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Abstract

Rapidly Advancing Information Technology Project Management Office Maturity within

a Fortune 1000 Company

A Study Designed to Accelerate Information Technology Project Management
Office Maturity Through Action Research to Realize Increased Project
Management Office Value in Reduced Time
By
Matthew Muga

Claremont Graduate University: 2020

The importance of a Project Management Office (PMO) in the world of
Information Technology should never be underestimated. The collection of highly
trained, skilled Project Managers (PMs), into a single collective PMO can provide a key
strategic advantage for a company. However, in order for an IT Project Management
Office to obtain a level of execution and project delivery success that can yield superior
results, certain “Maturity” levels or milestones must be reached. Popular research and
studies on maturity often claim that these levels cannot be reached in a short amount of
time, as people and processes need to develop, be adopted, and optimized. However,
expecting large IT departments to endure long months of time as its internal PMO
matures to greater levels is an unwelcome prospect for IT Leadership. Can new
processes, techniques, or tools in the realm of Information Technology be introduced to

an already established Academic and Industry framework at a company where massive



organizational transformation is occurring and which can demonstrate a rapid increase
in maturity for key areas of an IT PMO?

This dissertation is an Action Research (AR) engagement with a legendary
technology company which will be referred to throughout this work as “Company X”. At
the start of this project, the company found itself in a highly transformational time as a
move from its former US headquarters in the Midwest to the West Coast was set to
radically change the organization for years ahead. This transformation is not just
because of the new strategy and overall vision of the company that the C-Suite
Executives are championing, but is also the result of a fundamental shift in the
collection of IT Professionals whose responsibility is to empower and enable the
organization. During this move, over 70% of the IT workforce were laid off (most of
whom had been with Company X for decades) requiring an almost complete re-staffing
of US based IT personnel at the new HQ location. Added to this, was the formation of a
brand new PMO team for the IT department. How could a new PMO within a recently
created IT organization be able to quickly rise to the levels of effectiveness and efficiency
needed in order to support a legendary Fortune 1000 technology company?

An AR approach was chosen to understand the PMO’s challenges, and
opportunities, as well as identify key areas in which experimentation could be conducted
to drive maturity in rapid ways. Numerous surveys and guided interviews were
completed with the IT department ranging from personnel such as PMs, Services and
Application Managers, as well as IT Leadership members located in the United States.
Data was captured and categorized, which served to aid in the formation of several
proposed experiments within key areas to see if new approaches could rapidly advance

maturity as gauged by the IT PMO Executive Leader. Upon selection of an experiment,



there was a focus on Opportunity Costs which is critically overlooked in the OPM3
literature. The project was also implemented during a critical period of the fiscal year:
budget season.

During this time, new approaches, along with existing tools, were utilized to
better understand how projects were being screened when working with Project
Champions. The central focus on ensuring that these projects were ranked using their
Strategic alignment to corporate goals alongside a clear understanding of Risk. When
the budget reviews started with the C-Suite, the IT PMO Executive Leader had far more
business intelligence, context, and understanding about these projects than ever before.

This AR approach was conducted over a short period of time to rapidly drive
maturity, had a solid impact on project selection through stronger advocation by the IT
PMO Executive Leader (through a better understanding of the Opportunity Costs
present in Strategy and Risk domains), and has now caused a process shift for future
PMO work in this area. This dissertation concludes with a call for additional future
research on Opportunity Cost in order to better train Project Managers to deal with this

critical dimension of Project Management.
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Chapter 1 Introduction

1.1 Overview

The value of Project Management and the strength of internal Project Management
Offices (PMOs) in highly technical organizations is arguably one of the most powerful
competitive advantages that can be wielded by a company. It is generally accepted
throughout the business world that organizations with the most well-performing teams
and optimized processes stand to succeed in their industries more often than their
competition. Arguably nowhere better is that seen every day then in the world of
technology products and services. However, there is often much disagreement in both
the Academic as well as Industry literature regarding how to craft a successful “recipe”
that can create a highly productive, impactful, and value-added IT PMO team in as
reduced a timeframe as possible. Issues in the research range from lack of Project
Leadership, misguided attempts to understand Project Risks, inability to create a
positive Project Spirit amongst members, and possibly an even greater issue, lack of
understanding of the strategic elements surrounding the need for projects and portfolios
in the business.

In today’s age when we are seeing such divisiveness in the world, often overlooked is
the need for understanding, cultivating, and developing Project Managers to drive
ownership, accountability, and alignment in order to promote harmony within a PMO.
There are often “social aspects” in the world of Technical Project Management that are
often overlooked as practitioners in the field are too quick to look only at the tech and
not the people. According to the 2008 work by Hodgson & Cicmil entitled The Other

Side of Projects: The Case for Critical Project Studies, that team saw through their
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research that “Project management research would engage with (and serve) not merely
project managers but practitioners at all levels of the project hierarchy, often with the
aim of initiative some transformation in how actors perceive themselves, their voice,
their broad responsibility and their influence in shaping their own social place.”
(Hodgson & Cicmil, 2008). Similar in research performed by Cicmil & Hodgson in their
2006 work entitled New Possibilities for Project Management Theory; A Critical
Engagement, they saw in their research that “Governed by the tradition of ‘natural
sciences’ (e.g. systems theory), the project management body of knowledge emphasizes
the role of project actors and managers as ‘implementers’ narrowing down their role to
the issues of control (time and cost) and content (planned scope of work), marginalizing
their wider potential role as competent social and political actors in complex project-
labelled arrangements.” (Cicmil & Hodgson, 2006). Ultimately all of these elements
from the strategy, tools, and processes can be measured in some form or another in
terms of their maturity levels which help provide insight to leadership teams as to the

value of their PMO.

1.2 Statement of the Problem

The concept of Maturity when examining elements of a company is nothing new and
there are perhaps dozens of different areas in a business that one can explore the topic
in some form or another. However, when examining literature in the area of Project
Management (especially Project Management as it applies within hi-tech organizations)
one starts to see a shortage of useful, empirically based studies. According to the 2005
text What Project Management Really is About: Alternative perspectives on the role

and practice of Project Management, the Researcher states “Much classic research on
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project management has, however, focused on the planning and scheduling activities of
project management. Traditional writings within the area even seem to treat project
management as a discipline of planning or an application of systems analysis. Much of
this work, however, falls short on empirical grounds.” (Soderlund, 2005).

At the same time, many tools and solutions exist that would allow Management
of an organization insight into Project Activities that could measure critical elements
that would in turn allow them to more easily craft solutions to optimize and mature a
PMO. Yet many organizations don’t employ these tools for a wide range of reasons. One
such cornerstone in the world of Project Management is EVM — Earned Value
Management. According to research done by Fleming & Koppelman in their text Earned
Value Project Management — 4th Edition, they state “As a general rule, whenever a
project manager makes the decision to employ Earned Value Management (EVM) in the
project management of a project, that choice ideally should be supported by
management, the stakeholders at all levels. Stakeholders must want to know the full

truth.” (Fleming & Koppelman, 2012).

1.3 Purpose of the Study

Popular literature states that an I'T PMO department has a higher likelihood of
project delivery success, a higher social harmony of its project members, a better
understanding of risk, and a better alignment to corporate strategy as it reaches more
mature levels and those levels are in fact reached over accepted timelines as seen in
various frameworks. These are reviewed in deeper detail in chapter two of this
dissertation work. Although there is a measure of “common sense” in this particular

view with technology companies in particular, they are often at odds with this approach
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simply because of the speed of change seen in the industry. Tech companies are
notoriously fast paced and its leaders seldom are seen as patient. The desire to drive
faster, harder, and be willing to break things along the way insofar as the pace can be
kept can be seen across IT Industry pioneers from Jobs, Zuckerberg, to Gates
throughout the entire history of the Silicon Valley.

However, for Project Managers working in the technology sector moving at a
breakneck pace like this can often pose numerous and substantial problems for their
organizations. Leaders in these areas have to weigh moving at potentially dangerous
speeds against a more commonly held understanding which is that for maturity to really
happen in a PMO you need the one thing we are all in precious little supply: Time.
However, can an Action Research project engagement at a technology company work to
introduce a novel intervention to an IT department’s PMO to accelerate maturity in a
way that their Leadership team and Members could leverage in a rapid fashion? Can an
example of a problem or shortcoming in a current PMO practice be isolated,
experimented upon with a potential solution, and effectiveness ascertained from the

PMO Leadership in a rapid manner to drive maturity? This is the purpose of the study.

1.4 Common Terminology
Throughout the course of the project and this written work, certain acronyms are
used. Below is a listing of the most commonly used terms:
AR Action Research
PMO(s) Project Management Office or Project Management Offices
PMI Project Management Institute

PMs Project Managers



OPM3 Organizational Project Management Maturity Model

CMMI Capability Maturity Model Integration

IT/IS Information Technology or Information Systems

ITS Information Technology Services

AFO Project portfolio designation for Accounting, Finance, and Operations
ITLT IT Leadership Team

SNOW ServiceNow solution used extensively by the IT department at Company X
BCG Boston Consulting Group

1.5 Description of Action Research Project Success

In order to deliver on a successful dissertation effort using an AR approach with
Company X that will provide them a solution which could mature the PMO, this project
will look to meet certain milestones and deliverables. These elements will be continually
reviewed with the Executive sponsor of Company X as well as the Dissertation
Committee members. Several drafts of materials will be provided at key milestones
dates and all research materials will be reviewed in detail via workshop with Company
X’s PMO Team.

As with most Action Research (AR) projects, the research methodology will
attempt to follow a number of its standard practices and foundational elements. More
on the framework and practices of Action Research is included later in this dissertation,
however from a high level this includes:

e A technology and solutions agnostic approach. In order to ensure that that widest
range of options and alternatives are being considered, every effort will be given to
approach problems with an open mind to all possible solutions. These solutions

5



will be reviewed with the IT PMO Executive sponsor of the project and a course of
action agreed upon by both parties with updates provided at regular intervals with

the Dissertation Committee.

A purposeful effort designed to help. Regardless of the problem to be address in the
IT PMO or the shape the experiment is to eventually take, the foundation of this
Action Research engagement is to provide a mechanism that is designed to help
drive maturity of the team. The level of which it impacts will be measured and
documented throughout the study, however great care will be taken to be mindful
and diligent in the approaches taken that this project and its tools, instruments,

and deliverables is intended to be a positive and supportive experience.

A novel approach to addressing a real-world problem in Company X’s IT PMO.
After review of the surveys and background research with the IT PMO Executive
sponsor and a specific problem to be targeted for experimentation chosen, this AR
project will focus on addressing a real-world problem of the PMO. This problem,
the effect to the current PMO team, the financial and operational impacts of the
issue, as well as the inputs from Executives as to the background factors that
compound the problem, will all be taken into consideration when the experiment is

designed.

Production of material that can look to add to the Academic body of knowledge.
Looking through the lens of at least one major academically accepted framework

that serves as a foundation for maturity practices for organizations such as an IT
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Project Management Office, this AR study will strive to produce materials that
could add to that body of knowledge. This addition will look to either challenge an
accepted practice in a framework, put forth a potential proposed modification to an
existing element or structure seen within a framework, or seek to confirm that
framework element’s validity by verifying and testing it through a novel approach

of study.

1.6 Company Background of the Research Target

Company X is currently embarking on what is considered by many in the IT
Leadership team to be its most aggressive, transformative, and potentially lucrative
period in its long history. Partially responsible for this drive forward is the closing of
their Midwestern US facility which has served as the long-standing headquarters for the
company. This has presented a tremendous challenge for the IT department which
through the layoff that accompanied the move has seen a loss of over 70% of the IT staff.
Many of these members had been with the company for decades and their tools and
solutions were custom created and often only partially documented to a detail that new
employees could easily ascertain their function. The IT department looked to staff key
replacement positions in their Southern California office while simultaneously
outsourcing support to an overseas center in Asia. The move to form a new IT staff in
Southern California while simultaneously increasing the dependency on overseas
technical support has never been attempted in any capacity at Company X.

As many of the custom IT solutions had been in production since the early 1990’s,
the company decided to replace these with modern commercial offerings whilst the

original development personnel were still on staff to aid in the transition. This
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technology migration included systems in the areas of customer relationship
management, data warehousing, incentive compensation, global payroll, employee
training, and more. This massive transformational change, driven in many respects by
the substantial organizational change, caused the IT PMO to task most of its PMs
towards these efforts and away from other projects being proposed by the business.
These migration programs however were lengthy, complex, and often extremely
expensive by previous Company X’s IT budget standards. The tasking of the small group
of PMs left almost no capacity for the team to tackle dozens of projects which had
caused a tremendous backlog of critical projects. Project completion velocity and overall
execution bandwidth was being impacted in large part by the lack of organizational
maturity seen within Company X’s IT PMO.

It is the purpose of this AR project to examine in detail the world of the IT PMO
at Company X in order to find ways to rapidly advance maturity within the group and
allow the team to become more effective and efficient. This adds tremendous value to
the organization and the company. The term “maturity” in this scenario can be argued
that it is the level of sophistication and effectiveness in areas key to the strategic
planning, tools & technologies, processes, procedures, management, and execution
cadence of efforts from the PMs in order to support the rapid transformational changes.

The challenge with the Company X’s IT PMO to rapidly evolve is unique for three
main reasons. These include:

e Age and success of the company — Established industry leader, billions in annual

revenue, +10K employees, 38 offices worldwide across dozens of countries.



e Age and current maturity of the IT PMO — newly formed IT PMO organization with
most members at the start of the project having been a part of the group for less

than six months.

e From the viewpoint of IT Leadership, Company X’s IT PMO does not have that

long to move through a normal maturity process.

Lack of a mature IT Project Management Office at Company X, which is itself
already a mature Fortune 1000 company, is at best a hinderance to company operations.
At worst, it can be considered a critical threat to company health through the
inefficiency seen by the IT department which impacts the greater workforce. The
misalignment on tools, technologies, and processes in a group as critical to the IT
department as the PMO is causing dozens of critical projects to go unlaunched. Many of
these have a profound impact on revenue, operational efficiency, and supporting
business growth. To expect the company to go through a more traditional maturity
timeline as seen in many of the models used in the IT industry today could take months
if not years which could severely damage corporate revenue streams. Added to that is
the dynamic and now highly competitive business landscape and IT’s inability to

properly support projects could soon impact Company X’s overall market position.

1.7 Scope of The Project

It will be important throughout the course of this Action Research project to
ensure that the scope of the effort is not deviating from its original intent wherever
possible. As Action Research projects are studies and experiments within real-world

9



conditions with actual onsite problems, it is arguably the most easily prone to

experience “scope creep” as the project develops. As such, for the purposes of this AR

project effort, what is in scope and what is not can best be described as the following:

In Scope. A review of the existing issues as reported by IT Leadership, Project
Managers, and IT Service Managers at Company X. A presentation of the key
findings to the IT PMO Executive Leadership after which a single area of focus
would be agreed upon. Experimentation on that particular area using a novel
approach to attempt to address the issue or problem in a single experimentation
cycle. If the cycle yields less than a satisfactory addressing of the problem for IT
PMO Leadership, then a summary of findings and suggestions for future
experimentation will be provided. Future courses of action and ideas for study will
be suggested but not pursued during this dissertation effort. The choice of the
experiment, and the execution of the project, is to be time boxed into a window to
allow for successful completion of one full experimentation cycle and delivery of its

results in the form of a dissertation body of work by the end of calendar year 2020.

Out of Scope. Experimentation, detailed planning, or workshop discussions on
future, envisioned problems or challenges as seen by IT Leadership, Project
Managers, and IT Service Managers at Company X. Experiment design and
execution cycles cannot proceed beyond the timeboxed window of calendar year
2020. Candidates of which to be included as potential finalists for selection need to
be of a project size that is appropriate to time, budget, and resource constraints for

execution. Executive sponsors within the IT department also cannot focus on
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addressing issues of maturity impacting growth for any other part of Company X

beyond the IT Project Management Office.

1.8 Action Research Framework

According to Erik de Vries , a respected Researcher from the Universiteit van
Amsterdam, “Action Research is seen as one of the solutions to the lack of relevance in
the field of information systems because Action Research has as its primary goal to
combine successful intervention in a real-world setting with the development of
scientific knowledge.” (Vries, 2008).

Action Research (AR) itself for the field of Information Systems can be argued as
being the most relevant for Businesses as well as expands the knowledge seen in
Academia. According to Baskerville’s seminal 1999 work entitled Investigating
Information Systems with Action Research, he claims “Action Research has as its
primary goal to combine intervention in real-world settings with theory enhancement.
As such AR seems to be an ideal research method for the IS field especially in those
domains where the researcher can be actively involved and benefits for the organization
and research community can be expected; where obtained knowledge can be
immediately applied and the research process links theory and practice in a cyclical
process.” (Baskerville, 1999).

This AR effort will focus on uncovering the current major challenges and
opportunities that the Company X’s IT PMO department has by going through a range
of interviews, documentation deep dives, surveys, and more. Quantifiable and
actionable challenges/opportunities will be presented to the Research Committee

members first for review and feedback. Following that review, the findings will be
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discussed with the IT PMO Executive Leader. These findings are meant to show the full
qualitative and where possible/measurable, quantitative impacts of the main areas
impacted due to the immaturity of elements within the PMO. The decision coming from
the IT PMO Executive Leader would be a specific challenge that he would like to address
via experimentation in order to try to accelerate maturity and optimize the PMO team.

Once a specific area of the PMO has been ascertained and focused on for
experimentation to accelerate maturity and optimize, the second intent of the Action
Research effort is to review it through the lens of a well-recognized model such as the
OPM3 from the PMI to look at potential areas to build upon the body of knowledge.
Each of the available popular models have specific criteria that are well-defined and
tested. Models will be discussed later in this dissertation. Research conducted will
contain detailed analysis of the pros and cons of using a model for showing potential
paths of experimentation to drive maturity, the specific challenge itself, and formally
propose a specific model to the Research Committee. From there, using a chosen
framework or model, the project will be run through testing the effectiveness of the area
in question in Company X’s environment.

It is the position of this Researcher that there are areas within many of the
popular models that are candidates for updating. This project will be used to highlight
potential areas for improvement for at least one of the models, propose ways to advance
them, implement means to address them through experimentation, and measure
success. It’s here that the novel addition to the IS&T field would be found by showing an
addition to that model and its effectiveness at the legendary technology company that is

Company X.
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1.9 Project Assumptions & Summary

Action Research has proven to be a time-tested methodology for pursuing

problems within large business entities (Vries, 2008). Company X’s legacy and recent

history of rapid IT transformation in the organizational structure demand an IT Project

Management Office that is as efficient and effective as possible in order to properly

support company efforts. Going into this project engagement, there were four specific

assumptions made in regard to planning and executing a successful research

engagement. These included:

Access to IT Managers, IT Project Managers, and IT Executive Leadership
members at Company X for interviews, surveys, and deep dives on issues and

challenges seen within the IT PMO impacting their teams.

All personnel would answer questions honestly and openly without fear of
retribution from management personnel. Management personnel would ensure no
actions would be taken against any employee and the Researcher would ensure that

no identifying names or designations would be used for the general staff.

Researcher would have full access and use of any IT documents, architecture
diagrams, work materials, or applications that would help explore challenges and

issues reported during the interviews and surveys to the fullest extent possible.

After signing of Non-Disclosure Agreements with Company X, the Dissertation
Committee members would have any needed access to also review documentation

as presented by the Researcher in pursuit of completing the project.
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Through the execution of this Action Research Project, Company X’s IT PMO
Executive Leader will have access to:
e A thorough review of current problems, challenges, and opportunities facing the IT

PMO team as studied in a structured research manner.

e A set of potential experiments designed to aid in maturing the IT PMO in a rapid

manner which will increase efficiency and effectiveness of the team.

e A selection of a single experiment which will be refined, optimized, and executed in
close partnership with the Researcher as well as closely supervised by several

Professors affiliated with Claremont Graduate University.

e A reporting of all findings, recommendations for future study and expansion, as

well as a final review with the PMO team.

In addition to benefitting Company X, this work will be used to further promote the
body of knowledge for IT/IS Project Management. It will do so by the submission of this
dissertation for online publishing which will be made available in the future, provide
material for potential academically focused journal articles, and conference events

which serve educational purposes.

14



Chapter 2 Literature Review

2.1 Prior Research into Project Management

The literary and academic works regarding the subjects of both Project
Management and Action Research in the Information Systems & Technology field is
expansive in many respects, yet at the same time has tremendous opportunities for new
research to expand the field. For the purpose of this dissertation, dozens of articles and
texts on these areas were reviewed. The recommendations from those researchers were
surprising. According to Blomquist, et. al. in their article Project-as-Practice: In search
of Project Management Research That Matters, “Project Management is not only an
immature field of research, but many of the normative and traditional contributions are
also insubstantial when it comes to understanding what is really occurring in projects.”
(Blomquist et. al, 2010).

Much of the literature on the benefit of advances in research in Project
Management in not only IS&T, but the wider Project Manager domain, often cited social
and political benefits for the employees and the business organizations that they served.
Those works often challenged and were critical of the traditional Iron Triangle of
Project Management which governs the trade-offs seen between cost, scope, and time
which impact in some fashion overall quality on a project. According to the highly
regarded and well cited article The Other Side of Projects: The Case for Critical Project
Studies, the authors state “Important aspect of critical approaches to project
management is to rethink definitions of project success beyond time, cost and quality
performance to encompass work-life balance, societal impacts, health and safety, and
ethical concerns more widely.” (Hodgson & Cicmil, 2008). Caccamese & Bragantini in
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their 2012 paper entitled Beyond the Iron Triangle: Year Zero, go further that the
triangle as we have known it for years is not enough and that rather “There is more than
the ‘iron triangle’; there is the ‘soft pyramid’, a metaphor for concurrent constraints
related to the ‘internal satisfaction’ of the individuals working on the project.”
(Caccamese & Bragantini, 2012).

Further literature review regarding the realm of Project Management in
Information Systems & Technology highlighted greatly, the need for real-world research
in businesses today in the area of Project Leadership. First, for the area of Project
Leadership, researchers such as Burke & Barron in their 2014 paper entitled Project
Management Leadership: Building Creative Teams states that “Project Management
and Project Leadership are two sides of the same coin. They are inter-linked and need to
be if a project is to be delivered on time, to budget and of the desired quality.” (Burke &
Barron, 2014). However, it was seen in further literature review that other Researchers
saw through their works that the failure of Project Leadership had an incredible linkage
to the overall project failure and was often seen as the single top reason for such failure.

According to the 2013 article entitled Leadership is Vital for Project Managers to
Achieve Project Efficacy by Ahmed, et. al. that research team saw that “Leadership is an
effective tool to be used by the project manager which moderately influence project
outcome, otherwise, lack of leadership skills are directly associated with project failure.”
(Ahmed et. al., 2013).

Another two key areas the literature focused on in the domain of Project
Management, in particular within the Information Systems & Technology field, dealt
with Project Strategy and Project Risk, specifically in the areas of uncertainty. In the

area of Project Strategy key articles such as the 2004 work in R&D Management by
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Aaron Shenhar entitled Strategic Project Leadership: Toward a Strategic Approach to
Project Leadership, postulated that “While some projects do better than others,
conceptually, there is a missing link — between the business strategy and the project
plan. We call this link the project strategy, and it is the first item project leaders must
deal with when starting a project undertaking.” (Shenhar, 2004).

Articles in the realm of Project Risk and ways to deal with uncertainly often cited
the lack of maturity most organizations have with dealing with Risk. According to the
article by Edington, Lechler, and Gao in 2012 entitled Challenging Classic Project
Management: Turning Project Uncertainties into Business Opportunities they found in
their extensive research that often “The management of uncertainty during a project’s
implementation is not well understood. In general, uncertainties are treated similar to
project risks by practitioners and by scholars as negative events threatening a project’s
implementation.” (Edington, et. al., 2012).

It can be argued that across all these areas such as Project Leadership, Project
Strategy, Project Risk, and Project Spirit a common theme started to materialize when
looking at the literature and more importantly the target companies and organizations
that the researchers were focused. In the literature, the subjects were ultimately seen as
needing to mature along these areas most of all. However, what was not seen in most of
the works reviewed for the purposes of this literature review were current and clear cut,
real-world, tactical ways to drive maturity levels through novel intervention and
introduction of new technologies, processes, tools, or procedures. This is the core of this
dissertation project with Company X being not only a willing participant for the study,
but an organization that is arguably in tremendous need to mature its IT PMO in order

to enable the transformative efforts going on at the company today.
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2.2 Popular Maturity Models in Project Management

There are several Project Management Maturity Models (PMMM) seen in both
Academia and the Industry today. According to James Pennypacker’s 2001 research
work entitled Project Management Maturity Benchmark, “The purpose of a project
management maturity model is to provide a model of progressive improvement in
project management systems and processes that can be used to assess an organization’s
capabilities and to provide an improvement path.” (Pennypacker, 2001). For the
purposes of this project and the Research conducted, three specific Maturity models
were considered when evaluating the proper lens to view the PMO team through and to
gauge areas to mature. Each of these three will be reviewed in detail in this section.

However, what is arguably the goal of any maturity model for an IT organization?
According to their article from the Project Management Institute in 2002, Pennypacker
& Grant argued that “As project management becomes the dominant way that work is
accomplished, organizations strive to become good at delivering projects successfully.
The predictable consequence is widespread commitment to improvement initiatives that
may include the establishment of an enterprise project management process, the
development of a career path for project managers, the implementation of project
management education and training programs, and investment in project management
tools and information systems. But the modern enterprise cannot afford to improve
recklessly or randomly. The modern enterprise must approach improvement
purposefully.” (Pennypacker & Grant, 2002).

From a structural standpoint, ultimately any maturity model seen today can be
broken down into several key sections with specific areas to be targeted for

improvement. This improvement is measured using many different methods and
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ultimately for the PMO that is using the model, it proves a benefit from doing so insofar
as it leads to a more efficient and effective organization. However, with so many tools
available, so many methods seen in the industry, why do we continually see a shortfall in
organizations reaching higher levels of maturity?

In their research, Pennypacker & Grant leveraged a survey of 126 company
respondents across a variety of companies in the Professional Services, Finance,
Information and Manufacturing sectors to review the situation in deeper detail with PM
practitioners. Going into the review, their position was not lack of knowledge of these
models and the processes needed by an organization. It was rather a lack of execution
and follow through by the organizations. According to their paper, “the hypothesis is
that the current level of project management maturity, industry-wide, is relatively
immature. More specifically, we posit that most organizations have adopted project
management processes but have yet to establish these processes as organizational
standards.” (Pennypacker & Grant, 2002).

Pennypacker & Grant leveraged the five levels of the PMI’s Project Management
Maturity Model which is explained in greater detail later in this section. In the survey of
the 126 respondents, most of them reported that their organizations were operating at a
Level 1 (13.7%) or a Level 2 (53.2%). There were 19.4% of the respondents reporting that
they had reached Level 3 and only 7.3% reaching Level 4. Only 6.5% of the respondents
reported that their organizations’ teams have reached the top level of the model
(Pennypacker & Grant, 2002).

As mentioned previously, there are numerous Project Management Maturity
Models. As of time of publication for their 2002 article, Pennypacker & Grant reported

that the Project Management Institute was tracking 277 well known models in use in the
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industry at that time (Pennypacker & Grant, 2002). For the purposes of this dissertation
effort, three models were reviewed for use with Company X’s IT PMO. These were The
Berkeley Project Management Model, the SEI CMMI, and the PMI's OPM3. Each model

has several similarities, differences, strengths and weaknesses.

The Berkeley Project Management Process Maturity Model — Kwak and Ibbs

The Berkeley Project Management Process Maturity Model was first introduced
by Drs. Young Hoon Kwak and C. William Ibbs to the Institute of Electrical and
Electronics Engineers in 2000. The focus of the model was to provide project
management professionals a way to measure maturity across industries. The model was
based off several earlier models as well as was refined with industry inputs and feedback
from several organizations.

According to their paper entitled Assessing Project Management Maturity, Ibbs
& Kwak state that “The Purpose of the Berkeley Project Management Process Maturity
Model and an associated Assessment Methodology is to help organizations and people
accomplish higher and more sophisticated PM maturity by a systematic and incremental
approach. It measures, locates, and compares an organizations’ current PM maturity
level. The primary advantage of using this model and methodology is that it is
generalized across industries, whereas other maturity models have specific audiences
like software development or new product development.” (Ibbs & Kwak, 2000).

This model was arguably a novel approach to the issue often seen with making
cross-industry comparisons. It was also a model that was seeking to address a real-
world issue of adoption to any project management maturity set of practices by

highlighting several shortfalls observed today. In their article, they state that
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“Management has had trouble convincing top managers that PM investment results in
financial and organizational benefits. Corporate executives request and demand a better
understanding of the relationship between PM sophistication and its influence on the
company’s PM performance. Therefore, project managers who are trying to implement
PM practices and processes in their organizations have to show the benefits and payback

from PM investment quantitatively.” (Kwak and Ibbs, 2000).

The Capability Maturity Model Integration (CMMI)

CMMI is a process and organizational behavior maturity model that helps guide
organizations to evolve through a series of critical levels. According to Sarah White at
CIO.com, “The CMMI starts with an appraisal process that evaluates three specific
areas: process and service development, service establishment and management, and
product and service acquisition. It’s designed to help improve performance by providing
businesses with everything they need to consistently develop better products and
services.” (White, 2018).

CMMI was originally intended for use by the United States Department of
Defense. The architects of the model introduced it to provide the government with a way
to gauge the quality of the deliverables, the maturity, and the benefits of its software
contractors. According to Sarah White at CIO.com, “The CMMI was developed to
combine multiple business maturity models into one framework. It was born from the
Software CMM model developed between 1987 and 1997. CMMI Version 1.1 was
released in 2002, followed by Version 1.2 in 2006 and Version 1.3 in 2010; V1.3 is
currently being replaced by V2.0, which will be released in phases starting March 2018.”

(White, 2008). As CMMI develops, key to that development is constant interaction and
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feedback from practitioners. This in turn is arguably a benefit of Action Research as it
provides a mechanism to provide current, relevant information on real-world usage of
the model. There is also incredible opportunity to execute on substantial improvements
at most organizations as evidenced in the literature found at the CMMI Institute’s
website at www.cmmiinstitute.com. There, one can see that the statistics on the lack of
having the means for organizations to measure best practices and capabilities in order to
find ways to advance is very concerning to practitioners of project management.
According to the CMMI Institute, each level has unique attributes and represents
a logical progress of maturity at an organization which is typically experienced over
time. When detailing maturity and the strength of the CMMI v2.0, it states that
“Maturity levels represent a staged path for an organization’s performance and process
improvement efforts based on predefined sets of practice areas. Within each maturity
level, the predefined set of processes also provide a path to performance improvement.
Each maturity level builds on the previous maturity levels by adding new functionality
or rigor.” (CMMlIInstitute.com, 2020). They define levels and unique attributes of those
levels to be the following:
Maturity Level o: Incomplete
While operating within this level, an organization is seen as somewhat chaotic. Work
may or may not be addressed in any real, measurable way. At this level typically a

company is brand new and in a startup type of mindset.

Maturity Level 1: Initial
While at this level, an organization is trying to put some structure around chaos. Often

the individuals there are more focused on being reactive. In this environment you see a
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firefighter type mindset focused on addressing immediate emergencies. Processes are
not well documented and the general mindset of the organization is to stay operational
instead of any kind of growing. Also, at this level organizations will “naturally progress
to higher levels through trial and error, as they will help inform improvements.” (White,

2008)

Maturity Level 2: Managed

At this level, an organization’s processes start getting into a state where they can be
documented, taught to others easily, and measured. Using the results from these
measurements an organization can seek to optimize. According to the CMMI Institute,
“projects at this level start showing attributes of being clearly planned, performed,
measured, and controlled.” (CMMIInstitute.com, 2020). Also, according to the CMMI
Institute, it is critical that ownership and accountability for tasks and efforts are well
known and transparent in the organization. Important to this level as well is that the
processes that an organization adopts should still be able to be followed and executed
upon even in the worst of times with results that come from careful, deliberate

measurements.

Maturity Level 3: Defined

At this level, an organization has moved to a point where the processes and standards
are well understood by its members. Its processes and practices are typically
incorporated into structured training and there are documentation processes that are
well planned and executed upon that are designed to incorporate changing conditions

and modifications over time. Key to this level is objective evidence that the processes
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now used routinely and dependably produce reliable and efficient results for the

organization.

Maturity Level 4: Quantitatively Managed

At this level, organizations reach a stage where their metrics, business intelligence, and
reporting solutions are well defined and tuned to track activity for most key process
areas. According to White, “These processes have been repeatedly tested, refined and
adapted in multiple conditions across the organization. All key stakeholders and process
users are competent in the established process and comfortable deploying it in various
environments. By now, your process should easily adapt to suit other projects in the

organization and to stand as a template for future process development.” (White, 2008).

Maturity Level 5: Optimizing
According to numerous studies, an organization reaching level 5 is a rare occurrence.
However, at the same time, the CMMI Institute is quick to point out that this final level
of maturity should not be the destination for an organization, but a place where
organizations challenge themselves to continue refining on process performance. Key to
this level of maturity is not only well documented processes, business intelligence
showing states and health, or monitoring and improvement solutions that are
universally seen, but also a cultural shift towards continued improvement. As cultural
shifts are fundamentally adoption of desired behavior, this can often be the top-most
level for any maturity model.

How are these levels measured within an organization? According to the CMMI

Institute, key to a successful discovery of where an organization currently is located on

24



their maturity evolution is the use of well-designed process appraisals
(CMMllInstitute.com, 2020). For CMMI v2.0 which was introduced to the industry in
2018, the model uses a guided process appraisal approach that is led by a certified
CMMI Lead Appraiser. The Standard CMMI Appraisal Method for Process
Improvement or “SCAMPI” includes three different class types: Class A, Class B and
Class C.

The SCAMPI A Class surveys and appraisals are used at the very beginnings of an
organization’s journey into using the framework of CMMI v2.0. It is typically conducted
after internal stakeholders have started to recognize that they want to make process
improvements within teams and want to begin benchmarking in order to get an accurate
analysis where they are in their maturity cycle so they can plan to evolve. Within
SCAMPI A, this class offers appraisals and tools that can serve to benchmark elements
such as capabilities, strengths, weaknesses, and expert analysis of processes within the
organizational elements being reviewed. The lead appraiser or team of appraisers deep
dive into key process areas and map out with stakeholders potential methods to track,
monitor, and evaluate for optimization efforts they are undertaking to drive
improvements (White, 2008).

The SCAMPI B Class appraisals are often executed immediately following
SCAMPI A. In this category of the appraisals, it is a targeted gap analysis effort meant to
evaluate how an organization is tracking against its goal to the intended or envisioned
level of CMMI Maturity that they view as the goal. Although not as deeply detailed and
broad as a SCAMPI A, it is viewed as critical in the CMMI process as it serves to provide
a level of intelligence and insight on the strengths of current processes that are being

used in order to reach an organization’s objective. It also serves as a way that the
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appraisers ,who have now become much more familiar with the organization and its
processes, a way to offer an extended set of options for improvement in areas to
monitor, track, and expand upon these processes (White, 2008).

The final SCAMPI class is C. These are smaller, faster in execution, and meant to
be more agile in design than either of the two previous classes. It’s intent is to allow
appraisers with a tool to work with the organization to even further assess processes,
execution, and results during the adoption of the framework. It is here in this class that
reporting, dashboarding, and full adoption of tools used to provide status to the right
individuals in the organization is seen as mature and in full, regular use. To draw upon a
common analogy for the use of these tools in an organizations pursuit of maturing,
utilizing the framework of CMMI, if SCAMPI class A is the shaft of the spear, SCAMPI
class B is the blade, and Class C would be the tip. At this point, Class C efforts are
designed to keep the tip as sharp as possible for an organization in order to ensure
maturity levels are maintained and the processes of continuous improvements are

ongoing.

Organizational Project Management Maturity Model (OPM3)

In the world of Information Technology, one of the most commonly found
Maturity models seen in PMOs is the OPM3 from the Project Management Institute
(PMI). Currently the PMI is leveraging the third edition which was released in 2013.
When the first Organizational Project Management Maturity Model framework was
adopted by the PMI as a standard in 2003, it was heralded by many practitioners to be
the most comprehensive model used in organizations worldwide. (Project Management

Institute, 2003).
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According to Bruce Miller, a PMI member and published author, “The
Organizational Project Management Maturity Model (OPM3) was published in 2003 by
the Project Management Institute (PMI) to assist in the education of project
management practitioners and laymen on the influential effects of applying project
management principles at the organizational level. Consisting of three directories, the
OPM3 model provides nearly six hundred best practices as related to the project
management field, including portfolio management.” (Miller, 2004).

However, when examining the OPM3 text from the Project Management
Institute, the official text makes heavy mention of the concepts linked to strategic
thinking and its importance for organizations to embrace when looking to mature.
When describing the purpose of the OPM3, the text states “The increasing pace of
change combined with the rising complexity of the economy and global competition
requires executives to reexamine their strategy to fulfill stakeholder expectations and
meet market needs. This refinement of strategy requires a new focus on product
development, operational effectiveness improvements, and customer service
enhancement.” (Project Management Institute, 2003).

The latest version of the OPM works to establish for organizations a framework
and foundation by focusing on three core areas. The first is a focus at the project level
which PMO’s transaction processes are most often seen. How projects are initiated, how
they are executed and monitored, how they are optimized and closed. Documentation at
this stage is key, and as a company matures in its PMO practices, a close focus on
repeatable transaction often develops. The second area is a strong focus on Program
Management within an organization. In this, projects are grouped by several factors
including goals, alignment to corporate strategy, opportunities to leverage resources,
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cost factors, and more. Here a company can often look at ensuring it is aligning its
strategy to meet as many of the higher-level corporate initiatives through the grouping
and execution of projects that fall into specific programs. The third level is Portfolio
Management which deals with the collection of both individual projects and grouped
projects that form Programs into cohesive groupings. A management by Portfolio will
allow a PMO team and the organization’s management team to look at the holistic
picture of activity being executed on by their teams (PMI, 2013).

Key to the successful adoption of OPM3 however, is the ability for an
organization to see how these three areas are interconnected. As such, OPM3 leverages
hundreds of best practices from practitioners and members of the Project Management
Institute. The latest version of OPM is itself a work that the Project Management
Institute recognizes as a collaborative engagement from members worldwide (PMI,
2013). Through the framework and the different strategic elements, it contains Project,
Program, and Portfolio Management while the “OPM3 illustrates how the application of
the best practices helps to realize organizational improvements. Best practices are the
methods currently recognized in a given industry to achieve a stated goal or objective.”
(PMI, 2013).

However, like the other models and frameworks discussed in this chapter, the
decision to implement OPM3 practices and working to adhere and apply those within an
organization is not a decision that is made lightly. Although it is arguably better to have
some process and model for expanding on maturity for a PMO organization, to choose
an ill-fitting one can often cause problems, especially for an emerging Project
Management Office. History and fit-for purpose issues are discussed further in the next

chapter. For organizations exploring OPM3 it is imperative for them to be very clear on
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what they are looking to gain from the model (strengths) and more importantly, what
the model will not provide (weaknesses). According to the Project Management
Institute’s official Organizational Project Management 3'd Edition text available at
www.pmi.org, the OPM3 provides an organization with:
e “A strategy execution framework that utilizes portfolio, program, and project
management as well as organizational-enabling practices to consistently and
predictably deliver organizational strategy to produce better performance, better

results, and a sustainable competitive advantage.” (PMI, 2013).

e “Addresses integration of the following: Knowledge (of the portfolio, program, and
project processes), Organizational strategy (mission, vision, objectives, and goals),
People (having competent resources), and Processes (the application of the stages

of process improvement).” (PMI, 2013).

However, how does an organization leverage OPM3 in a consistent and standardized
manner ensuring that it follows best practices and to what should individuals who are
responsible for its deployment be most focused on? In his 2006 PMI conference paper
entitled Grow Up Already! — An OPM3 Primer, author and researcher Pete Matassa
overviewed a number of critical items organizations who were looking to leverage OPM3
keep firmly in mind as they set out on their journey. Key to his research was a thorough
review of the OPM Maturity Continuum.

According to Matassa the model is implemented during a series of interrelated
process phases. The first is Knowledge. During this phase an organization would explore
a deep understanding of the model, the specific objectives, goals, potential benefits, as

29



well as explore the specifics towards deploying the model into the target organization.
The second is the Assessment phase where an organization would look to set specific
comparisons with their current landscape with a more expansive use of OPM including
looking at resources available to execute the framework, the future envisioned state of
the organization and identifying the gap that exists to complete the maturity. The last
phase is the Improvement phase. Here the organization would explore what process
refinements and changes to enable maturity would be possible within the given
timeframe allowing for budget, conflicting priorities, organizational objectives, and
more (Matassa, 2006).

Similar to both the CMMI v2.0 and the Berkeley Project Management Process
Maturity Model reviewed in this chapter, implementation and continuous improvement
for the OPM3 framework is done through the completion of multiple steps making up
the overall cycle for advancing maturity. According to Matassa, there are five steps in
the PMI OPM3 cycle that have to be executed on in a sequential fashion. Also, the cycles
themselves - the planning and execution of the elements within - are meant to be a
continuous improvement opportunity for organizations which provides them with a
mechanism to always be driving to evolve and mature (Matassa, 2006). These steps
within the OPM3 cycle consists of the following steps:

Step 1: Preparing for the Assessment

In this step, an organization seeks to drive knowledge of the OPM3 itself. It typically
would involve the training of staff to understand the strategic relationships of Projects,
Programs, and Portfolios, the tools and process recommendations made, as well as the
core concepts of OPM3. If an organization does not have the internal knowledge of

OPM3, often seen is the use of a coach or outside consulting professional to help drive
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the knowledge and educational efforts needed to provide the right foundation for the

organization.

Step 2: Performing the Assessment

At this step the organization’s team responsible for conducting the assessment
has received the requisite level of background training and education on the concepts
and foundations of OPM3. They then launch into the performing of the Assessment
which is completed through a series of two specific assessment types that are meant to
provide a thorough reporting. The first is the high-level view and the second is a
compressive view.

According to Matassa, a high-level view “employs a questionnaire methodology to
determine what best practices are currently implemented by the organization being
evaluated in the domains of project, program, and portfolio, and what stages exists in
those best practices.” (Matassa, 2006). To help facilitate this view and complete the
assessment in a thorough manner, practitioners can leverage tools offered by the Project
Management Institute. One tool that can aid is the use of questionnaires and surveys
that can report on the maturity seen within the target organization as well as allow the
individuals responsible for the rollout of OPM3 a mechanism to better understand
potential opportunities for improvements.

The second part of performing the assessment is the comprehensive view. It
leverages data and information gathered from the first phase and using tools and
analysis techniques offered through OPM3 best practices, it allows the team the ability
to analyze their organization in ways they often could not have otherwise. This

assessment leverages the planning directory within the OPM3 and works to properly
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categorize and assess key capabilities. It also serves to determine the stage that the
capabilities are at by exploring and assigning attributes. After successfully executing
these assessments in Step 2, an organization is able to properly identify the capabilities
and general maturity stage each are at against the scale, as well as capabilities that are

missing, and assigns level of importance and priorities of each capability.

Step 3: Planning for Improvement

The next step of the OPM3 cycle is to formulate the specific action plan to execute
upon given the data and information gathered from Step 2. However, as indicated in
some of the key learnings from Matassa’s article, the challenge often seen with this
phase is that at the beginning of the journey for organizations, the list of findings and
possible recommendations for actions could be lengthy; perhaps overwhelming. Over
time the list will reduce as more and more cycles are executed with resulting
modifications made to processes to drive maturity, however it is imperative for the plan
for improvement be laid out and executed against key criteria. Some of this might be
resource and budget availability, scheduling and competing goals considered, as well as
the envisioned level of improvement garnered from executing a plan designed to
address specific areas of opportunities. Matassa notes in his article that “In most cases, a
given organization cannot address all of the issues noted in the comprehensive
assessment because of resource constraints, the fact that many capabilities build on the
existence of prior capabilities so they can’t be addressed simultaneously, or both.”
(Matassa, 2006).

In order to ensure the highest likelihood of success, there are several things that

an organization can do to provide advantages to their efforts. According to Matassa’s
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article, improvement efforts at an organization looking to pursue OPM3 should factor in

the following:

Any improvement that is being actively pursued should be seen by the organization
as having a high likelihood or probability of successful completion. If it does not,
the organization implementing the plan has several risks that will impede its ability
to successfully execute. The OPM3 cycle should first concentrate on smaller goals
that are quickly and easily address allowing the team to continuously see progress

as they move farther and farther along their development journey.

First and foremost a plan should be focused on achieving those goals that best align
to the overall organizational strategy. If a plan is to address elements of
improvement that are not easily tied to specific strategic imperatives or
organizational strategy then the team is pursuing an effort not fully aligned with
the intent of OPM3. Any plans need to ensure that this pursuit of goals that align

with the strategy is transparent to organizational leadership.

Once an OPM3 cycle is completed, the gains can often be seen quickly, especially if
the team is able to utilize a comprehensive proof-of-concept of the deliverable

expected to materialize at the final end state of that cycle.

Initial Budget and methods to ensure Cost control is an area that has to be focused
on and signed off by the organization before plan execution. Especially in
organizations that might be under intense financial pressures, budget availability

might not be available should overruns occur while executing the plan.
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As the Project Management Institute also details in the OPM3, a substantial benefit
from its use by organization is that these elements can be tailored by the practitioners to
best fit the culture, the operating constraints, and any unique elements seen within an
organization. This will often increase the attractiveness of the model to organizations
looking to implement as other models in this space are far more rigid in their practices.
The OPM3 is also grounded in a realistic perspective that organizations are far more
likely to leverage the model as a method of continuous improvement if they see results
that are positive and driving to meet their strategic objectives. As such the model
leverages a wealth of options for practitioners that they can have easy access to in order

to build and tailor their plans to execute.

Step 4: Implementing the Improvement

Step 4 moves the team into the actual execution of the plan to improve the target
element. At this time an organization’s team is fully bought in, briefed on goals and
objectives, has resourcing aligned to execute, and a clear set of tactics chosen in order to
help them realize the goal. Once completed the improvement will show a clear benefit to
the organizational strategy.

The tactics in this step are often leveraged directly from the Project Management
Institute’s PMBOK Guide in order to ensure a high degree of accuracy and success. The
OPM3 does recommend for organizations to find those projects with short timeframes,
high likelihood of success, and immediacy of realized benefit by the organization in
order to provide for an atmosphere that can build a mindset of continuous
improvement. Leadership support within the organization is deemed critical as ensuring

that the right level of commitment is maintained, especially in an organization where
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massive transformation changes might be happening which could impact resources or

budget, will help provide greater odds of success.

Step 5: Repeating the Process

The final step of the OPM3 cycle focuses on adopting processes and
organizational alignment for repeating the cycle again once a targeted goal is reached
and formally closed. After that point, an organization can choose to then move back to
Step 2 and undergo the assessment process again to see if there have been any
improvements to their maturity. The organization can also seek to instead move back to
Step 3, and working with the team, determine what new goal to target. This goal will
look at the capabilities and processes that were earlier identified and seek to define a
plan to execute a remediation and maturity effort that best aligned to the current
organizational strategic imperatives.

According to Matassa, the selecting of which step an organization pursues next is
typically directly impacted by the overall time invested by the team in the pursuit of the
previous effort (Matassa, 2006). If the previous effort was completed over a very lengthy
amount of time (e.g. several months), and/or has a substantial transformational impact
to the sponsoring organization, then it is recommended for the team to move back to
Step 2 and undergo the full assessment in order to ensure that the opportunities to seek
out for improvement are similar to the previously identified opportunities. If the effort
to optimize and improve was executed instead over a short timeframe, then the
recommendation would be for an organization to seek out the next best candidate for
improvement as discovered during the previous assessment cycle and proceed to Step 3
to plan the next improvement.
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2.3 Failure Analysis of IT Projects

One of the most concerning elements of Project Management in Information
Systems and Technology has been the high rate of failures of projects. Failure to
complete the full project for launch, failure to achieve major goals and objectives, or
even failure to properly commence, are examples of failures of the field. From an
analysis standpoint however, the information is troubling and often confusing about
why root causes are as problematic as they are and more importantly, what do
practitioners and IT Leaders do to rectify the situation? With so many more tools,
technologies, education, and training in the areas of IT Project Management, why does it
seem like we are barely moving the needle for improving the field in any considerable
way?

A well-respected research group that has been instrumental in trying to
understand why projects fail and the various reasons behind those failures is The
Standish Group. According to their website at www.standishgroup.com, when it formed
in 1985 The Standish Group set out with a unique vision of understanding and growing
the field by intensive, patented techniques that were grounded in case-based reasoning.
They partner with organizations worldwide pulling from a massive set of studies and
research to profile projects to provide them with the most current insight on how they
can best set th