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Abstract 
Introducing a Program Management Office (PMO) Framework in a Fortune 500 

company is no simple task. A great deal of research and a well thought-out plan is needed 

in order to meet the requirements of the organization and satisfy the customer’s needs. 

Each aspect of the PMO framework brings its own challenges and requires significant 

interfacing with clients, project/program managers, and the Information Technology 

organizations. The appropriate management of customer’s needs and organization’s 

objectives will be vital to the success of the PMO.    

 

According to a VokeStream® market snapshot report, 37% of all software 

development projects in Fortune 500 companies are abandoned or do not meet the needs 

of the users but may still be in use.  Given that the average cost per project falls in at $3.2 

million consuming 1300 resource months and lasting 17 months in duration,  making the 

cost of software development waste astonishing (Lanowitz & Dronzek, 2008, pg. 16).   

 

To enable an organization to successfully establish a PMO framework a clear 

understanding of the opportunity and an organized team must be put in place to satisfy 

customer's requirements and achieve the organization and business objectives.  The role 

of the PMO lead will be vital in driving the strategic benefits of the PMO.  The PMO 

framework put in place by the organization and PMO lead will need to be scalable and 

flexible while focused on systematic processes driving stakeholder value. 
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PMO Framework 
Developing a PMO framework may sound like a simple endeavor, but it is in fact a very 

intricate process.  The PMO framework will clearly define the organization's objectives 

for managing portfolios, programs and projects and how the PMO capabilities will 

specifically satisfy those objectives.  A successful PMO framework will consist of and 

address the following items at a minimum (Kaufman, Korrapati, 2007): 

1. PMO Charter (opm3online.pmi.org) 

o Effectively prioritizes projects to maximize efficiency 
o Clarifies project goals, problem areas and project risk to enhance project 

success 
o Consistently tracks tasks and milestones to better monitor potential 

outcomes 
o Expands communication among stakeholders 
o Decreases necessary resources to do the work through better refinement of 

resource requirements; 
o Provides realistic performance measures; and Increases overall project 

performance, efficiency and effectiveness for better bottom line results. 
 

2. Mechanics of the PMO 

3. Culture of the PMO 

4. Domain Competency  
o Portfolio Management 
o Project Delivery 
 

The relationship of these elements is shown in the below diagram (Fig 1): (Kaufman, 

Korrapati, 2007) 
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The PMO charter should be clear, concise and easy to read, highlighting key 

pieces of information.  For example, the PMO charter should state that each portfolio 

item links to a business strategy.  Each program links to a business benefit and each 

project links to a deliverable.    Furthermore, key performance indicator tolerances should 

also be defined in the charter.  By doing so, a common language will begin to be 

established with regards to measuring and reporting back on progress.  The charter 

should also require the establishment of a clear sponsorship spine, outlining both 

initiating and sustaining sponsors on all programs.  Thus, during the creation and 

presentation of a given portfolio, program and project it is important to try and establish a 

sense of ownership from management and customers.   Without the proper management 

and customer buy-in at the program or project level, it will be unwise to proceed forward 

and should not be attempted.  In addition, it "is important the level of mandate and 
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charter be clearly articulated by the key management entities in order to minimize 

cultural resistance to the PMO" (Kaufman, Korrapati, 2007, pg 4).  Furthermore, an 

assessment should be conducted on the organizations current program/project 

management practices so that gaps can be identified between the goals of the PMO 

charter and the program/project management maturity level of the organization.  Once 

gaps have been identified the appropriate processes can begin to be put in place alongside 

the appropriate training. 

The PMO Culture 
 Any successful endeavor starts with the customer and not only understanding the 

problems customers are trying to solve but how these problems relate to their needs.  In 

fact, in a successful PMO, team members are focused more on business benefits instead 

of product deliverables.  It is generally acknowledged that when PMO members speak to 

business results and benefits that the program will deliver, user participation and 

involvement in a program not only increases but also produces a perception of the end 

product's usefulness (Terry, 2008, pg.1).  There is a multitude of ways and/or tools that 

PMO members can use to identify customer needs and get users involved such as through 

interactions from focus group sessions, one on one interviews and wide spread surveys 

depending on the population.  Once the data is collected, the true challenge will be to 

classify the data by importance and impact to the business.  A structure to understand this 

classification was developed by Dr. Noriaki Kano from the Science University of Tokyo.  

Dr. Kano places customer needs into three categories.  The first category is a customers 

‘basic needs’ which if not achieved will lead to customer dissatisfaction and cause 

rejection of the new IT product.  The second category is known as ‘exceeded 
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expectations’ where if these needs are achieved the customer will be delighted with the 

new IT product which is produced.  The last category is refereed to 'exciters/delighters'.  

These needs are unexpected by the customers and can only produce increased satisfaction 

if achieved (Thompson, 1999, pg. 98-99).   

 

When shaping the culture of a PMO we should remember that a collaborative 

relationship with the customers will also have a positive influence on customer 

satisfaction.  Collaborative environments are made up of two elements.  The first is the 

creation of an open organizational setting which reduces conflict.  The second is the cross 

functional team development which encourages customer participation.  As organizations 

are exposed to cross functional working engagements the stereotypes and bias diminish 

and project teams become more receptive to productive working relationships. (Tan, 

Tracey, 2007, pg. 2-3).  The integrity between team members, customers and 

management will be essential in creating and maintaining a high performance team 

environment with a goal of achieving a successful product implementation (Willingham, 

2005, pg. 26-27).   

 

Mechanics of the PMO 
 The intent of the mechanics of the PMO is to increase program predictability by 

applying consistent standards from program setup to schedule creation, tracking of costs 

and overall program control.  Timely and appropriate generation, collection and 

distribution of program information will be a fundamental aspect of the mechanics of a 

PMO.  It is important that the customers and the organization realize that problems will 

arise on any program and that their input will be needed to help remediate issues.  Thus, a 
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well defined PMO communication plan will unmistakably describes the process for 

escalation when an event occurs that potentially compromises a program.  In support of 

the escalation process the PMO communication plan should clearly categorize customers 

and their levels of management responsibilities.  Escalation should always start with the 

customers closest and actively involved in the development of the product in order to 

review and validate the data.    Changes or decisions which are required must be 

governed by the customer's needs, thus, ensuring and maintaining product alignment to 

the customer (Rheault, Sheridan, 2002, pg. 5).  During this time emotions may tend to 

drive decisions.  It is important that the team presenting the data demonstrates "the ability 

to control or redirect disruptive impulses and moods", (Goleman, 1998, pg 4).  By 

keeping the customers involved via an effective communication plan a sense of 

ownership will begin to emerge from a customer perspective and these customers will 

become your allies.   

A PMO requires a considerable investment by the Organization since it transfers a 

suite of products from a concept state to an actual asset of the company (Kotler, 

Armstrong, 2010, pg. 288).  As any given program advances through the program life 

cycle it is important that the PMO measures and monitors the predictability, effectiveness 

and control from initiation to closure.   To objectively evaluate a program, the PMO must 

periodically asses that the development of the product is meeting the costs and schedule 

requirements of the organization.   As uncertainties are raised and risks are identified an 

analysis will need to be performed on the potential impacts to achieving the program's 

goals, budget and timeline.    The PMO must place careful attention on the program 

performance during the execution phase since most of the work is conducted during this 
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time.  If the quality of the process the PMO is following is at sufficient level based on the 

organization and customer's perspective; the program and products produced should in-

turn be at sufficient level, (George, Rowlands, Kastle, 2004).   The cost and schedule 

performance indicators of Earned Value Management can be an effective way to track 

progress against timelines and costs by comparing planned work to actual work, 

(PMBOK®   Guide).   

 

Standard change control procedures are also needed by the PMO in support of 

changing and/or evolving customer needs.  Change control will enable the PMO to 

record, make decisions and track the changing needs of the customer and/or 

Organization.   By applying this customer-focused practice, the PMO is ensuring that any 

changes in from a customer perspective or organization are dealt with in a timely and 

effective manner (Thompson, 1999, pg. 150) 

 

Conclusion 
As companies continue to focus on establishing a successful PMO framework 

delivering customer value and reducing costs with a clear plan outlining the 

organizational objectives and customer needs coupled with an efficient and effective 

PMO delivery process will be an essential part of successfully delivering programs.    

An effective PMO vision and branding will also need to be established so that the 

customers can relate and identify with the PMO framework and the capabilities it 

delivers.  A well structured communication plan will keep the organization and customers 

appraised of all programs.  Progress reports will be the vehicle used to proactively 

identify risks or issues.  Programs under the PMO framework will be measured to 
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determine performance compared to the program's predetermined budget and schedule so 

that the organizational investment can be safe guarded.  All end product deliverables need 

to be measured from a customer and business benefit realization perspective.  By 

following this paradigm the probability of implementing a successful PMO in a Fortune 

500 company increases significantly.  
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