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Contents

Objectives
– Presentation of ”10 steps to set up a project 

management methodology using PMI 
standards”

– Share experience and lessons learned through 
theoretical and practical examples

Agenda
– Introduction
– 10 Steps 
– Lessons learnt

Schedule
– 45’ min. presentation
– 5’ min. questions and answer
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Introduction

Time-to-market and the ability to deliver projects on time, within scope and 
budget is becoming critical for companies to survive in the current market 
conditions.

In the past years, project management has moved from being a commodity to 
a core competency that companies “must have”. 

This evolution has triggered the switch of more and more companies to project 
management and the use of projects to achieve corporate goals. 
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Organizational EvolutionOrganizational Evolution
• Managing operations

– Departmental or Functional
– Process driven

• Focus on improving operations
– BRP
– ERP 

• Almost no project managers
– Many times outsourced to consulting 
companies

• Performance assessed via 
– Accounting(P&L, BS, Cash Flows)
– Market share
– …

Introduction

ManagementManagement

OperationsOperations

ProjectsProjects

80s-90s80s-90s
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Organizational EvolutionOrganizational Evolution
• Managing operations

– Focus on core competencies
– Non core activities are outsourced
– Project driven

• Focus on changing the business
– Outsourcing

• Increase number of project managers
– Companies create its own project 
management department

• Performance assessed via 
– Time to market
– Return on investment

Introduction

ManagementManagement

OperationsOperations

ProjectsProjects

TodayToday
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Introduction

So, why do we need a project management methodology?
To increase competencies in project management 

To increase transparency on projects 

To improve communication - use of common language

To improve monitoring and controlling of the projects

To improve the management of changes in projects 

To reduce the time-to-market by increasing performance

To measure the return on our investments

…
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10 steps to set-up 
A Project Management Methodology using PMI StandardsA Project Management Methodology using PMI Standards

Step 1: Assess whether your company needs a project management methodology
Step 2: Assess company project management maturity level  
Step 3: Assess organizational structure readiness

Step 4: Perform PMI GAP analysis
Step 5: Define Project Life Cycle
Step 6: Customize company-wide methodology

Step 7: Execute pilots to test methodology

Step 8: Implement methodology

Step 9: Change Management

Step 10: Measure benefits
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Step 1
Assess whether your company needs a project management methodoloAssess whether your company needs a project management methodologygy

Are we a project-based or operations based organization?

How many projects do we run per year?

How many resources do we employ on projects?… compared to operations?

How much money do we invest in projects each year?

What’s our time-to-market compared with the competition?

Do we know exactly where all our projects are today?
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CASE STUDY - Step 1
Assess whether your company needs a project management methodoloAssess whether your company needs a project management methodologygy

Company that had the following:
– Concerns with project budget, schedule, status and overall success
– Recently implemented solutions that did not realize expected benefits
– Significant change or systems initiatives
– A portfolio of projects that individually were not risky, but collectively became high risk

1 week

M1 M2 M3 M4 M5

Company that lacked the following:
– Mature project procedures and processes
– Appropriate project management competences 
– A successful track record of completing projects 
– A focus on benefits delivery 
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Step 2
Assess company project management maturity level Assess company project management maturity level 

Project Management Maturity Model
– A project management maturity model allows you to look at your strengths and 
weaknesses in terms of consistent project management methods and repeatable 
delivery of project goals

– In a maturity assessment, a company uses a model to review how well processes are 
performed, controlled and managed

– At the lower end of a model, maturity is about consistent and repeatable processes. As 
you move forward, you want to link strategies with projects

– There is no best position – it’s the level that best services the strategy of the 
organization

– Maturity means continuous improvement and is an ongoing process 

Source: PM Network, Sep 2002
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Step 2
Assess company project management maturity level Assess company project management maturity level 

Level 1
Initial Processes

Level 1
Initial Processes

- Ad hoc processes, no corporate standards for project management
- Performance based on individual skills
- Management awareness
- Lack of estimates and schedules

- Ad hoc processes, no corporate standards for project management
- Performance based on individual skills
- Management awareness
- Lack of estimates and schedules

Level 2
Structure Process

and Standards

Level 2
Structure Process

and Standards

- Basic processes; not standard on all projects
- Management supports and encourages use of methodology
- Mix of intermediate and summary-level information
- Estimates, schedules based on expert knowledge

- Basic processes; not standard on all projects
- Management supports and encourages use of methodology
- Mix of intermediate and summary-level information
- Estimates, schedules based on expert knowledge

Level 3
Institutionalised
Project Mgmt

Level 3
Institutionalised
Project Mgmt

- All processes, standard for all projects and repeatable
- Management has institutionalised processes
- Summary and detailed information
- Estimates, schedules based on industry standards and org. specific

- All processes, standard for all projects and repeatable
- Management has institutionalised processes
- Summary and detailed information
- Estimates, schedules based on industry standards and org. specific

Level 4
Managed
Level 4

Managed

- Processes integrated with corporate processes
- Management mandates compliance – project office established
- Solid analysis of project performance
- Estimates, schedules based on organization specifics
- Projects support the Strategic Plan

- Processes integrated with corporate processes
- Management mandates compliance – project office established
- Solid analysis of project performance
- Estimates, schedules based on organization specifics
- Projects support the Strategic Plan

Level 5
Continuous 
Improvement

Level 5
Continuous 
Improvement

- Processes to measure project effectiveness and efficiency
- Processes in place to improve project performance
- Management focuses on continuous improvement
- Lessons learned files created
- Knowledge transferred between projects and teams

- Processes to measure project effectiveness and efficiency
- Processes in place to improve project performance
- Management focuses on continuous improvement
- Lessons learned files created
- Knowledge transferred between projects and teams

Time

Maturity

*This maturity model is based on the Centre for Business Practices model. 
PMI is currently developing it’s own maturity model which will be published end of 2003.

Project Management Maturity Model*
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CASE STUDY - Step 2
Assess company project management maturity levelAssess company project management maturity level

Assessment done via interviews and review of 
project documentation

Starting Situation – Level 1
– Company had  procedures but where not applied 
consistently throughout the company

– Lack of management awareness of project management 
activities

– Lack of standard tools, techniques and templates Level 1Level 1

Level 2Level 2

Level 3Level 3

Level 4Level 4

Level 5Level 5

1 week

M1 M2 M3 M4 M5

The initial assessment is validated during the PMI GAP Analysis (Step 4)
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Step 3
Assess organizational structure readiness  Assess organizational structure readiness  

Organizational structure influences 

– Projects are typically part of an organization larger than the project, such as 
corporations, government agencies, international bodies, professional organizations, etc.

– The project will be influenced by the organization that set it up, therefore project 
manager’s should be aware of how the organization’s system will affect their projects

– The two extremes are project-based organizations, whose operations consist primarily of 
projects, and non-project-based organizations, which often lack management systems to 
support project needs efficiently

Source: PMBOK
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Step 3
Assess organizational structure readiness Assess organizational structure readiness 

Full-timeFull-timePart-timePart-timePart-timeProject Management 
Administrative Staff

Project 
Manager / 

Project Officer

Project 
Manager / 

Project Officer

Project Manager 
/ Project Officer

Project 
Coordinator / 

Project Leader

Project Coordinator 
/ Project Leader

Common Titles for Project 
Manager’s Role

Full-timeFull-timeFull-timePart-timePart-timeProject Manager’s Role

85–100%50– 95%15-60 %0 – 25 %Virtually None

Percent of Performing 
Organization’s Personnel 

Assigned Full Time to 
Project Work

High to Almost 
Total

Moderate to 
HighLow to ModerateLimitedLittle or NoneProject Manager’s Authority

Strong MatrixBalanced MatrixWeak Matrix
Projectized

Matrix
Functional

Organizational 
StructureProject

Characteristics

Organizational Structure Influences on Projects 

Source: PMBOK
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CASE STUDY - Step 3
Assess organizational structure readiness Assess organizational structure readiness 

1 week

M1 M2 M3 M4 M5
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Step 4
Perform PMI GAP analysisPerform PMI GAP analysis

Assess your current project management 
capabilities compared to the various PMI PMBOK 
project management processes

How to perform a PMI gap analysis?
– Interviews & workshops with key people at all levels 

• Project managers, Line managers, Project Sponsor, PSO

– Mapping of current company project management 
practices to the PMBOK® Project Management Processes

• Inputs, tools and techniques, and outputs

– RAG indication
• Red: no evidence 
• Amber: some evidence, e.g. process defined by one 

department 
• Green: compliance with PMI, e.g. company-wide process 

defined
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CASE STUDY - Step 4
Perform PMI GAP analysisPerform PMI GAP analysis

Bottom-up approach
Workshops

Interviews

Questionnaire
per PMI PMBOK 

project 
management 

process

2 weeks

M1 M2 M3 M4 M5
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Executive summary

CASE STUDY - Step 4
Perform PMI GAP analysisPerform PMI GAP analysis

Bottom-up approach

2 weeks

M1 M2 M3 M4 M5
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Step 5
Define Project Life CycleDefine Project Life Cycle

The PLC serves to define the beginning and the end of a project. It also defines what 
deliverables should be done in each phase and who should be involved

Start with the PMI model and customize it according to the company needs

Note that the phases of your project life cycle are defined by the service or product you 
deliver (and not by your project management processes, because project management 
processes are iterative)

Initiating
processes

Planning
processes

Controlling processes

Executing
processes

Closing
processes

Le
ve

l o
f A

ct
iv

ity

Time
Source: PMBOK
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CASE STUDY - Step 5
Define Project Life CycleDefine Project Life Cycle

Closing
Processes

Initiating
Processes

Planning
Processes

Controlling
Processes

Investigate

Executing
Processes

Closing
Processes

Initiating
Processes

Planning
Processes

Controlling
Processes

Design

Executing
Processes

Closing
Processes

Initiating
Processes

Planning
Processes

Controlling
Processes Executing

Processes

Develop and Test

Proposal Investigate Design
Develop  
and Test

Post
Impl.

Review
Trial Launch/ 

Close

3 weeks

M1 M2 M3 M4 M5
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Step 6
Customize companyCustomize company--wide methodologywide methodology

Use the PMI PMBOK processes as a framework
Re-use company’s current good practices (cf. Gap Analysis)
Align with PMI PMBOK inputs / tools and techniques / outputs

PMI 
PMBOK

Current 
good 

practices
Workshops

Customized project 
management 

processes
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CASE STUDY - Step 6
Customize companyCustomize company--wide methodologywide methodology

Tools

Templates

PM
B

O
K

 process description

Project Organisation Line Organisation (Illustrative only)

BIM

CPC

Project Manager

Project Board 
(including Sponsor)

Organization

Roles and 
Responsibilities

8 weeks

M1 M2 M3 M4 M5
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Step 7
Execute Pilots to test methodologyExecute Pilots to test methodology

Purpose of the pilots
–To test the PM methodology
–To identify gaps and to improve the PM methodology
–To obtain buy-in from the ‘early adopters’ for the roll-out

Critical Success Factors
–Full commitment from project manager and team members
–Buy-in of line managers 
–Enough level of support provided by the ‘Pilot Coaching Team’
–Efficient process to gather and implement change requests

How to select pilots
–Ability to test the full methodology
–Projects of different sizes
–Different degrees of complexity (don’t choose just the easy projects)
–Strong management skills of the Project Manager (focus on methodology, not soft skills)
–Technically straightforward (focus on project management, not product content)
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CASE STUDY - Step 7
Execute Pilots to test methodologyExecute Pilots to test methodology

Pilot Project Manager was coached by PwC

Pilot Project Team was supported by 2 members of the PM Methodology 
workgroup (“support group”)

Pilot Project 
Manager

Sub Project 
Teams

Coaching, 
Support & 
Guidance

Support 
Group

PwC 
Coach

PM Method.
Workgroup

Issues / 
Change 
requests

Update 
Approved 

Changes to 
processes, 
tools and 
templates

Status Update 
on Pilot

New

8 weeks

M1 M2 M3 M4 M5
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Step 8
ImplementImplement

User-friendliness
Information applicable on the job

Availability companywide
Easy to communicate updates

PMBOK Company’s Intranet
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Step 9
Change ManagementChange Management

Cultural Change
– The implementation of a project management methodology requires a change in the 

culture of the organization

Competence Building
– The methodology is just a tool and just one 

part of the whole picture
– To implement a PMM successfully, you 

need to look at other areas, both at the 
individual level and at the organisational 
level

KnowledgeKnowledge

Skills Skills 

Talents Talents 

Db, ITDb, IT

MethodologyMethodology

Org CultureOrg Culture

Individuals Organisation

Db, ITDb, IT

MethodologyMethodology
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CASE STUDY - Step 9
Change ManagementChange Management

Staff was supported during the transition and implementation
– Training
– Coaching
– Manuals
– Help desk

A list of activities that staff needs to perform differently as from day one was 
developed in order to achieve the benefits 

Incentives were adapted (i.e. goals linked to project management achievements)

Performance was measured regularly

Discipline was strengthen to ensure compliance with new methodology

+ 6 months

M1 M2 M3 M4 M5
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Step 10
Measure BenefitsMeasure Benefits

Projects are becoming more and more complex, increasing the difficulty to 
achieve the expected benefits, i.e. increased revenues or reduced costs

Very often, benefits are not measured at all
– Companies write a business case, execute the project, produce the deliverables, track the 
budget, but fail to measure the benefits achieved (if any) and  its comparison against 
business case

Therefore, project measurement has extended beyond the traditional on-time, on-
budget, on-specification metrics. Today, a project manager needs to manage the 
delivery of project business benefits

Equally important is an early identification of possible benefit erosion to take 
preventive measures

Through 2002, less than 25% of application projects will deliver hard, 
monetary benefits that exceed the cost of the implementation.

Source: Gartner Group

Through 2002, less than 25% of application projects will deliver hard, 
monetary benefits that exceed the cost of the implementation.

Source: Gartner Group
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CASE STUDY - Step 10
Measure BenefitsMeasure Benefits

+ 6 months

M1 M2 M3 M4 M5

Method of measuring benefits
- Built upon an iterative approach where the achievement of sustainable 
benefits is planned and put into action in a repeatable process.

Dashboard example
- Net registered users is not on target
- Need to incentivise registration
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Lessons learnt

Key is to have top management 
support

Useful to have aggressive deadlines 
– 3 months for prototype

A project management methodology 
is a tool; there are other factors that 
influence the outcome, i.e. mentality 
change of people

Respect Maturity model, start with 
basic processes
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Thank you for your attention !

Any Questions ???

=>  antonio.nieto-rodriguez@pwc.be


