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Attempting to navigate the waters of project and
portfolio management without metrics is like sailing
a ship without a compass!
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Why PMOs need measurement and metrics

You already know ...

* 63% of projects have schedule delays

e 49% of projects exceed budget or do
not meet business objectives

* 45% of projects face cost overruns
o 23% of all projects FAIL

Data published by Standish Group International, Inc., as reported in Computer
World, February 17, 2003
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Most organizations have problems with their
measures and metrics

« Too much data

 Measures aren’t useful

 Too much time to collect and report data
e Data quality Is poor

 No baseline

 No time to analyze data

* Reports aren’t used for decisions or action

e Metrics don’t document the PMQO’s accomplishments
o EXxecutives don’t pay attention

Measures & Metrics (c) 2009 kendrick@p2c2group.com 4




Measures and Metrics for PMO Success

RELAX!

My approach helps you solve
PMO measurement and metrics
problems in manageable steps.
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Jim Kendrick, PMP, CMC

About the Presenter

40 YEARS OF PROGRAMS, PROJECTS, MEASUREMENT

Portfolio, Program, and Project Management
Federal OCIOs and CFOs

Acquisition
Executive Office of the President
ATF
FAA
Federal Contractors and Grantees

COO of Small Federal Contractor
Corporate Portfolio of 20+ Projects/Contracts

Program Evaluation & Survey Research
Focus on Measurement & Analysis




#1 Know what your PMO needs to accomplish
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Cookbooks and
software tools
for
measurement
need to be
tailored to each

S a
different animal.
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Who Are You?

TYPE OF PMO FOCUS
— Enterprise PMQO? — Enterprise
— Program or LoB- — Program
Specific PMO? — Collection of Projects
ore of Multiple » SPONSOR
PROJECT * CHARTER
MANAGERS e« STAKEHOLDERS
_ Work for PMO? e #0of PORTFOLIOS
— External? e FUNCTIONS

Taillor Metrics to Your PMO
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Your PMO Is Unique:
So Are Your Metrics

“PMOs do not exist in a vacuum, rather they imbue the culture
and context of their respective organizations. Accordingly no two
PMOs are truly identical as each organization, itself, is unique.
This is an important recognition since any future guidance
regarding the implementation and maintenance of successful
PMOs must always consider the organizational context in which
each PMO resides.™

Edwin J. Andrews, VMD, PhD, PMP
PMI Manager, Research

Measurement and Metrics Must Be Tailored to Your PMO

*From Foreword, The Multi-Project PMO: A Global Analysis of the Current State of Practice
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Survey of PMO Functions

Report project status to upper management 83% Manage archives of project documentation 48%

Develop and implement a standard methodology 76% Manage one or more programs 48%

Monitor and control project performance 65% Conduct project audits 45%

Develop competency of personnel, including 65% Manage customer interfaces 45%

training

Implement and operate a project information 60% Provide a set of tools without an effort to 45%

system standardize

Provide advice to upper management 60% Execute specialized tasks for project managers 42%

Coordinate between projects 59% Allocate resources between projects 40%

Develop and maintain a project scoreboard 58% Conduct post-project reviews 38%

Promote project management within organization 55% Implement and manage database of lessons 34%
learned

Monitor and control performance of PMO 50% Implement and manage risk data base 29%

Participate in strategic planning 49% Manage benefits 28%

Provide mentoring for project managers 49% Conduct networking and environmental scanning 25%

Manage one or more portfolios 49% Recruit, select, evaluate and determine salaries for 22%
project managers

Identify, select and prioritize new projects 48%

Dr. Brian Hobbs, The Multi-Project PMO: A Global Analysis of the Current State of Practice, whitepaper prepared for Project

Management Institute, 2007; page 22.
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#¥2 Get buy-in from stakeholders




These stakeholders are on the same page as
the PMO about how to measure success!

r' £\ e
T - Wow, the
0 = Al - metrics show
.-' L LY 1--‘- & % | z . 13
k] ] . ! P

that the PMO is
meeting our
expectations!
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Why stakeholders are important

 Everyone needs to share the same
expectations

e PMOs must make tough decisions
about investments and priorities

 Your PMO can be viewed as an asset
or barrier to enterprise solutions
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Prove the Value of Your PMO

...[T]he value of PMOs and the justification of
the expenses they generate are often brought
under scrutiny and questioned. Many PMOs are
under pressure to justify their existence and
show value for money.

p. 23, The Multi-Project PMO: A Global Analysis of the current State of Practice. Dr. Brian Hobbs, University of
Quebec at Montreal, prepared for the Project Management Institute.
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#3 Map measures to your business environment

Map measures to ...

» Governance levels

» Decision support requirements

* Project, program & portfolio needs
* Life cycle phases

 PMO operations
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There’s an
ocean of data,
but you have
to fish for B

to catch?

measures that
support your
business
processes.
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Governance & metrics

»Identifying
Evaluating Capabilities

& Gaps

Projects
Portfolios

Programs




Levels that may be important to your PMO

Measurement Level

Focus

Strategic Goals

Where does the enterprise want to go?

Strategy Map

What objectives get you there?

Balanced Scorecard and/or Strategic
Indicators

How do you keep the enterprise on
track?

Program Management Office

How does the PMO move the
enterprise forward on a cost-effective
basis?

Portfolios & Programs

Are portfolios and programs achieving
intended results?

Projects

How well are projects performing?

Operations & Maintenance

Are your ongoing programs meeting
expectations and enterprise needs?

Oops! Where does measuring statutory compliance fit in?

Measures & Metrics
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PMI's Concept of Portfolio Management & Organizational Governance

Organizational Governance

Strategic Planning

Management by Projects
3 N
Prortiplic:
Management
Prograam
Mamagemnent
Management of
Operations

Projast
Management

Processes
Teols Ketrics

Figure 1-2. Relationships among Organizational Governance, Operations, and Fortfolic Managem ent

© 2008 Project Management Institute, Exposure Draft, Standard for Portfolio Management
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Not So Fast!

What about Metrics for Operations?

 Over 70% of expenditures in capital investments may
be for Operations & Maintenance (O&M)

« Many PMOQOs are responsible for the investment’s
entire lifecycle ... not just the “project” phases

 Measurement and metrics for operational analysis
reviews can pay off for the enterprise and the PMO

« Your initial functional requirements and lifecycle cost
estimates provide the baseline

Measures & Metrics (c) 2009 kendrick@p?2c2group.com 21




PMO basic operations:
Projects, portfolios, programs

Product
including
Operations

%, =

Ees =




Map Measures & Metrics

PROJECTS

» Establish a Consistent, Product/Service Quality
Complete Baseline! — Availability

 Include Project Profiles — Customer Satisfaction
« Monitor Project Time
— Time Management

— Error Rates
Risk Management

Performance
— Actual vs. Planned Duration — Risk Indicators
— Total Time to Complete (by — Incidents
phase or task) — Impact on Budget, Schedule
e Compare Costs or Quality

— Actual vs. Planned Costs
— Original Estimates
— Baseline changes

Corrective Action Plans
— Project Initiative to Fix?

— Effectiveness of Corrective
Action

Build Knowledge Base
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Map Measures & Metrics

PORTFOLIOS

Portfolio: A collection of investments subject to governance & oversight

1. Define baseline (“As-is”) 5. Measure performance

—  Programs & projects — Programs & projects
—  Characteristics « Cost and schedule
performance
—  Costs/resources :
_ e Quality
—  Strengths/weaknesses/risks . Risk
2. Set target (goal or “to- « Outputs and outcomes
be”) — Portfolio as a whole
3. Transition strategy * Alignment, improvements,
_ consolidation
4. ldentify performance « Cost and schedule
Improvement metrics performance
o risk

° Business outcomes
6. Take corrective action
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Map Measures & Metrics

PROGRAMS

Program: New, improved or continuing capabilities that meet a defined business need, often
through multiple projects and/or operations

 Similar to Portfolio Method

* Focus and monitor all subordinate projects and
expenditures

« Evaluate performance of program and projects

e Optimize projects to move program outcomes
forward

e Take corrective action
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Using measurement & metrics:
Earned Value Management

EVM integrates: project

« Scope performance

e Schedule planned to

e Cost actual costs and

e Resources schedule

« Technical milestones final project
costs
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EVM performance measurement

COST AND SCHEDULE PERFORMANCE MEASUREMENT

1. Define the work
2. Schedule the work
3. Allocate budgets

} Cost Account

4. Defining, Planning and Budgeting:

WES

ELEMENT/COST ACCOUNT—300

Task A L
Task B e
Task C L
Tasks D-X

Work Packages +
{6-month coverage)

\ b5

Planning Packages
(remainder of effort)

DAU Program Managers Tool Kit, April 2008, p. 32
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Using EVM

5. Prepare and monitor performance profiles:

MARIANCES
CBE — - Ep'ul'g Cost Variance OV = BONP - ACWP
P SchedueVararce SV =BOWP -BOWS
acwp MOW o - MR -
C “ BAC Coest Variance % oV = Eﬂ:ﬂ;&%ﬂﬂ
o m:ws\ - PMB
? S — COSTVARIANCE Schedule Varianoe % SV%= EE%%E;:&E
} - Variance at
- SCHEDULE Complation VAC = BAC -EAC
VARIANCE
TIME

« PM Monitors at Least Monthly, Plans Corrective Action when Off Track

 PMO and Executive Owner to Provide Oversight

* Project Results Can Be Rolled Up and Compared at Program and Portfolio Levels

e Various Chart Views Can Provide Visual Status
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Visualizing performance
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Visualizing balanced scorecard metrics

Flnancaal Customer & Marketplace Financial
Free Cash Flow

Iu't 20,400 T3t 10,400 Ad Sa%  Tgiso%  Ad 54 Tgi & fci 180 Tot 150 Act 73 Tgt 121 ;
22 Gross Margins

Age of Receivables

||i I Revenue by Product
Thous and B K Incidsrts & Learnlng & Grthh
Headcount
Act 5820 Tat 2,562 Act 643 Tot 68 Days to Hire
I I E P Net Rev per Unit
i | - - P .
P S “I Tral_r!lng — Key Projects

Attrition Reasons

Thous ards 5 Elled Dolars
Leaming & Growth Internal Processes Customer & Marketplace
Competitive Position

Act 266 Tog 258 Days o Hire 3EE 67.3 Act 30B4K - Tgt 33BEK Top 3Pmj. 18 Lat= Aol 36K Tgt 30K Act 58.3 Tgt S8

ot il [~

Customer Complaints
Business Partners
Top 10 Customers

Parcant CE Dallarz K v Dalars K = K Internal Processes
Critical Project Status

Act B3% _tnﬁi: Top REazon: MngrIkilis ACt B6%  Tgt 3%

Cost of Quality
Reduced Problems
On-Time Delivery

FPercentage

Source: Ron Person, CMC
www.torconsulting.com
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Project & program benefits

0.00

20.00

40.00

Millions of Dollars

60.00

80.00

100.00

120.00

FPAs Avoid System Duplication
ACH Debit Feature

Automated Enroliment

Enterprise Archicture

Web Online Training and Support
Eliminate Manual Processes

Anywhere Access (Internet)

Anywhere
Access
(Internet)

Eliminate
Manual
Processes

Web Online
Training and
Support

Enterprise
Archicture

Automated
Enrollment

ACH Debit
Feature

FPAs Awid
System
Duplication

Benefits in Millions

2.23

11.84

13.19

5.29

0.51

10.61

132.56




Customer satisfaction

143. The Uniformed Services Employment and Reemployment Rights Act (USERRA) protects members of
the National Guard/Reserve during military service. How many times have vou been briefed about
USERRA?

O Newver

0 Omnce

0 Twice

0O Three times or more

144. Do vou wish vou had more information concerning any of the following USERRA topics? Mark “Fes™
or “No” for each item.

Discrimination against employees with military obligations
Eeemployment nghts with my emplover

Seniority

Wacation

Pension

Health benefits

Other

Yes Mo
8] 0
8] 0
[ 0
O 0
O 0
8] 0
8] 0

Open Ended: Respomses to "Other” sunsnarized in Volume 1.
145. Which of the following are good times to receive information concerning USERERA?,

During Inactive Duty Training (IDT)
Inmmediately prior to activation
About 2 to 3 weeks before damnobihization
During out-processing
Upon retum to civilian life
. No specific time; make information accessible online
. Mo specific time; make infonmation accessible via telephone hotline

coocooooy
occooocooZ

146(?). Do vou have any further suggestions for improving USERRA briefings?
0 Yes
0O No




#4 Simplify the data collection, reporting and
analysis process




Squeeze your data
collection and
reporting processes

down to the
essentials.




Stages of Measurement




Avoid Redundant Data Collection

e Streamlining saves money
« Judicious overlap of data elements will help validate findings

Measures Strategic Enterprise PMO Process Portfolio & Project
Performance Architecture Program

Data #2

Data #3

Data #4

Data #5

Data #6

Data #7

Data #8

Data #9

Data #10

Data #11
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Line-of-sight measurement

r>

. Strategic Line of Specific
Business : Performance\Performance\ Performance\ Performa
o Goals & Business or ) Performance
Mission . Measures Targets Output Results
Objective Program Goals
Car Rentals 1. Maximize | Reservations | Implement .Number Reduce “No | Automated Percent of
Revenue automated completed Shows from | reminder “No Shows”
1.1. Reduce reminder reservations | 5% to 3% and Dollar value
“No Shows” and . Number & customer of “No
customer percent “No service Shows”
service Shows” system
SR . Dollar
value

 What are the other data items you might want?
« How does the PMO measure its performance?

Measures & Metrics
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Analytics:
Metrics need comparisons to be useful!

 Baseline

e Projects within program or portfolio

e Projects within line of business segment
e Historic performance

* Industry benchmarks

e User populations

e Business units
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Visualizing comparisons
Investments in a portfolio

Bubble Chart, Niku (CA)

o




#5 Use your metrics for action and results
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Corrective action

e Cut costs, accelerate schedule
 Change implementation plan
 Modify scope, requirements
 Hold contractor accountable
 Change personnel
 Reorganize

 Rebaseline
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Change investment mix

* Rebalance portfolios and programs

* Accelerate or decelerate projects
 Terminate or replace weak investments
* Initiate new Investments

e Consolidate projects and programs

« Update portfolio to match strategic
oriorities

* Fix or avoid problems
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Performance reporting:

Common data elements for a PMO reporting system

e General Information about

Program

e Information about Project

e PM Information

Enterprise Architecture
Information

Portfolio Identification
e Contract Information

« Baseline Information e PM’'s Assessment
— Schedule  Corrective Actions
= Cc_>st e Current Status
— Milestones « Compliance Status
 Earned Value Performance  Review/Approval Status
— Schedule « Documentation Status
— Cost
— Milestones

Measures & Metrics
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Performance reporting process

Enterprise
Governance Approved?
reviews the report

Report accepted
as complete

Bureau reviews
investment and
project data

Bureau forwards

-
Approved? to Enterprise

PM adds
investment-level
data and forwards
consolidated
report

PM reviews project

?
. Approved?

Project completes
and forwards
project-level

reporting

m I Program \ I Bureau \ I Enterprise \
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A 4

Performance review process

Level 1, 2 Initial
Review including
PoPS Presentation
Tool

I Enterprise \

Performance
System
With Updates

Review

Initial Review and
Action

IProject \I Program I Bureau \

Review All
Breeches and
Corrective Action
Plans

Bureau Forwards
Recommendations
& Corrective
Action Plans for
Breeches

Review and
Recommendations
for Corrective
Action Plans

Review and
Recommendations
for Corrective
Action Plan

Consolidated CXO
Decisions for
Levels 1, 2 and
Breeches

y

Monitor Action
Plans

Joint Decision
Document and

Issue Tracking
Data for

Bureau Decisions
for Levels 3, 4 and
Breeches

Action Plans Corrective

Action Status

Update Status of

Report with B:;.eﬁhf c Mar;dattlryt_ | Corrective Actions
Required Updates oBtre:eSchg orrecpllvaen iy Monthly in
; Performance
I
| o ___________ B
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Software tools for portfolios

challengers
-

CA Clarity_
HP
Planviews .

Compuwar
PPrimavera B!,I'SlTE
SAP | s Microsoft Projact

Planisware » » Daptiv

Serena Softwares

Oracle m
[ ]

EPK Group o TaE i
Cardinis Solutions =
winstantis

Atlantic Glabal™
Augeo Software® “PowerStesring o, Software

| ability to execute —— B

A
niche players visionaries

| completeness of vision ————p

As of June 2008




Metrics got our
PMO an
Achievement
Award and a

Evolve metrics that fit your PMC

Measurement Architecture

» Organize your measurement
methods into a metrics portfolio

e Fit to your business
architecture

» Avoid overlap and redundancy
» Streamline your processes

* Document “as is” architecture
of measurement, reporting, and
use

» Define a “to be” architecture
for PMO metrics

» Develop a transition plan for
orderly improvement
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