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Using Organizational Project Management to Enable
Sustainability *

By Raju Rao
Abstract

Sustainability has become a key parameter for organizations, and this means that
projects and operations have to be planned and implemented with this objective.

At the project level it may be difficult to bring in sustainability initiatives because often the
scope of the project is already determined, or it is contractual. To get a sustainability
perspective, one has to consider it beyond a project outcome and further this needs to be
addressed by senior management. Therefore, an organizational level approach would be
more appropriate.

This is where the Organizational Project Management or OPM comes in. This approach
would look at outcomes not just at project but also at program level. It will also consider
portfolio management to effectively implement the strategy of the organization.

This paper will explore the use of OPM for Sustainability. Examples / Case Studies will
be presented.

What is OPM & Sustainability?

What is Organizational Project Management?

PMI’s Standard for Organizational Project Management defines it as a framework in which
portfolio, program and project management are integrated with organizational enablers
to achieve strategic objectives. (3)

OPM involves connecting the strategic outcomes of the organization to its projects. The
gap is addressed through portfolio management when a project or program is selected.
Subsequently, implementation takes place through project management or program
management.
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ORGANIZATIONAL PROJECT
MANAGEMENT

Systematic management of PPP in alignment
with achievement of strategic goals

> Correlation between Organizational capabilities
in PPP management and its effectiveness in
implementing strategy

Projects Programs Portfolios

WHY DO WE NEED OPM ?

Some reasons ...

o Successful projects ... but
not meeting organizational objectives

o Mismatch success criteria ...project objectives
Alignment ... direction ... timeline

> Resource optimization

Vision —-—) Strategy =~ -----eeeeooo-
1t
Portfolio
Programs G a p
Projects ~ --=---
Copyright Raju Rao 2006
|
Strategy o Operations
through projects

Exhibit 1: Organizational Project Management

OPM Benefits
Use of Organizational Project Management is beneficial to an organization in multiple

ways.

4 Increased Cost Control & Productivity

4 Predictable delivery performance

& Effective Operations & Decision making

& Customer Satisfaction & Improved communications
4 Alignment of Strategy & Execution

& Competitive Advantage & Market competitiveness

To summarize OPM

< Expands principles of project management to organizational level

< Provides an organizational view for allocation of resources

< Coordinates implementation of strategy with middle and grass roots level
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Sustainability 101

“Sustainability can be defined as development that meets the need of the present without
compromising the needs of the future” - UN Brundtland Commission

Sustainability is that which is environmentally sound, socially equitable and economically
feasible.

The UN has also stipulated 17 Sustainability Development Goals or SDGs as shown in
Exhibit 2 . This forms the basis for most of the discussions and deliberations that are
taking place today.

NO RO GOOD HEALTH QUALITY GENDER
POVERTY 4 AND WELL-BEING EDUCATION EQUALITY

it

DECENT WORK AND 1 0 REDUCED
ECONOMIC GROWTH INEQUALITIES

s‘"&

= THEGLOBAL GOAI.S ’ S,
é‘l‘ For Sustainable Development m

e e sl
CLIMATE LIFE BELOW PEACE AND JUSTICE PARTNERSHIPS
13 ACTION 14 WATER 16 STRONG INSTITUTIONS 17 FORTHE GOALS

Exhibit 2: UN Sustainable Development Goals

Projects in the sustainability domain can be broadly classified into four main and two
supporting categories. These are

e Transport

e Industry

e Buildings

e Agriculture.

Projects related to Energy forms a sub-part of the above four categories

There are also two supporting categories which are

e Finance
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e Information and Communication Technology (ICT)

Sustainability projects

IcT

Exhibit 3: Categories of projects for sustainability

The need for sustainability initiatives because of environmental reasons and optimizing
resources is well founded and accepted. But, beyond these factors, the organization also
is benefitted in many ways. These include reducing project risk, creating a competitive
advantage, coping with complexity & crisis, maintaining public and brand reputation,
alignment with strategy and the need to stay in business.

Sustainability impacts and/or influenced by various factors which include the project
context, details, success, schedule, stakeholders, risk, procurement, communication and
the project team.

PMI and other standards on Sustainability

The Standard for Project Management and PMBOK guide 7th Edition considers some
aspects of sustainability in its principles (as part of Stewardship & Quality) and Domains
(as part of Planning & Tailoring). This is shown in Exhibit 4
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Environmental Sustainability & Org Materials &
Resources

Impact of deliverable on environmental social and

economic parameters t
Principles

+ Stewardship
* Quality

r »Domaing

* Planning
= Tailoring

Environmental Impact or Product Life
Cycle Assessment / Physical resources

Tailoring Performance Domains |.e
Delivery

Exhibit 4: The Standard for Project Management & PMBOK Guide 7th Edn

The APM Competency Framework 3rd Edn provides the knowledge and application
requirements for competency on sustainability with five maturity levels and is shown in
Exhibit 5

Knowledge AppIlication

Sustainability agenda of organization Promote & adhere to sustainability working practice

Vision and objectives for the change initiative
Sustainability priorities ® Assessment to support sustainability outcomes
. Manage stakeholder engagement & expectations

Mechanisms that embed . Deploy techniques culture of sustainability
sustainability . Communication styles

. Ongoing monitoring & reporting
Stakeholders are engaged & responsive
Sharing lessons learned

Information that practices still being
followed

Inform changes for new initiatives
Changes of sustainability practices e  Across industry sectors
Celebrate achievements in sustainability

Exhibit 5: Competency in Sustainability - APM Competency Framework 3rd Edn
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The P5 Standard on Sustainability for Project Management approaches the practice
directly in terms of the UN sustainability goals (SDG) and classifies under PPP or Triple
Bottom Line. The impacts are shown either for product, life cycle or project management.
Further each of these impacted domains, further guidance is provided on ways to
implement, and the possible outcomes are stated. Refer Exhibit 6 and Exhibit 7

G I I I Product Impacts Process (Project Management) Impacts

- o Effectiveness of Efficiency of Fairness of
Lifespan of Product Servicing of Product Project Processes Project Processes Project Processes

Planet Impacts

Transporl Land’ Air’ and Water

-7 Recycling

)
Local Procurement Energy Consumption W Biological Diversity X and Reuse “

Digtall B0 b | GHG Emissions 10| [F At mnd e > | Disposal

Communication 7 Quality

THE GPM" P5"STANDARD f————

FOR SUSTAINABILITY . 3 g

1N PROJECT MANAGEMENT. Travelmg. and d Renewables and Water Consumption Cnnla.mma(mn and s
Versior Commuting Clean Energy Return Pollution -

Logistics £ Water Displacement = Waste Generation -W-

Soil Erosion and
Regeneration

Noise Pollution

Renewables & Clean Energy Return

.4

4.2.3 This element covers the policies, procedures, and practices needed to
minimize the use of nonrenewable energy sources and to maximize the amount of
renewable energy generated by the project’s activities or product.

The project team should:

THE GPM' P5"STANDARD " )
FOR SUSTAINABILITY « Utilize renewable energy sources such as solar, wind, water, and geothermal.
IN PROJECT MANAGEMENT

« Integrate energy conservation methods into project activities.

« Implement policies and procedures to ensure compliance with CER requirements.
The use of renewable energy and clean energy return help to achieve the following sustainable
project outcomes:

«+ Lower demand for non-renewable energy by the return to the power grid of project-generated
energy. @

1 CLIMATE
ACTION

« Secondary energy sources provided to the local community.

Exhibit 7: GPM - P5 Standard - Sustainability in Project Management
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The main standard from PMI related to OPM is the Standard for Organizational Project
Management. In addition, there are other standards which can be useful which include
the following.

& Governance of Portfolios, Programs and Projects
¢ Implementing Organizational Project Management - a practice guide
4 Managing Change in Organizations

4 Organizational Project Management Maturity Model or OPM3

OPM and related standards

THE STANDARD FOR
ORGANIZATIONAL
PROJECT MANAGEMENT

OPM

GOVE! E OF
FIRST EDITION PORTFOLIOS,

PROGRAMS,

A PRACTICE GUIDE

Exhibit 8: OPM and related standards

The Organizational Project Management Maturity Model or OPM3 can be used by
organizations to move up on its maturity path in organizational project management. It
can be tailored to specific needs of the organization depending on its size, the domain
and the appetite and resources it has for organizational improvement. It lists Best
Practices & capabilities for the domains of project, program and portfolio management
and it also describes a set of capabilities at the organizational level which are termed
as 'organizational enablers’. Refer to Exhibit 9.
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Maturity Model OPM3

Organizational Enablers

Portfolio
E— 1. Benchmarking

2. Competency Management
Maturity
Program
= 15. Project Success Criteria

16. Resource Allocation

Project
_

Standardize Measure Control  Improve

Best {
Practices I

Exhibit 9: OPM3 Maturity Model

- Fully implemented, consistently, for Outcomes of a Best Practice
- Fully impl ted, not i ly, for O of a Best Practice

- Partially implemented for Outcomes of a Best Practice

‘
o = N W

- Not implemented for Outcomes of a Best Practice

Connecting Sustainability and OPM
Why OPM for Sustainability?

Why do we require Organizational Project Management for Sustainability? There could
be several reasons

1) sustainability factors are not visible at project level

2) usually, multiple projects have to be implemented to achieve sustainability objectives
3) sustainability is an operational area of work

4) sustainability issues are normally addressed at the Top or C Level

This brings us to the question of considering sustainability from the viewpoint of both
projects and operations. So, while we could be responsible only for implementing
projects, we have to still look the total picture and not consider only project criteria like
scope, time and cost.

How to apply OPM to enable sustainability
Program /Portfolio and SDGs

To connect organizational project management to sustainability initiatives and also use it
to implement it we could consider a scenario of SDGs of UN as the basis. At any moment

© 2024 Raju Rao www.pmworldlibrary.net Page 8 of 18



http://www.pmworldjournal.com/
http://www.pmworldlibrary.net/

PM World Journal (ISSN: 2330-4480) Using Organizational Project Management
Vol. XIIl, Issue VI — June 2024 to Enable Sustainability
www.pmworldjournal.com Featured Paper by Raju Rao

it is inconceivable that an organization will have the ability or consider implementing all
the 17 SDGs, instead a few will be of interest.

Triple constraint to Triple bottom line

Je B, o
‘{9 : % output @

Triple Bottom Line Triple Constraint Constraints

Sustainable | Unsustainable |

Exhibit 10: From Triple Constraint to Triple Bottom Line
Triple Constraint & Triple Bottom Line

Let us understand the way to move from the concept of triple constraint (scope/quality,
time and cost, which most of us are familiar) to the triple bottom line i.e., Profit, Planet
and People.

Traditionally, we have been looking at project outputs i.e. in terms of scope /quality, time
and cost. This is now changing to outcomes measured in terms of business or operational
parameters. This is reflected in some of the standards for e.g. in PMI’'s 7th edition
standard for Project Management the emphasis is on outcome rather than outcome.
Stretching this concept further, we could include sustainability parameters and by doing
so we will be looking goals of a triple bottom line. In practice, in addition to Profit the
“Planet” part of the 3P’s is being addressed since a lot a deliberations, discussion and
action is currently taking place due to environmental concerns. But this is not so with the
“People” part which is emphasised in about half of the 17 Sustainable Development Goals
(SDGs) of the UN.
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How can projects become sustainable? Creating a sustainability mindset

In order to incorporate sustainability parameters while executing projects we have to
necessarily evaluate project objectives from this viewpoint or put on our “sustainability
glasses”. This has to be done while initiating the project preferably before the decision is
made to go ahead with it. While considerably sustainability parameters and the 3Ps it is
quite likely that it will not be in accordance with the requirements of top management in
the organization since they would be looking at traditional parameters like profitability,
market share or customer requirements. Further, there could be challenges when we
consider the trade-off between the short term versus the long term. Sometimes, it may
not work out as a business case and the project may be dropped.

Why OPM and not Project Management

Multiple projects - program / portfolio management

Most of the projects that we plan to achieve sustainability objectives are not single but a
series or multiple and are conceived at the organizational level. For e.g. a net-zero project
will involve possibly ways to save electricity by substituting with LED fixtures,
implementing solar energy and forestation efforts in the campus. These have to be done
not in one department, division or domain but across the organization. They need to be
implemented as programs and the portfolio will decide which projects to implement and
in what time frame and phase.

Scope changes are difficult at project level

Implementing sustainability initiatives at the project level will require scope changes.
Often projects are contractual and if sustainability parameters are not introduced at the
project initiation stage, then they do not become part of the business case and further, it
is difficult to introduce them as a scope change as this would change the outcomes and
they may not be acceptable.

Senior or Top management involvement

Initiatives under the domain of sustainability are often initiated and driven from the top
and are seldom perceived at the project level exceptions being those for smaller
organizations. These mandates applying organizational project management where the
executives of the organization are actively involved thereby have a greater chance of
success
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A combination of these could form a program for implementation and this would be within
the broad buckets of a portfolio. For e.g. we can have one for Environment & Resources
(SDGs 11,12,13,14 and 15) one for People (SDGs 1,2,3,4,5 and 10) and so on. From
these portfolios one would choose projects and programs to meet the specific
organizational objectives within constraints of time frame or availability of human and
financial resources. Sustainability initiatives will also have to compete for resources with
other projects which are part of the regular business of an organization.

As part of portfolio analysis, the choice of projects and programs will depend on the socio-
economic objectives, resource availability and political within or outside the organization.

OPM Framework

The OPM Framework provides a methodology to implement it in organizations. These are
available in standards and from documented experiences of implementation. This can
become the organizational assets once it is tailored to sustainability initiatives e.g. SDGs

Knowledge management will be required to develop solutions in particular domain areas
e.g. energy, environment and resource management. Again, this is developed and built
through individual or organizational experiences and learning.

Of particular importance is the need to develop talent and competency for sustainability
initiatives as a key area will be to change in mindset to incorporate it as part of the regular
process of project and program selection.

Standards | Public domain materials

Successful project experiences
Methodology _ Organization’'s knowledge assets
|_ Tailored for Sustainability Initiatives

Individual & Organizational Learning
Knowledge Management Documentation | Resource persons
for Sustainability Options & Solutions

3JUBLIBAOD

|— Talent / Competency Management — Mentoring | Coaching | Training

Develop Attitude | Skills | Knowledge Competency Development
] Assessments | Continuous Improvement

Exhibit 11: OPM Framework: Source - Standard for Organizational Project Management, PMI
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Tailoring OPM for Sustainability

The SDGs are split into targets which further delineate the domain areas. As shown in
Exhibit e.g. SDG 12 which is Responsible Production & Consumption is divided e.g. 12.1
SCP Policies 12.2 Resource Use 12.3 Food Loss & Waste and so on till 12.7 Sustainable
Procurement and 12a b and c. So, we can choose specific targets as projects for our
sustainability initiative. e.g. within SDG 12 we can include 12.1,12,3 and 12.7.

Further, tailoring can be done to suit specific sustainability initiatives based on
organization size, culture and philosophy, governmental laws and resource availability.

[ CONSTRAINTS J
Regulatory
Environmental
Political
Technological
Economic
Social
g ™
INPUTS ... - [ OUTPUTS
Survey Results L ) New or Revised Methodology
Existing Organizational Assets New or Revised Templates
» Documented Methodology ( ] New or Revised Business
* [emplates RESUURCES
p Processes
* Policies - g
¢ Procedures PMBOK® Guide
Knowledge Base Other Recognized Standards
Organizational Structure and Guides
and Context Techniques
Project Types Human
Financial

Exhibit 12: Methodology for Tailoring for Sustainable Projects
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12.1 SCP Policies

12.2 Resource Use

12.3 Food Loss & Waste
12.4 Chemicals/Waste Mgt
12.5 Waste Reduction

12.6 Sustainable Business
12.7 Sustainable Public
Procurement

12.8 Education & Awareness
12a Scientific Tech Capacity
Developing Countries

12b Sustainable Tourism
12¢ Fossil Fuel Subsidies

Exhibit 13: SDG Targets for 12 Responsible Consumption & Production

Implementation as a Program

Performance Domains
/ ~

Strategy +Business Case | Charter
A"gnment » Assessments | Roadmap

[ Governance ]

* Policy | Practices &

Roles | Design &
Implenl‘lentatgi;on Benefits «|dentification | Analysis & Planning

ﬁ Management « Delivery | Transition | Sustainment

+ |[dentification | Analysis
* Planning | Engagement | Communications

* Definition | Delivery |
Closure

Knowledge Areas
Scope Schedule Financial Risk Resource Quality Information Communication Procurement /Contracts

Source: Standard for Program Management 4th Edn, PMI

Exhibit 14: Program Management

To implement sustainability initiatives as a program the processes as per standards can
be applied. They have to be viewed over the program life cycle and deploy strategy
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alignment, consider benefits and engage stakeholders through governance to ensure the
outcomes are achieved.

Prioritization, Balancing & Optimization

Portfolio
Governance

Portfolio Risk va“lo
Management Management

Exhibit 15: Portfolio Management

As seen in section on Tailoring a portfolio analysis would be the way to go forward in
implementing sustainability initiatives, especially considering that we need to balance
between current existing organizational projects and specific projects in different domains
of sustainability. For all these the processes of standards on portfolio management as
indicated in Exhibit 15 can be deployed.

As an example, we can take a large multiproduct oil company involved in both projects
and operations.
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Example: Neste
Jp—
N este Aviation
R ——
{ )
- Road i
Renewables ’ Business
i
[ | ransponanonl Areas
- N\
Oil Products e et &
Chemicals
Focus ( Products )
Areas *Renewable Diesel | Jet Fuel
Raw Material ]
Some -Renewable / Recycled for Feedstock for fossil fuel
2 2 finin,
SDG Appllcatlons ',SSE O!QWBS‘!E after processing as raw matenal
Targets - Synthetic liquid raw material from waste plastic

[Operations ]

«Use of wind energy

Exhibit 16: Example

Neste has made in-roads in sustainability initiatives in many ways, through developing jet

fuel, R&D activities and is also in producing oil.

timeline

- —
Environmental management

Neste...2
projects ~ Programs
\
N
\
Auviation \\
\
Y
Road A
[ Renewsblen Transportation | g A
renewable & recyQIed raw materials
. Polymers & chemical recycling c}f\was‘re plastic
Qil Products Chemicals \
bic based raw materials
renewable diesel
Portfolio

aallaboration with par‘tn%

N\ Bio based plastics for food packaging

Renewable polypropylene
Improvements wastewater treatment

recovery and utilizing excess heat

Continuous environmental quality monitering at sites

Programs / Projects

Exhibit 17: Application of Organizational Project Management
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The above example in Exhibit 17 shows a hypothetical case as to how we can implement
projects, programs over different phases and timelines and how one can use portfolio
management and organizational project management to implement initiatives.

Career paths for Project Managers

Considering sustainability as a discipline, knowledge and competency in this area can
provide multiple opportunities for project managers to move up their career path either
upwards or in lateral positions. Some of the roles that they could consider are

e Program Managers
e Positions in the PMO e.g. Portfolio Manager, Strategy Manager etc
e Sustainability professional and officers

e Operational Executive, Division heads and COO
Consulting - Sustainability and IT Solutions & App Development

A great opportunity for project managers with a sustainability background is in consulting.
Many of the projects in this area require a reasonable expertise in this area for
implementation.

This is particularly so when developing IT solutions and Apps which benefit from strong
exposure to domain expertise.

Education & Training

There is a need for spreading awareness and developing educational programs for
training in the era of sustainability. Project professionals can make a significant
contribution here.

Final Thoughts

Sustainability as a subject and area of practice is slowly now being appreciated across
domains. From a project perspective, it is finding its place in some standards and
frameworks.
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To implement sustainability, an organizational approach to projects will be of help.

* Many such initiatives are programs or combination of projects & operations, and a
portfolio analysis will help in balancing out the project mix at the organizational level.

» Some competencies need to be addressed at the organizational rather than the project
or program level.

* A strategic perspective to implementation will help in achieving the outcomes of projects.

Using standards and maturity models will be helpful in implementation and improvement
regarding sustainability parameters especially considering the SDGs of UN.
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