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Introduction

During our PMO case study research over the past 13 years, we delved into the c¢onstruct
organizational concepand framework of Organizational Project Business Management (OPBM). In
addition, we delved deeply into the models, framework, and organizational concepts of the Project
Business Management gamization (PBMO). We documented those research results latesr bookA
Compendium of PMO Case Studies/olume IlI: Reflecting Project Business Management Concepts
{Bolles & Hubbard2016}.

Organizational Project Business Management and its suppoatitlgimplementingProject/
Program/Portfolio Business Manageme@®rganizatio® or generically the Project Business
Management Organizatiénwithin major enterprises, have become keys to business success, as
illustratedwithin our second set of eight PMO Case Studies {Bolles & Hubbard 2016}.

The discipline of Project Management has grown and matured, during the pasfiwixty
years, and has incorporated many aspects of general business management. That growth has
facilitated the integration of the methodologies and process®aéct Managment with those
of Operd i ons Management t hat a r lusiness Imanagedheft its t h e €
projectportfolios, projectprograms, and projects. This integration led to the construction of the
Organizational Project Business Management (OPBfdinework. This evolution of OPBNlas
alsomade it neessary fot h e e n t manggeniest ¢odassume a direct role in the executive
management of the implementation and desired functionality of OPBM and the associated Project
Business Manageent Orgaization.

! Editor’s note: Bolles and Hubbard are the authors of The Power of Enterprise PMOs and Enterprise-Wide Project
Management (PBMconcepts, 2014); A Compendium of PMO Case Studies — Volume I: Reflecting Project Business
Management Concepts (PBMconcepts, 2012); and A Compendium of PMO Case Studies — Volume II: Reflecting
Project Business Management Concepts (PBMconcepts, 2016). This series of articles is based on their books,
research, courses, papers, and executive consulting experience.

2 Second Editions in the PMWJ are previously published papers that have continued relevance in today’s project
management world, or which were originally published in conference proceedings or in a language other than
English. Original publication acknowledged; authors retain copyright. This paper was originally presented at the 10"
Annual University of Texas at Dallas Project Management Symposium in Richardson, Texas, USA in August 2016. A
second updated version of this paper was a keynote presentation at the PMI Costa Rica Chapter’s 11" Congress of
Management of Projects, APCON2016, in San Jose, Costa Rica in October 2016. The updated version is republished
here with the permission of the authors, the UT Dallas PM Symposium organizers, and the PMI Costa Rica
APCON2016 organizers. For more about the annual UT Dallas PM Symposium, click here. For more information
about the annual PMI Costa Rica PM Congress, click here.
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Organizational Managementi General Concepts and Constructs in Business

Business Administration, as studied at colleges and universities and pursued within enterprises, is
conposed of multiple areasf managementvithin an enterprise The names of the most common
management fields or disciplines include: Financial Management; Quality Management; Production
Management; Manufacturing ManagementEngineering Managemeninformation & Technology
Management; Operations Management; AccagntManagement; and Project Management. Each of
these unique disciplines dams the requisite knowledge, skills, and means to govern, direct, supervise,
manage, and control the ahrct, performance, and execution of the associated tasks and workttgithin
management discipline.

Most major enterpriseshoseorganizations created for a specific business purpose, emuietof
those common fields of Business Administration. In addition, each of those management disciplines is
implemented and deployedthin an enterprise by a specific functional busiressnted organizatiah
whose organizationalame usually reflects that discipline. Each of those functional organizations is
created for the purpose of organizationally instituting that specific manatjedigcipline, on an
enterprisewide basis or divisionwide basis. Which is to saghat each management discipline has an
AOrgani zaagemaht oMaaspect , whi ch i s empl oyed t o
implementation, and operational orgatianal strategy, for that specific management discipline, within
each specific enterprise.

Organizational Accounting Managementi An Analogy

Based upon the above constructs and conceptgeneral business orienteddefinition for
Or gani zleseria®isciplineName& Management for any management
follows: It is the framework of organizational strategies with requisite capabilities that utilizes a
fiDisciplineName Businessoriented Management Framework aradfiDisciplineNamed Or gani zat i c
Model to provide thesygematic businese r i ent ed manage me fiDisciplméNaradn ent er
specific tasks and workOrg a n i z a inserd a Bisciplife-Name Ma n a goegamezationally
facilitates the businedsaseddertification, selection, prioritization, and execution fiiscipline Name
specific tasks and worto effe¢ i vel y and efficiently accomplish th
related buimess objectives andto establisha sustainable competitivmisiness posture and culture.

Figure 1: Organizational AccountingBusinessManagementi The Construct with Framework
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The graphical representation of the construct and framework for Organizational Accounting Business
Management is shown in Figuteabove andcan be seen as an explicit analog for Organizational Project
Business Management as shown in Figure ZPage4. We use our term oOrganizational Project
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Business Management (OPBMNY) emphasize thdusiness aspectsepresented by the concept of
organizational prj@ct management.

Organizational Accounting Business Managem{@?ABM) always utilizesa functional organization,
commonly titled as the Accounting Organization, to provide, implement, and maintain tlssargand
associated accounting infrastructure within the enterprise.

The blueclouded area, within the Verdiagramof the OABM Framework of Figure bn Page 2rep
resents the selection and integration of just those specific portions of all that is &houtaccounting
management@boutall the possible accounting organizatbstructures, andboutall of the specificen
terprisés operations organizations and operations managertieepresentshe specificsubset that has
been determined to be nece ary and sufficient to define an en
Orgarnizational Accounting Business Managemeaid its related implementing AccountingBusiness
ManagenentOrganization(ABMO).

Organizational Project BusinessManagementi Concept and Construct

Organizational Project Managemeist a specific business management construct or concept just like
Organizational Accounting Managemerdr any of theother management disciplinesd provide
specific business or technical seegcand support, on an enterpngele or divisionwide basis.
Therefore,Orgarizational Project Business Managemé®PBM) can be definedn business termss
the frameworkof organizational strategies with requisite capabilities that utiliz&€sogect Business
Management Frameworland Project Business Management Organization Modelsprovide the
systematic businessiented maa g e me n t of an -@artoles, projacisragi@ms, gnd oj ect
projectsand related workFigure 2 on Page4, graphically illustrates this concept and construct for
OPBM.

The discipline of Project Managementhich underlays OPBMs considered to beomposed of three
specificinter-relatedsubdisciplinesor branchesto wit:

U Managing projectswhere a projects a emporary endeavor, having constraints, undertaken to
create a umjue product, service, or result

i Managing programs composed of projects and other related work, which includes identifying, pri
oritizing, authorizing, managing, monitoring, and coningl the included projects and other related
wor k, to achieve the enterprisebds specific rel
obtaining the associated benefits and value; and

U Managing portfolioswhich includes identifying, prioritizingauthorizing, managing, monitoring,
and controlling the included projects, projpcbgrams, and other redat work

In addition, thesupportingmanagement domainsf Resource Management, Strategy Management,
and Objectives Managementust also be addresd when implementing Project Management on an
enterprisdevel or divisionlevel within an enterpriseThis is the concept we call Project Business
Management (PBM).

Project Business Manageme(PBM), stated in business termg the business strategy and
management framework, underlyi@gganizational Project Business Managemehat drives the use of
integrated geeral business management and project management knowdgilgetools, and techniques
when applying projeeportfolio, projectprogram, and project processesnethodologies, and
procedured within an et er pri seds bus i n ejstesmeetomekceex stakeholdkr asdt r u c t
customer needs. PBM is eloyed within an enterprise to e benefits from, and céyre value
through, any projeat el at ed actions and activities utilized
initiatives and related business objectives. We d
and created its acHulbard/ 20074 dAB2A@rb} {o Blinindtecasy cénfudiamd
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suppress the rkeadetrd swhastsutmpe i g@easeri c term fAproje
reader, whemve usdt in a business context.

A key business purpose Bfoject BusinesManagement s t o achi eve the -enterpi
tives and effectively accomplish the related business objectitesh are implemented via specific pro
jects, and thereby obtain the associated benefits ands\thhtecach project represents to the gmise.
OPBM organizationally facilitates this busindsssed identification, selection, prioritization, and
execution of projects to effectively and efficiel
related busiess objectivés and it is akey component of establishing a sustainable competitive business
posture and cultureithin the enterprise and the PBMO

The cule-like graphicon the righthand side of Figure 2 is the model for our PBM constisichilar
to what was presenteith Figure 1, theblueclouded area, within the Vertiagram of the OPBM
Framework of Figure 2, represents ttlentification,selectionand integration of just those:

U Specificcomponentérom all that is knowraboutthe project management discipline;

U Speific organizational structuresom all the possible project management organizatiéoahs,
and

U Specificelementsfrom all thee nt er pri seds operations management
which mustinterface and cooperatdgth each other and tHeroject Business Management Organi
zation

It is that subsedf managementorganizationaktructuresglementsand componentsvhichis deter
mined as beingnecessary and sufficient t o define an €
Organizational ProjectBusiness Manageme(@PBM) and itsrelatedimplementingProject Business
ManagemenOrganization(PBMO).

Figure 2. Organizational Project BusinessManagementi The Construct with Framework
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The enterprise must first establish liissinesshased strategies for institutii@rganizational Project
Business Manageme(@PBM) and then define the capabilities that must either exist, or need te be ac
quired, to support those strategi@bese actions include identifying the existing Oigational Procss
Assets that support the OPBM strategy and defining the missing Assetsust bereated preparedor
acquired and then implementédh e pr ocess of <creating the enterpri
PBM Model includes identifying the existing Enterprise Environmental Factors that support the
e nt er pstablisheddRBM strategy andhen defining the missing Factors that must dmeloped,
cultivated amediorated,or addressed

© 2016 Darrel G. Hubbard and Dennis L. Bolles www.pmworldlibrary.net Page 4 of 22



http://www.pmworldlibrary.net/

PM World Journal Implementing OPBM using a PBMO
Vol. V - Issue XI — November 2016 Project Business Management and the PMO
www.pmworldjournal.net Series Article Darrel Hubbard & Dennis Bolles

Project Business Management Organization (PBMO) Role in OPBM

Organizational Project Business Managemeag withAccounting Business Managemerdquires a
functional or gani z at iscexecutive [pvelrtotprovidg, implement,raerd maintdine r p r i
the necessarpfrastructure of th@roject management discipline within the enterprise.

For OPBM, that functional organization is tReoject Business Management Organizat{®fBMO).
Within Organizatonal Project Business Managemetite Project Business Magement Orgazation
(PBMO) is the organizational business function, inside the enterprise, that institutes and marfages the
ject Business Managemeambcesses and methodologiesovjectportfolios, projeciprograms, and pro
jects. Positioned at the executive level of the enterprisedivisionor major businesanit, it is thefunc-
tional organization accountable for enterprigele development, distribution, and implementatdrOr-
ganizational Project Business Management

The PBMO is a corporate business function, with a title and responsibility similar to traditional
business functiods such asaccountingfinance, information technology, efcthat provides leadership
and hasownership of its respective functionalsdipline {Hubbard & Bolles 201& 2016}. A chief
project officer, who reports directly to a chief executive officemaahief operating officer, leads the
PBMO and is respaible for implementing and managingroject Business Managemewn an
enterprisewide basis.

Organizational Project Business Management (OPBMj) Business Function and Role

Projects, projeeprograms, and projegtor t f ol i os are an enterpriseobs
From a competitive financial perspective, enterprises can no longer afford to authorize, or fund, or
execute any project without that project supporting a clear and controlling stréteggcts and
programs, and any related portfoloas strategic busise investments must be properly managed.
However, many bueesses are not necessarily managing them that way, because those enterprises are
using a traditional magement approach for projects, programs, and portfolibatprimarily relies on a
basicprojectcentric executiotorientated methodology. This limited approach is not only inefficient and
ineffective from a busiess management perspective, but also puts the business benefits andhalue
enterprise requires, at risk.

Most business exedues realize that effective management of their projects has a measurable impact
on their enterprisebs bot todhat td confrant the Grovdng pressure® c Ut i \
from widespread competition and the global econdrthey must correct themisapplication of limited
resources, swoptimization of business processes, and lack of evgganizational integration. They seek
business transformation and innovation that goes beyondowp analytical methods and hierarchical
structures.

Thoseexecutives are embracing the lessons of design thinking, project business analysis, humanistic
management, process management, and systems theory. These managers also know that in an increasingly
solutionfocused business culture, each project, preggearam, and projegportfolio must be positioned
to provide business solutions, as well as being delivery focused. This then leads to the executives and
their business unit leaders recognizing that they are dependent upon the proper application of specific
business, portfolio, program, and project management processes for business success.

To address these points, many enterprises now employ a more pragmatic and flexible structured
business approach calledrganizational Project Business Managemd@PBM). Project Business
Managementis applied through the use of OPBM, which itself is implemented and applied using a
Project Business Maagement Organizatio(PBMO). This allows enterprises to gain business leverage
over, and control the distribution of, autlzad enterprise resources that support a multitude of corporate,
divisional, and depariental portfolios, programs, and projecthereby effectively managing their
projects, programs, andlaged projecicentric business portfolios. Those projportfolios, project
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programs, and projects cover the range from research and development, capital expansion, new product
lines, modified products, and maingce, to extensive process improvements.

Organizational Project Business Management can be viewed adseyhenanagement framework
through which an enterprise directs and controls its project related business, operational tactics, and
strategic actiities. OPBM is also the means by which an enterprise responds to the desires, expectations,
and legitimate rigts of its stakeholders and customers through the use and management of projects,
programs, and pddlios. Therefore, enterprises are adopting an OPBM approach, which inteégeates

1) Projectportfolio/projectprogram/project management proses and begpractices;
2) Organizational project management processes and best practices; and
3)Ent er pri seds business management processes and

To put it a bit differently, our research shows Organizational Project Business Management, when im
plemented dri ves executive management to ask question
and instead to venture fls this project actually
OPBM requires executives:

U Develop an understandimg the valuesand benefits each project ispected to bring;

U Ascertain if that project actually supports an exgeunanagement established sdgic initiative
and related specific business objectives; and

U Institutionalize Project Business Managentorganizations, methodologies, and processes te actu
alizedesiredbenefits and values.

Thus, enterprises looking for answers to meet the challenges of the global market or their regional
markets have discovered a key answer is to imple@eganizationalProject Business ManagemeRbr
OPBM to be inculcated acr os sterm businessmpolieys vision, and , t he
mission forOrganizational Project Business Managemanist be explicitly definednd mustover the
establisimentand use of th@roject Business Management Organizatibar OPBM to be successfully
implemented ithas to be formally mandated by executive management.

Project Business ManRoem@eBMt Or gani zationos

Organizational Project Business Managem@PBM) requires a formal organizational function to
pefform its implementation and sustain its application. That function is known &3reéfect Business
Management OrganizatiogPBMO). It should be noted that BMO i s n 0 t. Tha term grojéct c e
manaement office is an archaic remnant from the filte offices employed by the engineering and
construction profession. The PMi®, in business actualityan organization within an enterprise. An
office is only a physical locatioassociated with aenterprise wher a person can gowhereas an
organization performs a business purpose within that entefpligdbard & Bolles 2014 and 2035

The purpose of the PBM@ Organizational Project Business Managemdavelopmenand imple
mentatio® when utilizng an integrated project management approach across the endeiprise
design, develop, and deploy a common projeahagemengovernancemethodologyand processeer
OPBM implementation that will ensure project, gram, and portfolio success. Thisplementation by
PBMOS within a business context and on an enterpsiske or divisionwide basid of the practices
and processes of the project management discipline, is shown to keep enterprise strategic initiatives on
track in a wide array of industries

The single ownership of the businesgented PBMO, at the executievel of the enterprise, must be
established to implemer@rganizational Project Business Managemeéntis increased executievel
ownership of the planning, implementation, andgph ng management of an- enterp
ported by our PMO case studies {Bolles & Hubbard 2012 and 2016}. Two specific reasons are:
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9 The establishment of common project management processes and practices across an enterprise, as
embodied within the awstruct ofOrganizational Project Business Managememtd gaining enter
prisewide adoption at all levels is difficdtif not impossiblé without first establishing exclusive
ownership of the PBMO at the enterprisebs corpo

1 Positioningthe PBMQvi t hi n the top of the enterpriseds hi
|l i shes its autonomy and thus fAownershipo for se
application of OPBM.

Our research shows the deployment of a PBMO has beaopmgnary business and organizational
function to implement OPBM. PBMOs are not only being utilized to successfully initiate and manage
projects, projeeprograms, and projegortfolios, but also to solve the larger business issues associated
with thoseprojects, programs, and portfolios. The PBMO provides support to executive management in
the business management planning process that converts the current and future needs of the enterprise
into business plans and business cases. It is also instrumrettahsforming those business plans and
cases into strategic initiatives.

Operations Management and Project Management coesistand cooperatevi t hi n t he enter
organizational structure and must support the various business aspects and stifatbgiesterprise.
OPBM through a PBMO can integrate the role of project management irgorthte e r pusiness egers
ations and can explicitly address implementing strategic initiatives, tactical objectives, business require
ments, and stakeholder negtteereby, supporting th@rganizational Project Business Manage meoit-
struct.

The Project Business Management Organizat{®BMO) is an integral part of the organizational
based management philosophies cabediect Business ManagemdfBM) {Bolles & Hubbard 2007a
and 2014} anddrganizational Project Business Managem@PBM) {Bolles & Hubbard 2016}. These
corstructs place project management and its associated functional organizations within the overall
management arena of the business enterpridétsioperations. In this context of business management,
the enterpriséevel PBMO can be understood as a corporate busimesgunction, with a title and
responsibility similar to traditional business functi®nsuch as finance, engineering, marketiggles,
manufacturing, infanationtechnology, eté which provide leadership and have ownership of their
respective functional digplines. Five other types of project management organizations {described in
Hubbard & Bolles 2015} are:

9 Division-Level PBMO

BusinesdUnit PBMO

Project Management Center of Excellence (PMCoE)

Basic Project Business Management Organization (PBMO)
Project & Program Support Organization (PSO)

= =4 —a A

These various organizations perform and oversee the managemeaojeofspmprojecprograms, and
projectportfolios as applicable within a given enterprise. The relationships among these PBMO types can
be complex, multilayered, and as varied as the combination of industries and enterprises and their
associated organizatial, cultural, and political contexts, as ewided by the eight PBMO organt&anal
structured described in our second set of PMO case studies {Bolles & Hubbard 2016}, and as illustrated
in Figure3 on PageB. However, each actual configuration withinemt er pri se supports t
speific implementation and application Gfrganizational Project Business Management

The deployment of a Project/Program/Portfolio Business Management Organization (PBMO) at the
et er pr i s e develd eoximpementiOvganizational Project Business Managendehts, for
many enterprises, become an important business and organizational methodology for successfully
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achieving dsired business results in their management of projects, ppjmgtams, and project
portfolios. OPBM utilizes the EnterpriseBMO as the centralized business function, within the
enterprise, to manage the requisite project management business practices, processes, and support
services. This functional group is staffed with experts skillgarawiding those services, and:

1 Reports to an executive management level position independent of other functional groups;

9 Provides support directly to portfolio, program and project managers and their staff, or provides the
managers from within the Enterpei PMO staff;

1 Is responsible for developing, implementing, and monitoring the consistent application of a Project
Business Management Methodology across the enterprise; and

1 Integrates the application of portfolio, prograamd project management businesacfices with
the operational business practices throughout the enterprise, through coaching, mentoring, and
training.

Figure 3: Various Structuring of PBMOs to Implement OPBM
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Project Business Management Organizatians now effectively anduccessfully addressing a wide
range of business and organizational challenges associated with implementing and operating
Organizaional Project Business Management, which include:

1 Managing the associated organizational chamgeerent in implementing ORB
Improving communications and collaborative cooperation among business units:
Dealing with complexity;

Managing changes in projects, projpebgrams and projegiortfolios;

Establishing project management as a core competency;

Enhancing project manament competency and maturity;

Managing and balancing project related risk;

Applying Agile project management practices;

Supporting executive management in maintaining market competitiveness; and

=4 =4 4 -4 -4 -—a -8 -2
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1 Maintaining the sustainability of OPBM.

PBMO Implementation of OPBM

Enterprises have addressed specific oppdrés to improve the alignmerdf their planning and
exection of corprate strategies and objectwvwes t h t he enterpriseds mission
OPBM and using executidevel PBMOs. A samle Organizational ProjectBusiness Management
implementéiond showing some typical organizational functions and management capabilities kit
be undetaken by an EntergePBMO0 is shown in Figurd below.

The establishment of the Enterprisevel PBMO, as well as the Divisictevel and BusinesEnit
PBMOs, based upon our PBM framework and PBMO models, has been shown to provide a solid
foundation to proactively address impediments and organizational chalterigggementing OPBM
and to estdish and uniformly applyProject Business Managemegvernanceleadership standards,
and methodalgies processes, procedures, and teghes) in the application of OPBM {Bolles &
Hubbard 2012, 2014, and 2016}.

Figure 4: Typical OPBM Organizational Functions and Management Capabilities
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To be a PBMO, that organization must be a unique business function within its enterprise, and not be
an addon to an existing function or department. Of our seven identified types of PMO models {Hubbard
& Bolles 2015} only four meet the full definition of a PBM®oreover,only two of those are effective
on an enterprisevide and enterpriskevel basis in implementing Organizational Project Business
Managenent. This means:

1 PBMOs located below the enteige or division level have little influence on an enterpvisge
basis;
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1 Project Support Organizations as well as Project Management Centers of Excellence do not manage
projects and consequently they are not actually a PBMO;

9 Project Management Centers ofdéllence are of value for developing and disseminating OPBM
companystandardized project management practices at any level where they are used. However,
the actual effective application and enforcement of those practices and process requires a PBMO at
theenterprise, division, or major business unit level,

1 PBMOs employed on a major/critical project are effective, but have littletEmnginfluence on an
enterprisewide basis; and

T PBMOs located at the Business Unit level are effective within the busimissbut lack the
strategic and tactical aspects needed to have an influence on the enterprise outside of the Business
Unit.

In summary, the PBMOs that can have an influence entenpitieare those established at the enter
priselevel or divisionlevel. Only these two PBMOs have led to enterpsigde quantifiable
improvements in th@rganizational Project Business Management an enterprisebs
programs, and/or projegbortfolios. Of the two, the Enterprig@8MO is more likely to be suessful and
beneficial to the overall enterprise than the DivisRBMO.

An enterpriseds execut i vemamamaha glanmng,évelapreeatdand t o
implementationof Organizational Project Business Managemeantd is supportingProject Business
Management Organizatioas a majoproject or as a projegrogram, depending on how management
views the scope and complexity of instituting OPBM within its enterprise. The processes and
methodologies remmmended inA Guide to e Project Managment Body of Knowledgend/or the
Program Management Standatibthissued by the Project Management Institute (PM&&h be used to
effectively performthe implementation 0OPBM on an enterpriseide, or divisiorntwide, or business
unit-wide basis.

Developing, implementing, and instituti@yganizational Project Business Managem@PBM) and
establishing a supporting, sustainalaled successful PBMO is a significant business undertaking. Your
enterprise needs to address this development task timtagic manner. A basic understanding of the
OPBM construct and Project Business Management (PBM), as sholigure 2on Page4, and the
PBM Orgarization is als@a requirement in initiating théevelopment worlor OPBM to be sustainahle

Sustainability and Viability of OPBM and the PBMO 1 Benefits and Values

Every functioning organizational unit within an enterprise, whether it is overhead consuming, such as
accounting and marketing, or it is profit generating, such as a production line productssoarsh
services, must be shown to have benefit and value to the enterprise. Thereforgafozational Project
Business Managememtt be sustainable and for the PBMO to be a viable and sustainable functional
organization, the enterprise must identifie tdesired requisite values and besgfiefine the associated
performance indicatoysind document those within the businease for OPBMANd, then the enterprise
must explicitly measure and prove that the PBMO and the OPBM implementationdetiseed those
benefis and valies. The following business actions are being taken by various PBMOs in our PMO Case
Studies to estdish their economic worth and sustain their existence {Bolles & Hubbard 2016}:

1 Select, prioritize, and initiate only projecspporting strategic initiatives and business objectives;

1 Direct the distribution of enterprise funds and resources, while assuring those funds and resources
are effectively distributed and applied across the enterprise to only those projects that support
stratgic initiatives and business objectives. This gives those projects, from their start, the best
opportunity to succeed;
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1 Assess multiple categories of risk, including technical, project delivery, and operational risk. Priori
tize and document ident risks and develop control strategies for higaeel risks;

1 Identify and document neperforming projects and cancel each +pamnforming project, or place
the project work on hold;

1 Identify and document changes in business strategy, budgeted furidblayai requirements and
establish the associated effects on projgcigrogress. Then fprioritize or place on hold affected
projects and portfolios;

9 Develop and then measure PBMO selected key performance indicators for: each strategic initiative,
eath business objective, each projeattfolio, each projeeprogram, and each project of any
significance;

1 Report upon, and take corrective action as necessary for, each PBMO selected key performance in
dicator;

1 Formally and routinely, communicate the regiad value, identified benefits, and financial impacts
totheenterpi seds executive management ;

9 Develop and maintain PBMO support of, and support for, operations organizations and foster inter
organizaibnal collaborative cooperation;

1 Developand issugolicy, vision, and mission statements for the ProjectiBess Management -Or
ganization; and

9 Prepare and issue a business case for the Project Business Management Organization.
Five other major factors can also ensure the sustainability of cost eff€etijyect Business Manage

ment. Those occur when executives are committed to the ownership and supposediactors, which
are

Integrated business management and project management disciplines;

Integrated business management and prpjexram/portfab related processes;

Maturity of the integrated project business management processes; and

Maturity and competency of the enteangri seds man

Sustaining the Project Business Management Organization and Organiz&tiojeait Business
Management.

= =4 4 —a A

Our research alsshowsthat when implementing a sustainable PBMO, ndaenterprisespecific of
ganizational, sociological, functional, cultural, process, business, and martagmpaldiments have to
be addressed in order f@rganizational Project Business Managemémtbe sustainable and for the
PBMO to be a viable and sustainable functional organization. Addressing argingesthese
impediments requiresooperation among, and acroathe organizational elements of theterprise.

A common question asked by managers who are working to implement a project management organi
zation i s: AHow do we justify to executive- manage
ganization, since it is an overheegst as a funtto n a | organization?0 The ans
ovelheadcost function. The economic worth of the benefits and value generated or provided by the work
pefformed by the functional organization must match or exceed the overbstdgenerated by that
same organization.

I n addition, when an enterprisebs accounting sys
can be direct charged to projects/programs/portfolios by those individuals working on a particular pro
ject/program/portfolio. Opetimg organizations within many enterprises have the costs of their projects
and programs buried within that operating unitos
any specific project or program. This allows that operating unit tohaweé to actually show what a
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particular project or program cost. Thus, they hide from executive management the real costs of their
inefficiencies and ineffectiveness in performing project management.

Therefore, a business case for the PMO must be prepadeapproved, which explicitly addresses the
economic worth to be provided by a sustainable PMO and shines a bdigihess all the costs across
the enterprise associated with performing all tasks related to project/program/portfolio management.

Execuive and senior managememnta k e h o | d e r d@f the poposesl palua to beeadded by, and
benefits to be obtained from, Organizational Project Business Managearetie difficult, especially
when resulting valuesr benefitsreduce costand staffingin same areas, but increase the wodd in
other area. Successful delivery of business valaled benefitsrealization requires a collaborative
approachto OPBM which is akey role for the Project Business Manageme@tganizationto play
enterprisewide. To meet the strategic needs of the busin€@$2BM must be trulycrossfunctional not
just addresghe needs othe PBMO functional business uniSuccessfuly implemening OPBM and
obtaining the relatedusiness valuand benefitsequires:

1 Cooperative ctaboration enterprisvide;
1 Focus on busineggocessesersus technology

1 A clear strategy answering the How, What, Where, When, and Wilyedjusiness valuand
benefits to beealizd from OPBM; and

1 Openlines of @mmunicationamong functional organations.

Figure 5. Typical Organizational Project Business Management Maturityand PBMO Path

| 1
% Initial : Repeatable : Managed Sustainable

Maturity Path

: ; OPBM and PBMO

PBMO Staffing Levels, Responsibilities,
and Skill Level Requirements change as
the enterprise’s OPBM & PBMO
Maturities evolve

1 |

Benefits

1
Strategjes evolve as
Maturity progresses

Resources
Cost Control
Scheduling
Tools & Templates

Project
Management

-
o
R X

Work Instructions
Procedures
Methodologies
Processes

Process

Time Management

Evolutionary State of
OPBM & PBMO

Estallishing a sustainable OPBM and PBMO is not a trivial pursurequires total commitment by
executive management and acceptance at all levels of the enterprise. It takes time and a tenacity to pursue
the goal regardless of any obstacles or criticiBhe longesterm values and benefjtwhich an enterprise
derivesfrom implementingOrganizational Project Business Managemee also determined by both
the maturity and capability of its Project Business Management (PBM) organizational governance,
managenent personnel, policies, methodologies, plans, processegracedures. Those capabilities
identi fy, pl an, communi cat e, i mpl ement , control,
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initiatives and related business objectives. A typical enterfmied PBMO maturity evolution, in
implementing and maring OPBM and the PBMO, is shown above in Figure 5.

OPBM Delivered Business Benefit§ Benefits Realization

Organizational Project Business Managemaddresses the business related shortcomings in the disci
pline of Project Management as generally practiaed, eliminates related inefficiencies and ineffective
ness by incorporating critical business oriented planning and control methodologies for ppoj¢ets
programs, and projegortfolios OPBM supports the enterpriseos n
addition to the management of its projects, programs, and portfolios. This additional foPusjeunt
Business Managemeimcorporates strategic planning, tactical planning, and the management of strategic
enterprise investment&ach of thes®PBM actiors benefits the overall enterprise.

The underlying strategic business objectives of implemen@mnganizational Project Business
Managenent(OPBM) are to derive business benefits from, emdlsocapture value through, any pro
ject/program/portfolir el at ed acti ons and activities used to a
initiatives and related business objectives. And, to meet or exceed customer and stakeholder needs
requirenents and expectation€OPBM helps emtrprises realize a number other operational business
benefits. The followingfive operational benefitsn and of themselves, may provide sufficidygsic
justification within a business cager creating and then implementing anganizationaktrategyfor
Organizational Project Business Management

1 Institutionalization of Project Business Management Principles and Praclitesenterpriséevel
PBMO, through its implementation of Organizational Project Business Management, becomes the
functional ownemf: 1) Project Business Management development, implementation, and monitor
ing; 2) the continuous application and improvement of the related PBM policies, processes, and
procedures enterprisgide; and 3) streamlininghanual processes and integratingical project
related manageent dataacross the enterprise.

T Providing a Global View and GabivesandAssomated Reth e Ent
folios, Programs, and ProjectfOPBM establishes an environment where all planned project
relaied enterprise initiatives can easily be summarized and rolled up across the enterprise to provide
a single global view. Having a global view, of the status of planned initiatives and portfolios,
programs, and projects -progress, available to all managemés critical to the sttagic and
tactical planning precesses nd executi ve management s control

9 Optimization of Resource Usage, Both Human and MatdbEBM provides management an in
depth familiarity with, and a clear view into, all projects, praggaand portfolios. Hence, OPBM
supports efficient resource leveling and optimizataltocating resources based on availability and
fit, and the freeing up of resources on an enterpride basis.

1 Making Project Management and Control Robust Raditinely Available Enterprisé&/ide OPBM
provides this capability, because it makes the enterfaigt PBMO the focal point that regularly
gathers, analyzes, monitors, and reports the current status on all projects, programs, and portfolios.
And, the PBAO also turns that informatioimto vital projectrelated financial datawith this in
creased visibility and insight, the enterptise v e | PBMO supports the enter

1) Making better decisionsith respect to projects/programs/portfolios
2) Rebalancing portfolioand program$o align execution with strategy;
3) Identifying and ealizing business value; and

4) Extending investment management concepts enterpite into the management of projects,
programs, and portfolios.

© 2016 Darrel G. Hubbard and Dennis L. Bolles www.pmworldlibrary.net Page 13 of 22



http://www.pmworldlibrary.net/

PM World Journal Implementing OPBM using a PBMO
Vol. V - Issue XI — November 2016 Project Business Management and the PMO
www.pmworldjournal.net Series Article Darrel Hubbard & Dennis Bolles

1 Instituting Value Maagement within the Discipline of Project Managem@®BM s built ona
value managemerghilosophythat answers these questiofghat is thedriving the intended
value for the strategic initiative? What kinds of abilities and outcomes are requiredeteetiofi
value objectives?

Enterprisedoday are focusd on a more holisticdetermiration of project results with as emphasis on
the business benefitshose projects are planned to providexecutives are concerned with how
investmentsin projects/programs/portfoliosre oriented with businedsased metrics and affect the
ent er pr i s e boshecome effectivém lmemefits realizationenterpriseamust shift the focus of
their PBMOs from a tactical focus on projeekecutionand detas to strategic alignmentvith the
enterpri seds s thusmeés®hbjectices, wich areeratdred wnebasinesssudts Obtaining
the business results, promised by the benefifsected from projects/programs/portfolidgginswith
well-defined strategic initiatives, refinedescriptiors of relatedbusiness objectives, arah established
OPBM governance structure

Achieving broad managemetiuy-in for OPBM across thenterpriserequires establishing a baseline
understanding of what is initigd necessaryegarding process and organizational charigedetermine
the level of support required to achieve the desired level of benefits that will be delivered when
undertakingthe changeto OPBM Implemening and measting the resulting benefits ofenv OPBM
processesalso requires changing some existing business pro¢cesbash requires involvement and
coordination with all business stakeholders to obtain realistic results.

One of the requirements for investing in an Organizational Project Businasag®iment (OPBM)
framework implementation i® ensurghose investments deliver real business benefits to the enterprise.
OPBM lenefits relization planning necessitates establishing cleddfinedbusinesgjoalsfor OPBM,
an organized approact instituting OPBM andmeasurable and quantifiab@PBM benefitanetricsthat
are concentrated on enterpriggde project business managememicessmprovemens. Achieving
accoundbility in delivering thebenefitsidentified to be delivered throughstituting OPBMrequires that
managenent ascertain and validate that thossired benefits arboth reasonableandin-line with the
ent er pr i shasiness abjectivesEstablishing consensus onOPBM benefits metrics and
measurements ensutbsitexecutive leadersand senior managease engaged in the selection prodess
thosebenefit metrics and measurementie enterprise should considestablishingan OPBM/PBMO
benefits committee to reviewnd corroborateresults by comparingthen againstthe issued OPBM
business case. Communicggithe resulting benefits ofbusiness investments OPBM back tothe
enterprisebs executive man ag eishghmytimportanttomaigthinteen i nde
PBMO as a viable functional orgaation.

Our PBMO model migrates enterprises beyond the fundamentals of project management to where they
can realize the maximum business benefits from managing projects/programs/poitfadidsliowing
steps identifyinformation that is require to qualify, quanify, and deliver the benefitsan enterprise
desiredo berealized by investing ia projectprogramiportfolio:

9 Develop benefit classifications: cost reductipmfit increaserevenue generation, risk region,
productivity improvement workforce efficiency, customer requirement, industmegulation,
govermment regulationmarket expansion, product improvemestc;

Describe and document edairsiness objective drusinessssueto be addressed;
Document whaspecific actions or changes causduliairessissueto be noticed;
Describe thédusinesgationalebehind thebusiness objective dnusinessssue to be addressed,;

Document thepossible types ofhanges required to eliminate future occurrerafethe business
issue;

= =4 —a =
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1 Identify the type obenefi® financial, norfinancial, tangible, or intangibeto be realized by ac
complishing the business objective or mitigating the identified issue;

9 List any significant risks to the reakition of the benefits and what actions could be taken to
mitigate thae risk

1 Identify any issuesnd opportunities potentially affecting benefits realizgtion

1 Include benefitmeasurement metdcas agreedipon by the benefits steering committe or
applicable governance body;

9 List all assumptiongelated to benefits realization;

1 Identify how each measureable benefiill be monitored, including applicable reports, frequency,
data collectionandreportingresponsibilities;

1 Identify anexecutivemanager who will be thewnerandaccountale for the benefit realization;

I State tow a project or progranor portfolio can accomplish the business objectivesolve or
mitigate tteissue;

9 Describe how the project or prograom portfolio can provide measureable improvemesud
business benefits;

1 Identify all dependencies with other projégtrograms / processes / systeaffecting benefit reali
zation;

1 Manageherisks, issues, and opportunities potentially affecting the realizatibanefits and

1 Documentany key stepselated tothe completion ofthe benefit deliverableany alignment ©
benefit reportingelatedto project implementation milestonemd thehandover ofurther benefit
realiationtotheent er pri seds operating organizations

OPBM Delivered BusinessValue1 Value Realization

As noted in the section above, anderlyng strategic business objectied implementingOrganiza
tional Project Business Managemé@tPBM) is to capture value throughny project/programportfolio-
related actions and activities used to adaecod mpl i sh
business objective¥alue realization, within the projebusiness management context, can be defined as
the businessvalue captured/extractédeneratedhrough theexecution of projects/programsportfolios
and the associated project businesgagament processeshich becomegshe economic value added to,
or retained by, the enterpristhis realization of value can be seen as at least optimifimgt increasing,
the return on investments (ROI) malg the enterpriseniits projects/programs/portfolioand in the
operation of it€Organizational Project Business Management

Within the construct oDrganizational Project Business Managembunsiness valueealization is a
basic precept, whictwhen appliedeads to:

9 Operating poject business management processes more efficiently and effectively;

1 Adopting and implementingroject business management procegsesnologies and systems that
promote efficiencyand provide solutions

9 Providing more produair servicevalue to custom@rs;

1 Increasing the capabilities from existing processes, services, systems, and products to increase the
enterpriseds customer base and profitability,;

1 Ensuring products produced and services delivered meet or exceed the requirements of the strategic
initiative that led to their ceation; and

1 Creaing or enhancingalued relationship with sponsostakeholdersand customers.
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The implementation oOrganizational Project Business Managemsna significantorganizational
transformationakchange project ochangeprogram and for changeto be successfulalue realization
must be a fronénd business driver in implementing OPBQUantifyingthe valug whichis the return on
investmentexpected fromimplementingOrganizational Project Business Managemeeeds to ba pri
mary objective during the planning stageshefe nt e r p r i stra&egis initgtivelobGPBM.

To measure theealizationof value from instituting OPB and operating a PBM@equiresclearly
definedKey Performance Indicators (KPiyithin a basdine of performanceneasureswhichare needed
to identify any solutionmodificatiors as the OPBMmplementation and changeoceses evolve Other
business processes may require modifications to atlwev KPI measurementdf the new OPBM
processesEstablisling thesekey KPI measures requiresanagemeracross the enterprise have a clear
understanithg of OPBM Sponsor andtakeholder acceptana# the definedvalue addedis required to
support the value addé<{Pl measurement results. Stakeholdad sponsocollaboration is an absolute
necessitywhen undertakingPBM driven organizationathanges to achieve maxim business value
realization. Execlive sakeholders at all levels of the enterprise must to be iedoAnd committed to
supporting the efforts required make the specified changes in organizel structues and processes to
assuregealization ofthe valuefrom implementing OPBM

Conclusions

Organizational Project Business Managemei@PBM) is a bushess managemenbnstruct
employing an executivied Project Business Management OrganizatiPBMO) to perform the
application and iplementation of &roject Business Management Framework an enterprisevide
basis. Enterprises that establish OPBM dmit business model for project management consistently
maintain a broader view of managing projects/programs/portfolios, which ensures projects more
effectively achieve and deliver true enterprise focused business value and benefits.

Our PMO research Bolles & Hubbard 201Rand OPBM associated research {Bolles & Hubbard
2016} utilized an extensive copyrighted questionnaikehich is based upontheeout hor s 6 -Pr oj ect
ness Management (PEW framework, their relatedProject Business Management Orgatian
(PBMO®) models, and their generic construciQ@rfjanizational Project Business Managem@PBM).
Those OPBM and PBMO business constructs are based upon our Project Business Management (PBM)
Framevork and Moded which, in Figure 2 on Pagé, is illustrated in the right mostubegraphic
{Bolles & Hubbard 2012, 2014 and 2016}.

Thatresearch shows the operation of an Enterf®PBMO or a DivisiorlPBMO or a Business Unit
PBMO reflecting our Piiect Business Management (PBMamework and Organizationatdfect Bust
ness Management (OPBM)rdmework can lead, and has led, to enterpwiske quantifiable
i mprovements in the mana gponiadios,tprojeciprogeams, and prgectp.r i se 6
However, only the Enterprise Portfolio/Program/Projgasiness Management Organization (PBMO)
which, we call the EnterprisPBMO0d has actually demonstrated the capability to fully deliver the
enterprisesvi de business results desired from the busine
has assred the successful implementation of Organizational Project Business Management. Our second
set of PMO Case Studies {Bolles & Hubbard 2016} show, that of those EnteRBieOs:

U 100% are functioning at the enterprisle level, and report to a senior exéve;

i 100% have firmly established their positions within their organizations as providing benefits and
value;

i 100% have demonstrated their EnterpP&MO and Organizational Project Business Management
are sustainable within their enterprise, and haxelbped plans to remain sustainable;

i 100% have senior executive support; and
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U 100% have a clear vision and created a plan identifying what needs to be done to rise to the next
level.

Ourr esearch shows t he depl ojenetaithe Peject/Rrdgram/Rorifoli@ r pr i s

Business Management Organization (PBMO) has become a key business and organizational methodology
for:

U Effectively implementing Organizational Project Business Management; and

U Successfullyobtainingtheener pr i s e &isessdesudibenditdandvaluesrom the man
agement of its projects, projgatograms, and projegortfolios.

Organizational Project Business ManagementisuseHtomge t he organi zati onods

and embeddinghe requirements fowalue and benefitsdelivery throughout and across the entire
enterprise This is doneby establising a connection between highemking strategidnitiatives and

business case goals to improve the realization of benefita higther return on investment atitereby

deliver the desired value. Accomplishinbis requiresmanagemento maintain afocus on valueand
benefitsrealization as a partofteent er pri sebs OPpRbksdasusi ness rel ated

Our research and recent PMO castigies related to PBMOs and OPBM also show that many-Enter
prisePBMOs, with various?BMO structures, are being successfully emploj@edolve larger business
management issues. And, PBMOs are implementing OPBM to explicitly address strategic initatives,
tical objectives, business requirements, and stakeholder needs associated with projects and the related
chalenges affecting organizational changes. In addition, our PMO research indicates there is no single
business view oDrganizational Project Biness Management the Project Management discipliner
a single form of an associated PBMO implement&iarhich allows an enterprise to solve the larger
issues preented when managing projects, programs, and/or portfolios to achieve benefits, vélue, an
profits.

Executives and senior managers must explicity drive, and be involved in, establishing
Organizational Project Business Managemerand its related implementing Project Business
Management OrganizationOur research shows that successfully eriplp Organizational Project
Business ManagemenOPBM) and a Project Business Management Organization (PBMO) on an
enterprisswi de basi s requires executive management to
for OPBM, which must includethe lorg-term businesbased policy, vision, and mission for both OPBM
and the PBMOT hese OPBM and PBMO documents need to be
directors, ande issued by the chief executive officAhese documents promote the productiornhef
values and benefits the enterprise desires to obtain from the execution and implementation of &s project
projectprograms, and projegortfolios, while mirmizing negative inteorganizational politics and
optimizing interorganizational cooperatn and collaboation An ent er pri seb6s set of
business case, vison, mission, and policy statenaeatisoindicative of a enterprise's value systém
its beliefs about employee behayiits concepts of comunity, andits professional respwibility. What
an enterprise espousestabliskeshow the enterprise is perceived by its employees, customers, suppliers,
regulators, shareholdestakeholdersand community{Hubbard & Bolles2016g and 2016j}.

The implementation oDrganizational Projet Business Manageme{@PBM) by a Project Business
Management Organization (PBMO) has arrived as a permanent business management and organizational
approach to establishing and operating Project Business Management as a unique business management
function within large, forwardooking enterprises. Our research shows that EnterpBdédOs
performing as an independent business function, on an enteylisdasis, can transform an enterprise
by improving bottom line returns and increasing stakeholder lenafid value derived from the
ent er pr i speofectprogrants;apgeojectportfolios.
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In the near future, OPBM will become a business forcetlaaé&Enterprisd®BMO will be a permanent
seniorexecutivelevel organization, within all enterprisdsat either are, or want to be, competitive within
their business sphdyeregardless of their size or type of business (profit,-prafit, governmental, or
global service).
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