
the metrics will be tracked, 
measured, and reported. 
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Pricing Out New 
Metrics 

Agreeing to new 
metrics requested by 
the customers after 
go-ahead can be 
costly. 
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Stakeholder Relations Issues 

What happens if 
stakeholders disagree 
on the meaning of the 
metric information? 
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Stakeholder 
Relations Issues 

Project managers must 
make sure that 
stakeholders understand 
the meaning of the metric 
information. 
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Stakeholder 
Relations Issues 

What happens if 
stakeholders say that 
they do not want to 
hear any bad news? 
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Stakeholder Relations Issues 

What happens if 
stakeholders want to 
stretch the truth, see the 
information before 
release, and filter it? 
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Pillar #19: 

Dashboard 
Reporting 
Systems 
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• The purpose of a traditional 
dashboard is to convert raw data 
into meaningful information that 
can be easily understood and 
used for informed decision-
making 

 

• The dashboard provides the 
viewer with “situational 
awareness” 

Dashboard 
Purpose 
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Infographics is the visualization of 
data in a manner that is easily 
understood. 

Definition of Infographics 

5/1/2022 



188 

Creating the Dashboards 

Who creates the dashboards? 
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• Selecting the right infographics 
designer is critical 

 

• A knowledge of project 
management would certainly be 
helpful 

189 

Selecting an Infographics Designer 
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Dashboard 
Rules 

• Some rules exist for dashboard design and 
layout: 

• Rules for selecting the right artwork / 
image 

• Rules for screen real estate 

• Rules for artwork placement 

• Rules for color selection 

• Rules for accuracy of information  
(2D vs. 3D) 

• Rules for aesthetics 
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Misleading 
Indicators 

Can misleading indicators lead to 
faulty interpretation of dashboard 
information and poor decisions? 
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Crisis Dashboard 
The crisis dashboard provides the viewer with “situational 
awareness” of what out of tolerance conditions exists and 
whether intervention is necessary.  
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Pillar #20: 

The Need for a 
Metrics Management 
Program 
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Metrics 
Management 
Programs 

Who has the ultimate 
responsibility for 
building a metrics 
management program? 
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Executive support for metrics 
management programs must 
be visible. Actions must 
support the words. 
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Walk the Talk 
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Employees can easily 
differentiate between 
visible executive support 
and “lip service”. 
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Walk the Talk 

5/1/2022 



 
 
 
 
 

Executive Ownership 
and Support 

Some executives will not take ownership 
for a metrics management system for 
fear of looking bad in the eyes of their 
colleagues if the metrics reporting 
system is not accepted by the workers 
or fails to provide meaningful results. 
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Most people that work on projects 
are motivated by seeing the 
results of their efforts. Visibly 
promoting metrics creates 
awareness and support for the 
project, keeps people informed, 
and motivates workers.  

 

Historically, metrics were 
displayed only in the project’s war 
room or command center.  
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Painting the Walls 
with Metrics 
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The Importance of Metrics Today 

GRADE LEVEL  COMPETENCY 

1 Understand project metrics and key performance 

indicators  

2 Be able to identify and create project-specific 

metrics  

3 Be able to track and report metrics on a project 

4 Be able to measure and evaluate metrics  

5 Be able to extract best practices from metrics 
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Beware the Risks 

200 

Metrics are usually the results of more than 
one person’s contribution. It may be 
impossible to isolate individual 
contributions. 

Unfavorable metrics may be the result of 
circumstances beyond the employee’s 
control. 

The employee may fudge or manipulate the 
numbers in the metrics to look good during 
performance reviews and the stakeholders 
may not get a true representation of the 
project’s status. 
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Real problems may be buried so that they do not appear during 
performance reviews. 

The person doing the performance review may not 
understand that the true value of the metric may not be 
known until sometime in the future. 

Employees working on the same project may end up 
competing with one another rather than collaborating, and 
the project’s results could end up being sub-optimized. 

Beware the Risks 
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Pillar #21: 

The Need for 
Capturing Best 
Practices 
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Four Best 
Practices Issues 

• How important is it to capture 
and share best and lessons 
learned? 

• Is there a structured process to do 
this? 

• When in the life cycle of a project 
should we capture best practices? 

• Can we use facilitators to do this? 
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How important 
will best practices 
become? 

The rapid growth in 
project management 
applications for strategic 
and other business-
related projects has 
increased our need to 
capture more best 
practices for continuous 
improvement efforts. 
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Expectations 

Expecting best practices and continuous 
improvements to appear by chance is 
insanity. According to Albert Einstein:  

 

“Insanity: doing the same thing 

over and over again and 

expecting different results.”  
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As we undertake new ventures, senior 
management must recognize that investing 
in the identification of project 
management best practices can elevate a 
company’s levels of business success 
through continuous improvements.  

 

There is no simple model in existence that 
allows us to capture best practices. 

Understand the Need 

206 5/1/2022 



Historical Perspective of Best Practices 

207 

Historically, best 
practices came from 
improvements to the 
traditional projects 
that were very well 
defined. The best 
practices focused on 
the forms, guidelines, 
templates, and 
checklists used as well 
as the tools and 
techniques. 
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Project management is now a business process 
rather than a pure project management process. 
Some of the new project management best 
practices are related to: 

 Better estimating 

 Increasing time-to-market 

 Reducing waste (lean project management) 

 Better alignment of projects to strategic 
business objectives 

 Improvements in stakeholder relations 

 Selecting the best mix of projects for the 
portfolio of projects 

 

Benefits of Capturing Project 
Management Best Practices 

208 5/1/2022 



The Need for a New Approach 

Companies must recognize that the 
approach they took in the past to 
identify and manage best practices   
may need to be changed. 
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VALIDATION 

     

SUSTAINMENT 

KNOWLEDGE 
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  UTILIZATION 
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210 

The Best Practices Roadmap 
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Roadmap 
Questions to 
be Answered 

What is the definition 
of a best practice? 

What are the sources 
where we can discover 

best practices? 

Who is responsible for 
validating that 

something is a best 
practice? 

What are some of the 
ways to describe levels 

or categories of best 
practices? 

Who is responsible for 
the administration of a 

best practice once 
approved? 

How often do we 
reevaluate that 

something is still a best 
practice? 

How do companies use 
best practices once 
they are validated? 

How do large 
companies make sure 
that everyone knows 

about the existence of 
the best practices? 

How do we make sure 
that the employees are 
using the best practices 

and using them 
properly? 
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Part 1: Definition 

 

What is the definition of 
a best practice? 

 

DEFINITION 
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A best practice is most frequently 
defined as a method, technique, 
process, or principle that is 
considered as superior to other 
ways of performing the same way 
of doing things and provides us 
with the desired outcome with 
fewer problems and unforeseen 
complications. 

Definition 
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Although this definition is 
commonly used, it is often 
poorly understood because 
of the vagueness from use 
of the term “best” which is 
subjective.  

214 

Best 
Practices 
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The word “best” implies that there may not exist 
any way to perform it better. This is faulty 
reasoning. Instead of calling it “the best”, the 
better expression might be a good practice, 
promising practice, better practice, effective 
practice, smart practice, or proven practice.  
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Part 2: Sources 

 

What are the possible 
sources where we can 
discover best practices? 

SOURCES 
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The Sources 

The two primary 
sources for capturing 
best practices are 
internal and external. 
Both approaches come 
with advantages and 
disadvantages. 
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Internal Best 
Practices 

Internal best practices are 
easiest to capture. The 
Project Manager may not be 
the best person for 
discovery purposes. 
Professionally trained 
facilitators may be best to 
get the necessary 
collaboration. 
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Project failures often provide 
more best practices than 
successes. Professional 
facilitators can extract the 
necessary information from 
people that fear that 
identification of a best 
practice from their mistakes 
could impact their 
performance review. 

Best Practices from Failures 
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Best practices should be 
investigated throughout 
the project. Waiting until 
the project is over could 
result in missed 
opportunities because 
employees with the 
information may have left 
the project for another 
assignment. 

Timing 
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External Sources of Best Practices 

• PMI® publications 

• General symposiums and seminars 

• Specialized symposiums and seminars that 
focus on best practices 

• Relationships with other professional groups 
and societies 

• Relationships with stakeholders 

• Graduate-level theses 
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Strategic  
Benchmarking 

Operational 
Benchmarking 

Benchmarking 

Types of Benchmarking 
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• Forms, guidelines, templates, and 
checklists for project execution 

• Strategic decision-making 
processes for projects 
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Successful 
Benchmarking 

• Face-to-face 
communications 
usually works best 

• The more information 
you are willing to 
share, the more 
information you will 
receive 
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Soft Skills 
Benchmarking 

• The growth in flexible 
methodologies, such as 
Agile and Scrum, support 
greater levels of 
collaboration and will 
increase our need for 
soft skills best practices 
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Best practices in project 
management are not limited 

exclusively to companies in good 
financial health. 
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Best practices may not be 
transferable. What works well for 
one company may not work for 

another company. 
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Part 3: Validation 

 

Who is responsible for 
determining that 
something is a best 
practice? 

VALIDATION 
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Executives now recognize that “best 
practices” are true value-added 
activities and that the function 

should be championed by executive 
management. 
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Who has the final authority 
that determines that 

something is a best practice? 
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The portfolio PMO is being 
delegated the management 

responsibility because of the growth 
in capturing strategic best practices 
that impact other strategic issues. 
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The Need for 
Validation 

231 

How do you properly evaluate what you think is  
a “best practice” to validate that in fact it is a 
true best practice? 
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Benefits of Using a Best Practices Evaluation 
Template 
Template categories: 

 Is transferable to many projects 

 Enables efficient and effective performance that can be measured (i.e., can serve as a 

metric) 

 Enables measurement of possible profitability using the best practice 

 Allows an activity to be completed in less time and at a lower cost 

 Adds value to both the company and the client 

 Can differentiate us from everyone else 

 Helps to avoid failure and to get us out of a critical situation 
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Part 4: Classification 

 

What are some of the 
ways to describe levels 
or categories  of best 
practices? 

CLASSIFICATION 
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The Need for a Best Practices Library 

As the number of best practices increases, 
companies have found the need for the creation of a 
best practices library. 
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Categories within a Best Practices Library 

An example of best practice levels might be (from general to specific): 

 Professional standards 

 Industry specific 

 Company specific 

 Project specific 

 Individual usage 
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Part 5: Management 

 

Who is responsible for 
the administration of a 
best practice once 
approved? 

MANAGEMENT 

236 5/1/2022 



    Major Players 

There are three players involved in 
the management of the best 
practices: 

 The portfolio PMO 

 The best practices’ library 
administrator who may reside in 
the PMO 

 The best practice’s owner 
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The Portfolio 
PMO 

The final decision-
making authority as to 
whether an activity 
becomes a best 
practice resides with 
the portfolio PMO, but 
others may manage it 
after approval. 
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There are two critical 
responsibilities for the best 
practices library administrator 
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Role of the Best Practices Library 
Administrator 

• One component of the 
administrator’s responsibility is to 
track how frequently certain best 
practices are viewed. This may 
indicate the interest in this best 
practice and how frequently it 
should be reevaluated. 

  

• The administrator is also responsible 
for ensuring that the library is 
correctly positioned in the firm’s 
knowledge repository 
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Project 
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    Best Practices and Knowledge Repositories 
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Companies have created the position of 
best practices owners to assist the PMO 
with continuous improvement and 
usage of the best practices. The best 
practice owner, who usually resides in 
the functional area, but reports on a 
dotted line to the PMO, has the 
responsibility of maintaining the 
integrity of using the best practice and 
how it can be improved.  

 

The Best Practice Owner 
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Part 6: Revalidation 

 

How often do we 
revalidate that 
something is still a best 
practice? 

REVALIDATION 
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Reevaluation of Best 
Practices 

Best practices do not remain 

best practices forever. Best 

practices may lose their value if 

allowed to age.  

The critical question is, “How 

often should they be 

reevaluated?”  
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The Reevaluation Committee 

• Portfolio PMO 
representative 

• Best practices owner 

• Subject matter experts 

• Consultants 

• Library administrator 
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Reevaluation Frequency 

Best practices can be 
evaluated at various 
intervals such as 
quarterly, semiannually, 
or on the anniversary 
date of the best practice. 
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 Outcome of the Reevaluation Meeting 

Typical outcomes include: 

Keep the best practice as is until the 

next review meeting 

Update the best practice and continue 

using it until the next review process 

Retire the best practice from service 
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Part 7: Utilization 

 

How do companies use 
best practices once they 
are validated? 

UTILIZATION 
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What to Do 
with a Best 

Practice 

 

• Share internally only using your 
company’s intranet 

 

• Restricted to a selected few 
internally because of sensitive 
information 

 

• Advertise to your customers and 
partners, perhaps as part of 
competitive bidding activities 
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Part 8: Knowledge Transfer 

 

How do large companies 
make sure that everyone 
knows about the 
existence of the best 
practices? 

   KNOWLEDGE 
TRANSFER 
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Best Practices 
Knowledge 
Transfer  

 Encourage use of the 
best practices library 

 Internal seminars 
and workshops 

 Write best practices 
case studies to be 
used in internal 
training courses 
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Part 9: Sustainment 

 

How do we make sure 
that the employees are 
using the best practices 
and using them 
correctly? 

SUSTAINMENT 
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• Why go through the complex 
process of capturing best 
practices if people are not going 
to use them?  

• Performing periodic audits to 
verify their use is a necessity. This 
is normally part of the 
responsibility of the Portfolio 
PMO.  

The Importance of Sustainment 
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• The expanded focus on innovation 
and the strategic role of projects 
are behind the best practices 
revolution 

• There is danger in the narrow 
understanding or the wider 
applicability of best practices 

• Context has to be carefully 
understood and used to guide the 
definition and use of best practices 

The Path Forward (1 of 2) 
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• Best practices (or smart practices) are 
not an end, so energetic sustainment is a 
must  

• Culture remains critical so best practices 
are transferable  

• Ownership is now strategically valuable 
so executive management must 
champion this in close alignment with 
the Portfolio PMO 

The Path Forward (2 of 2) 
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Pillar #22: 

New Definitions 
for Project Success 
and Failure 
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Definition of a Project 

PMBOK® Guide definition: A temporary endeavor 
undertaken to create a unique product, service or result. 

PMBOK® Guide – Sixth Edition, Glossary 

 

 Future definition: A collection of sustainable business value 
scheduled for realization. 
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Definition of Project Success 

Traditional definition: 
Completion of the 
projects within the 
triple constraints of 

time, cost, and scope.  

Future definition: 
Achieving the desired 
benefits and business 

value within the 
competing constraints. 
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The Critical Question 

Can a project be 
considered as a 
project management 
success and at the 
same time a business 
failure? 
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Our Definitions 
are Changing 

How do we define  

project failure? 

How do we define  

project success? 
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Time 

Is Success a Point or Cube? 
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Early Components of Success 
 

Primary factors: 
• Within time 

• Within cost 

• Within quality 

• Accepted by the customer 

Secondary factors: 
• Customer reference 

• Commercialization 

• Follow-on work 

• Financial success 

• Technical superiority 

• Strategic alignment 

• Regulatory agency relationships 

• Health and safety 

• Environmental protection 

• Corporate reputation 

• Employee career path alignment 

• Ethical conduct (i.e., Sarbanes-Oxley Law 
compliance) 
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Complete 
Success 

Partial 
Success 

Partial 
Failure 

Complete 
Failure 

Degrees of Success and Failure 
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Complete 
Success 

The expected business 
value is achieved within 
all the competing constraints.  
  

Complete Success 
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Partial 
Success 

Some or all the expected business 
value is achieved but not within all 
the competing constraints.  
  

Partial Success 
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Partial 
Failure 

The only achievable business value is 
some intellectual property that may 
be useful on future projects. 

Partial Failure 

265 5/1/2022 



Complete 
Failure 

The project may have been cancelled or 
simply not completed and no business 
value, benefits or intellectual property is   
indicated. Also, the deliverable result may 
not have performed correctly. 

Complete Failure 
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Can all projects be saved even with 
good metrics and more meaningful 
project health checks?  
 
 
 

267 

Saving Failing 
Projects 
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Not All Projects Can Be Saved 
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Failures 

Projects 

Time 

Successes 

MATURITY EXCELLENCE 

2 YEARS 5 YEARS 

Failure Will Occur 
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There are early warning 
signs of trouble, but they 
are often overlooked or 
misunderstood. 

Know the Early Warning Signs 
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Meaningful Health Checks 

With good metrics, we have 
more meaningful project 

health checks. 
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Time Cost Resources Scope Quality 

Project Management Health Checks 

272 

Action 
Items 
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Pillar #23: 

Establishing 
Success and 
Failure Criteria 
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The definition of 
success is not 

necessarily the 
creation of 

deliverables or 
profitability. 

274 

Definition of 
 Success 
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The Need for Criteria 

Criteria must be 
established so the team 
knows when to stop 
working on the project. 
This is extremely 
important on strategic 
projects. 
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Financial Success Criteria 

Profit margins 

Payback period 

Return on investment 

Net present value 

Internal rate of return 
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Short-Term vs. Long-Term Financial Factors 

Success elements must be measured throughout the life cycle of 
a project (i.e., short-term and long-term) 

 
• Short-term may be speed to market and customer 

acceptance 
 

• Long-term may be financial performance such as 
recovering development costs and market launch 
expenditures (i.e., ROI)  
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Other Success 
Considerations 

Be careful not 
to maximize 
short-term 

profits at the 
expense of 
long-term 

growth 

Each type of 
project can 

have a different 
success criteria 

No single 
method works; 

must have 
multiple 

measures for 
success 

Most studies do 
not 

differentiate 
between short- 
term and long-
term success 
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How easy or difficult is it to 
shut down a project that 
may be failing? 

Do companies have an 
established criteria for 
cancelling a project? 

Cancelling Projects 
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Examples of Exit Criteria 

Insurmountable obstacles (business or technical) 

Inadequate know-how and/or lack of qualified resources  

Legal/regulatory or product liability uncertainties 

Too small a market or market share for the product; dependence on a limited 
customer base 

Unacceptable dependence on some suppliers and/or specialized raw materials 
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281 

Unwillingness to accept joint ventures 
and/or licensing agreements 

Costs are excessive and cost of the 
deliverable will be non-competitive 

Return on investment will occur too 
late 

Competition is too stiff and not worth 
the risks 

The product life cycle is too short 
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Exit criteria for a new product that has similar characteristics to the 
firm’s existing products might include the following: 

• The technology is not like that used in our other products and 
services 

• The product cannot be supported by our existing production 
facilities 

• The product cannot be sold by our existing salesforce and is not a 
fit with our marketing and distribution channels 

• The product/services will not be purchased by our existing 
customer base 

 

Examples of Exit Criteria 
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Establishing the Criteria 

Meet with 
Stakeholders 

Select 
Metrics 

Define 
Success & 

Failure 

Establish 
Criteria 
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Pillar #24: 

The Need for 
Multinational 
Project Managers 
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Project Management partnerships have made the world smaller. 

  Partnerships 
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Cultures 

Religions 

The Need for Additional Skills 

286 

Politics 
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Risk: Cultural Issues 

On some multinational 
projects with many 
diverse cultures, there 
will exist disagreements 
on the direction of the 
project. 
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Risk: Cultural Issues 

• In some cultures, workers are reluctant 
to share ideas for fear of criticism by 
peers 

 

• Tapping into their minds will be a 
challenge 
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Risk management automatically becomes more critical for 
global projects. For some geographical regions, people are 
less likely to surface issues, especially if issues may be taken 
to higher levels of management or outside the local 
environment. 

(Suzanne Zale, formerly a Global Program Manager, EDS) 

Risk: Political Issues 
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Risk: 
Religious 
Issues 

Religious issues can include the 
number and length of holidays 
and which days of the week are 
available for work. 
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    Risk: Financial Issues 

• The fluctuation in the 
exchange rate between 
currencies can have an 
impact on funding and 
cash flow 
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Risk: Legal Issues 

Companies must understand the legal 
issues in the host country related to 
politics, cultures, and religions, and how it 
impacts the traditional way of managing 
projects. 
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Risk: Legal 
Issues 

Some of the challenges and legal 
issues may appear small but they 
should not be avoided because of 
the potential for serious 
consequences. 
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Risk: Legal Issues 
How do you react to a legal requirement in the contract that states that you 
must use local labor (perhaps marginally qualified) from a city that has high 
unemployment? 
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Risk: Legal 
Issues 

How do you react to a legal 
requirement in the contract that 
states that any overtime must 
be government approved for 
fear of creating a new class of 
citizens? 
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Risk: Legal Issues 

How do you react to a legal 
requirement in the contract that 
states that local universities must be 
used for any additional training 
required by workers? 
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Certification Boards 

There will be growth and possibly certification in 
multinational / global project management and strategic 
project management practices. 

The Growth in Certifications 

PMP® 
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Program 
Mgt. 

Risk Mgt. Agile 
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The Growth in Certification Boards 

There will be an expected 
growth in both the public 
and private sectors for the 
use of certification boards. 
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Pillar #25: 

Assessing a Company’s 
Project Management 
Maturity Level 
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Embryonic 

Executive 
Management 
Acceptance 

Line  
Management  
Acceptance 

Growth Maturity 

Life Cycle Phases for Project Management 
Maturity 
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The Need for Assessing Project Management 
Maturity 

The critical question: 
How do we become 
reasonably mature and 
excellent in project 
management quickly? Is 
there any guidance for 
us? [1995-1996 webinar] 
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Maturity and excellence in project management cannot be 
achieved quickly without strategic planning for project 
management. 
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The Need for Assessing Project Management 
Maturity 
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Maturity Phases 
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Feedback 

Feedback 

Flexible 

PM Frameworks 

New Tools 

& Techniques 
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Maturity Phases 
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• Understand the 
meaning of 
business value 

• Create templates 
for a business 
case that includes 
benefits and 
business value 

• Integrate the 
templates into 
the EPM 
methodology 

• Create the 
business value 
metrics for 
tracking and 
reporting 

• Compare against 
other industries 
using business value 
metrics 

• Integrate the 
value metrics in 
the metrics 
library 

• Assign a value 
metric owner 

• Look for value 
metric best 
practices and 
continuous 
improvement 
opportunities 

Growth in the Importance of Business Value 
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• Understand the 
need for 
methodology 
flexibility 

• Create templates  
that are suitable 
for flexibility 

• Transform the 
methodology to a 
series of forms, 
guidelines, 
templates and 
checklists 

• Compare against 
other industries or 
companies using 
flexible 
methodologies 

• Look for best 
practices and 
continuous 
improvement 
opportunities in 
flexible 
methodologies 
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Growth in the Importance of Flexible 
Methodologies (Frameworks) 
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• Understand that the 
requirements of the  
project can change 

• Update the 
processes to 
account for a 
flexible 
requirements 

• Adjust the  
methodology to 
account for flexible 
requirements 

• Compare against 
companies that are 
working with flexible 
requirements 

• Identify, 
document and 
implement 
continuous 
improvement 
efforts for using 
flexible 
requirements 
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Growth in Flexible Project Requirements 
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• Identify 
traditional or 
core metrics 

• Identify metrics 
for each process 

• Identify 
measurement 
techniques 

• Consolidate the 
number of 
metrics 

• Finalize the core 
metrics for 
possible 
commonality 

• Finalize the  
measurement 
techniques 

• Compare against 
industry standards 

• Seek out customer 
specific metrics 

• Look for better ways 
to perform 
measurements 

• Create a metrics 
library 

• Assign metric 
owners 

• Look for metric 
best practices 

Growth in the Number of Metrics 
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• Understand that the 
definition of project 
success has changed 

• Update the 
processes to 
account for a new 
definition of 
success 

• Adjust the  
methodology to 
account for the 
new success 
criteria 

• Compare against 
companies using the 
new success criteria 

• Identify, 
document and 
implement 
continuous 
improvement 
efforts for using 
the new success 
criteria 
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Growth in a New Definition of Project Success 
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• Identify the need   for 
more project 
management health 
checks 

• Create the 
processes to 
support health 
checks 

• Integrate a health 
check criteria into 
the methodology 

• Compare against 
companies that have 
a history of 
performing project 
health checks 

• Capture and 
implement best 
practices in 
project 
management 
health checks 
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Growth in Project Management Health Checks 
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• Understand that    the 
assumptions   and 
constraints  must be 
tracked 

• Update the 
processes to 
account tracking 
the assumptions 
and constraints 

• Adjust the  
methodology to 
account for the 
tracking of the 
assumptions and 
constraints 

• Compare against 
companies using 
assumption and 
constraint tracking 

• Identify, document 
and implement 
continuous 
improvement 
efforts for using the 
tracking of 
assumptions and 
constraints 
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Growth in Assumptions and Constraints Tracking 
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• Understand  
sponsorship and 
committee 
governance 

• Define roles and 
responsibilities for 
sponsorship and 
governance 

• Integrate the 
governance 
processes into the 
project 
management 
methodology 

• Compare against 
other companies 
using sponsorship 
and committee 
governance 

• Identify and 
document 

   sponsorship and 
committee 
governance best 
practices 

Growth in Committee Governance 
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• Identify the need   for 
more trust in   the project 
managers 

• Create the 
processes to 
support for both 
project and 
business 
decisions 

• Adjust the  
methodology to 
account for both 
project and 
business 
decisions 

• Compare against 
companies that have 
exhibited more trust 
in project managers 

• Identify, 
document and 
implement 
continuous 
improvement 
efforts on trust 

313 

Growth in Project Management Trust 
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• Identify attributes  
   of transformational 

project mgt. (TPM) 

• Create the 
processes to 
support TPM 

• Adjust the  
methodology to 
account for TPM 

• Compare against 
companies using 
TPM 

• Identify, 
document and 
implement 
continuous 
improvement 
efforts for TPM 

Growth in Transformational Project Management 
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