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"Business and other human endeavors are bound by invisible fabrics of interrelated actions, which often take 
years to fully play out their effects on each other. Since we are part of that laceworl< our,;elves, it's doubly hard 
to see the whole pattern of change. Instead, we tend to focus on snapshots of Isolated parts of the system, and 
wonder why our deepest problems never seem to get solved." • • Peter Senge, The Fifth Discipline, 1990. 

PROGRAM OVERVIEW AND BACKGROUND 

What do we mean by ·organizational project management maturity model"? First, ·organizational" increases the domain 
of project management beyond delivery of the single project, which is the subject of the Project Management lnstitute's ·A 
Gulde to the Project Management Body of Know~ge". The use of the word ·maturity" implies that capabilities must be 
grown over time in order to produce repeatable success In project management. The Random House College Dictionary 
defines ·maturity· as full development or perfected condition. "Maturity" al:so connotes understanding or visibility into why 
success oocurs and ways to correct or prevent oorrmon problems. ·Moder implies change, a progression, or steps In a 
process. 

When we begin to view and perform the work of an organization as multiple projects, we begin to understand project 
management as a holistic system that spans the enterprise. Projects interact and change in a web of dynamic priorities. 
They deliver the work that achieves organization strategy. In this context, project management is more than 
implementation. It also covers a strategic domain encompassing more than the multiple project delivery systems of 
program Qianagement, spanning both activities that align projects to strategic priorities and Infrastructure tllat enables the 
project environment. It is thought that capabilities across this spectrum of areas distinguish organizations that can 
translate organization strategy repeatedty and reliably into project success from those that can not CapablJities must be 
develop&d and improved Incrementally, and the steps must be planned. 

Random House Dictionary dellnes the word capability as "1 . The quality of being capable; capacity; abilily. 2. the abillty to 
undergo or be affected by a given treatment or action: e.g. the capability of glass in resisting heat. 3. Usually, capabillt/es, 
qualities, abilities, etc. that can be used or developed: There is also the term of art used in manufacturing engineering, 
"capability of a process, c,," where capability desc,lbes a mathematically-calculated value that characterizes a process's 
ability to repeatedly meet its requirements. (VI/heeler & Chambers, 1992) A maturity model can Identify an ordered set of 
capabilities that an organization acquires as it embarks on its deliberate program of incremental improvement. 

Because the number of organizations that are managing by proj&cts (either In part or as a whole) continues to grow, there 
is increased interest in learning about and developing a maturity model that shows such a step-by-step method of 
increasing and maintaining an organization's ability to translate organizational strategy into the successful and consistent 
delivery of projec:IS. Recentty there have been reports exploring the relationship between the maturity of the organization 
and project success (Remy, 1997, Saures, 1998; and Fincher et al. 1997). Many have linked project management 
competence to project management effectiveness (Crawford, 1998; Jiang et at. 1996; and Lechler, 1998). Yet standards 
describing organizational project management capabilities and their relationship to organizational success are lacking. 

Many maturity models already exist. There are maturity models for organizations that want to increase their capabilities to 
develop and manage software, systems engineering, integrated product teams, system security, and systems acquisition. 
There is also one to develop human resources. One has been developed that integrates the ones just mentioned. An 
early model Indicated steps needed to Increase the organization-wide qual~y of manufacturing ftm1$. Many of these 
models are based on human life span models that identify, chronicle, and sequence human social and mental devel-
opment. Many of the existing models mention project management and some of the existing models are organizational 
project management maturity models. Yet none shows a step-by-step method of developing and maintaining an 
organization's ability to translate organizational strategy into the successful and consistent delivery of projects. 

In May 1998, members of the PMI Standards Convnittee chartered a project to create a standard that would describe how 
organizations that manage by projeas might become increasingly more capable. Marge Combe and Paul Dinsmore were 
appointed co-Project Managers of the projecl The projed team had two initial objectives: 1) refine criteria that might 
serve to differentiate mature organizations from immature organizations, and 2) examine phenomenologi<:al1 aspects of 
several extant models. The purpose of this work was to Identify high level areas that a model should address and to learn 
more about the process of maturity modeling. John Schlichter was appointed as the lead for lhe second task. 

In the interim, John Schlichter was appointed primary Project Manager to coordinate the project's activities for PMI 
Seminar & Symposium 1998, where the project team's preliminary work was presented in a working session. Subsequent 
to SS '98 and In the course of PMl's change in governance in January, the twelve person 1998 Standards Committee was 
restructured into the five person 1999 Standards Member Advisory Group (MAG). Marge Combe and Paul Dinsmore 
were appointed to the 1999 Research MAG, and John Schlichter accepted full responsibilijy for directing the project. It 
was agreed that the vision for a standard in this arena was to promote project management success In the interest of 
creating project successes that resutt In organization success, emphasizing organizational project management as a 
strategic tool. Schl.chter re-planned the effort into a program of 5 integrated projects, recruited over 100 volunteers, and 
appointed a Program Manager and Project Team Leads. 

1 We mean phenomenological in the sense of •concerning the conditions under which sett-evidence arises: certain and 
without prejudice; purely logical; dealing with analysis of the ways things are represented or preceived by everyone; 
purely descriptive without presuming to assert explanations of possible causal relationships: 
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Today the OPM3 Program consists of members from all over the world who bring a variety of knowledge, skills, and 
experience to the program. The PMI Board, PMI Technical Standards Manager Steve Farenkrog, the PMI Standards 
Member Advisory Group, and Paul Dinsmore are the Project Sponsors. John Schlichter is the OPM3 Program Director, 
responsible for program strategy. Terry Cooke--Oavles is Program Manager, responsible for managing the leads of the 
program's project teams. 

The customers of this project include the pro;ect management profession, organizations., executives, senior 
managers, and project management professionals. The project management profession is the audience served by 
PMI. OrganizaUons are the target of an organizational pro;ect management maturity model. Executives and 
senior managers are the persons in organizations who will sponsor the implementation of such a model by project 
management professionals. The goal of this program is to develop a universal standard that wl• benefit each of 
these customer groups. 

SCOPE 

The product of this program will be an ·o rganizational Project Management Maturity Model" or "0PM3," describing the 
capabilities likely to lead organizations managing by projects to become Increasingly more capable in the translalion of 
01ganizational strategy into the successful and consistent delivery of projects. The model will be developed on the 
premise that certain capabilities and theories of organizational development have an Impact on outcomes indicative of 
effective e,erfonnance. The OPM3 will include a step-by-step method of increasing and maintaining an organization's 
capability to deliver what it has promised. The maturity model wUI also include a method for assessing organizations. 

The product will describe an Incremental or step-by-step evolution, apply to organlzatk)ns (not just projects), leverage and 
add value to existing maturity models, leverage management theory and empirical evidence, and aim for harmony with 
PM l's "A Guide to the Project Management Body of Knowledge". 

The product of the program will contain: 
a. A glossary of terms 
b. Outcomes that indicate an organization managing by projects is "sucoessful." There should be an identifiable 
relationship between the organizational capability and these outcomes. We shall be careful here to differentiate and 
indicate the interaction among project success, success at managing the organization by projects, and success of the 
whole organizaUon. 
c. Contingency variables. These are the factom (e.g., project size, technical complexity, public visibility) that may affect 
which capabilities are most likely to have the greatest influence on successful outcomes. 
d. Organizational project management maturity model stage/step descriptions. These woukf be named capabilities or 
groups of capabilities (e.g., baselining, organizing to meet customer needs, etc.), along with explanatory material, such as 
definitions, prerequisite abilities, and perhaps Illustrative practices. 

Tho program's project teams will decide how to validate the model. Once validated, an "Organizalional Project 
Management Maturity Model Exposure Oraft" will be submitted to the PMI Standards Member Advisory Group for 
nomination as a PMI Standard, and subsequently submitted for ANSI acetod~ation. This program will follow the review 
and approval proces.s described In Appendix A of the Guide to the PMBOK (Im). 

All wotk of the program Is developed entirely by (part-time) voluntoens, who for tho most part Interact electronically (fax, e-
mail, phone) but rarely face-to-face. 

RELA TcD PROJECTS 

There is a "sister" effort to define the competency of project managers, and this project wiU aid in the definition of such 
Important variables as "project success." It will help the OPM3 Program to focus on the differences between the capability 
to be successful on individual projects and being successful at managing an organization that Is comprised of projects. It 
will atso Inform our ideas about the kinds of Individual skills necessary in an organization that manages by projects. If 
developed project managers are necessary for an organization to manage by projects effectively, then the OPM3 will want 
to leverage and harmonize with the Project Manager Competencies project. 

STRATEGY 

Our strategy Is to enroll a workforce of volunteers to analyze all known maturity mode1s., survey organizations, and 
develop a model that Is validated via an outreacl'I program composed of a network of organizations. whom we call our 
·corporate Sponsors·, who review and comment on work products. After extant maturity models and related standards 
are analyzed and surveys of organizations begin to produce data, a Delph1 process is used to allow program team 
members to identify broad areas or constructs of enterprise project managemenl1 Next, small 2- 3 person Design 

2 For example, in October 1998, during the StJindards Open Walking Session, break-out groups identified the following 
constructs: Projed Management Methodologies and Processes, Human Resource Factors, Organizational Support 
Structures for Projects, Alignment of Projects to Business Strategy, Organizational Learning. For a decon1l)OS1tlon of each 
of these, see Appendix A. These serve as examples of what we mean by "oonstruct" but are not the actual constructs that 
result from the referenced Delphi. 
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"Cells· or teams of subjltet matter ex.perts are mobilized for each construct. Each single Cell defines its respective 
construct in its perfected condition and then d&Scribes the steps in a progression from no capability leading up to its 
perfect condition. 

The process up to this point is ·social·. A social process for model development lnvotves surveying people, noting 
patterns, tryillQ to reach agreement, and publishing an agreement dOQJment. The sociaJ process approach is based on 
conversations, meetings. opinion surveys, and other types of social interactions. Sometimes the process is structured, 
such as a Delphi process, or is open~nded, more like brainstorming. This approach supports a worldview that reality ts 
socially constructed, and that a model can influence perception but not affect outcomes causally or mechanically. 

Each Cell hands a social model of an Enterprise Projed: Management oon,struct (describing the steps in a progression 
from no capability leading up to perfected condition) over to the Engineering team and the Assessment team. Engineering 
ptinclples are applied to the social model components by the Engineering team, and causal relationships are surfaced. In 
contrast to a social process, an engineering process builds a maturity model by utilizing reasonable formulae. One might 
describe this approach as attempting to dfscover a "physics of organizational project management.• This involves identify-
Ing root causes and linking failure or success to the root causes mechanicalty. One would postulate how the moving 
parts of the model interact, and Identify the rules that govern that lnteradlon. This woukl call for a theory that explains 
empirical observations about project management, alk>wing one to line the obsetVatlons (about organizational project 
management) on an array and attempt to discover underlying mechanisms that explain sulface behavior. This method, 
which was how quarks were postulated, is sometimes caned "case based,· ·analogicaJ,· or "context-sensitive." 

The Asse$sment team works concurrently with the Engineering team, focusing on ways to assess maturity In the areas 
described by each Cell. The Assessment project's charter is to develop a measurement tool based on the maturity model 
that our Design Cells develop. The measurement tool is distinct from the model. By analogy, in our schooling systems 
from elementary to college, we teach subjects and develop competencies in a certain order. We use a grading system to 
measure our pelformance along this progression. However, the grading system is distinct from the theory dictating the 
sequence of subjects. The Assessment team develops a measurement tool that enables an organization to assess ;ts 
current state and promotes organization development as prescribed by the maturity model. The measurement system 
should lead the organization to ask the right questions, whfle producing information that helps both executives and 
workers. How does performanoe measurement in a project organization affect organization development? 

Once all Cells have modeled maturity in their resp<!ctlve areas, the Engineering team has postulated causal relationships 
among constructs, and the Assessment team has developed corresponding measurement tools, the discrete constructs 
are integrated into a whole that describes the relationships among an capabilities. Causal relationships are postulated 
where appropriate among all ccnstructs, and a holistic measurement technique is developed. Feedback on work products 
is captured via our Corporate Sponsors, and this integration process ls repeated. We produce an Implementation Plan 
that describes the change proces,s that an organization must execute in order to Implement the model. The cumulative 
result of this work is a clear roadmap- supported by Industry - for growing and assessing organlzatlonal project 
management competencies. 

This strategy is effected through •ix related projects: 

- Model Review Projed: Tea.m: this project results in an analysis of all known maturity models. The MRT identifies various 
maturity models, what each is, what It Intends to do, its structure, and how ft defined maturity. The MRT compares and 
contrasts the models and suggest to the Guidance Team areas for further research and development. 
- Survey Project Team: this project results In primary research about organizations as wel as valldatlon of our work 
products. 
• Global Outreach Project Team: this project results in integrated management of our program's relationships with other 
organizations. i.e. our Corporate Sponsors. The GOT establishes and maintains relationships with other Ofganizations. A 
"Membership Information Manager" role exists within the GOT to manage information about OPM3 volunteers and 
process the applications of volunteers to participate in the program. The GOT provides access to a variety of global 
organizations, maintains the active participation of these organizations, and provides advice to the Guidance Team. This 
team prevents dupllcaUon of Human Resource management among teams or of communications with other organizations. 

Engineering Project Team: this project surfaces causal relationships among capabilities that we belteve are important for 
organizations to be able to manage by projects effedively. This team explains relationships among elements of an OPM3 
so its users can forecast results. This team anatyze.s existing quantitative models and provides the total quantitative 
model or set of interrelated component sub-models for the Exposure Draft. 
- Assessment Project Team: this project results in a tool for assessing an organization's project management maturity. 
This team produces a method for an organization to assess its maturity using the OPM3. 
- Synthesis Project Team: this project results in knowledge management of the learning that is developed across all 
teams, requirements management, and coordination of the Design Cells. This team develops traceable requirements and 
ensures Information is shared across teams where it is needed. 
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OPM3 ORGANIZATION STRUCTURE 

Each project has two project managers, who each have a deputy responsible for being able to stand in for their 
corresponding projed manager at any point. These project managers compose a Guidance Team, which is managed by 
a Program Manager and a Program Director, who is accountable to the PMI Standards Member Advisory Group and PMI 
HQ Technical Standards Manager. A project office supports the Program Director and Program Manager. 
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OPM3 ORGANIZATION CHART 

Guijance Team 

Model Review SU!Ve'f 
Prqecl Moo~ers Projecl Managers 

~Model Rffl Deputies .... Su!Ve'f 
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PROGRAM PHASES 

Our six project teams produce their respective work products in frve program phases: Planning, Analysis, Design/Bu!ld, 
Testing, •nd Close-out, 

PLANNING 

This phase results in the governance stn.,cture described above, this Program Plan, a Program Schedule, a Testing Plan, 
a Communication Plan, and a Risk Management Plan. 

ANALYSIS 

Reviewing Existing Maturity Models 

We are Interested In all known maturity models and related standards. The Model Review team (MRn analyzes these: 
see Appendix B. The MRT identifies the purpose of each model, what the model ains to create or promote, why It was 
developed, and for whom. The analysls describes what each model measures and identifies key processes that each 
model addresses, including but not limited to the five key processes of PMl's ·A Guide to the Projed Management Body of 
Knowledge·. Each model's coverage of project management and enterprise~wide project management is analyzed, and 
explanations are provided for any model that defines a progression to organizational projed management maturity. Each 
model's 4!ifinitions of projed success, organization success, and key success factors are captured. Models are also 
examined for their approach to resistance to change or readiness to change. Any model that includes an as.sessment 
process is analyzed to explain how assessment data Is compiled and evaluated or scored. The structure of each model is 
described, and the rationale for the model's structure is articulated. These maturity model analyses are oompleted in the 
Analysis Phase. 

Developing a Survey Approach 

We are also interested in original survey data from project-based organizations. Qualitative research mettiods employed 
across a spectrum of organizational types can Im.prove our picture of the criteria for success and the ultimate future state 
of organlzatlonal proJe,ct management maturity In various environments. Such methods not only elaborate our idea of 
success, they help us to identify prerequisites for different project management outcomes in different organlzatlonal 
environments. Analysis of qualitative data provides a basis for understanding the different drivers and organizational 
enablers and Impediments of success. Quantitative research, methods applied to the data allow a classification of 
succes.s criteria by trying to identify hidden variables and reduce a large number of variables into a smaller number of 
dimensions. In add~ion to exploring perceptions of project management that may be lnffuenced. It Is necessary to link 
problems to root causes, postulate how these parts Interact, and hypothesize the rules that govem this interaction based 
on empirical observations about project management 

The Survey Team serves as advisor to other teams on matters related to collecting and analyzing data relevant to the 
discovery of suceessfuVeffecttve project management practices. This requires the Survey team to accomplish three 
separate activities. First, the Survey team facilitates the discovery, analysis, and standardization of useful, extant project 
management Innovation as practiced by mature project management organizations and postulates lesser known 
innovation in accordance with the overall obiectives of the OPM3 Program. The Survey Team designs and executes 
primary research methods for this purpose, supplementing knowledge aoqulred by other teams and activities, e.g. the 
Model Review team's evaluation of existing models.' Secondly, the Survey team establishes the extent to which 
organizations currently make use of some form of project management maturity model as a standard. Third, the Survey 
team identifies the dynamics by which a standard for an organlzallonal maturity model could be readily adopted by 
organizations seeking to Improve their pro;ect management practices throughout the organization. An initial "Stage 1" 
survey is oonipteted within the Analysis Phase to evaluate our survey approach, collect Initial data, and course correct for 
subsequent survey activities that are executed in the Testing Phase to validate OPM3 work products in the context of the 
survey interests described above.' 

Requlrttments Specification Template 

Another analyUcal activity is the development of a Requirements Specification Template used subsequently in the 
combined OESIGN/BUILD phase to capture and maintain requirements for developing the OPM3 product. Other 
templates are also developed for prototyping activities. 

Literature Review 

3 Factor and cluster analyses of capabilities may help to identify hidden variables in order to reduce data Involving many 
variables down to a small number of dimensions. Fador analysis makes sense of multivariate data in a systematic 
manner. Cluster analysis searches for hidden groups and classifies cases into related clustel'S on the basis of values of 
several variables. 
4 This data informs development of the social model; see the STRATEGY section and the DESIGN/BUILO section. 
5 See tho TESTING section. 
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In the Analysis Phase, the Engineering team performs a literature review on engineering models, and the Assessment 
team performs a literature review on performance management and organization development topics. 

OESIGWBUILD 

The combined Design/Build Phase begins with a Delphi process resulting in the identification of the general areas or 
constructs of enterprise prefect management. Design Cells model maturity through a social process for each construct. 
Discrete constructs are integrated, and an Exposure Draft is published. 

Delphi 

The Delphi occurs in two passes. The lnltial Delphi process elicits criteria indk:atlve of organtz.ational project management 
maturity. These are visible indicators that provide evidence of the extent to which an organization's project management 
can be said to be -mature·. These inevitably relate to the degree of "success· that an organization accomplishes In the 
delivery of Its projecu. Delphi participants specify precisely what they mean by "success" ij they use this word in any 
criteria that they suggest. 

The initial Delphi also surfaoes factors leading to organizational project management maturity. These are pre-requisite 
capabilities (such as processes, structures, procedures, metrics, qualified people, or tools) that must be in place before an 
organization can be said to be "mature· in any given area or for any given criteria. Oelphl participants identify 
refationslJ_ips among areas or among Ctiteria, and note any instance where the result of achieving capabilities In a 
combination of areas is ""muttipticative· or results in a new capability. 

The initial Delphi is exect1ted among members of the Guidance Team. A second Delphi is executed among a larger group 
of participants based on the results of the first. The resultfng consensus regarding the general areas or constructs of 
enterprise project management predicates the prototyping of a social maturity model of each construct by respective 
Design Cells, which are 2 - 3 person teams of subject matter experts. 

Prototyping 

Each Cell describes the enterprise project management construct in its perfected condition, describing the relationship 
between the organization capability and the outcomes identified, Including any influential contingency variables (e.g. 
project size, technical complexity, public visibility) thal may affect which capabilities are most likely to have the greatest 
influence on succe.ssful outcomes. 

Each Cell documents requirements for the model pertaining to their construct. They speeify the design for the construct, 
which is the design of the social maturity model for the construct Capabilities are named, defined, and explalned, and 
relationships among capabilities are defined along a progres.slon from inmature to mature. Then an actual draft model of 
each construct Is written by each Cell, desc,ibing the step-by-slop method for Increasing organization capability, including 
pre;equislte capabilities and illustrative practices. Each Cell contributes to a Testing Wort< Pad<age, Intended to validate 
the social model of each construct via peer review among our Corporate Sponsors. 

Engineering principles are applied by the Engineertng team to each social maturity model of each construct, surfacing 
causal relationships, Methods for assessing within an organization the maturity of each construct are developed by the 
Assessment team. The Engineering and Assessment teams update the Testing Wort< Pad<age, and the Synthesis team 
updates the requirements specification, tracing requirements to the Testing Work Package. Testing activity occurs (see 
next section), and Integration Meeting 1 occurs. This is the first face-to-face meeting of all Cell Leaders with the 
Guidance team, PMI Standards Member Advisory Group, and representatives from our Corporate Sponsors. At this 
point, discrete maturity models exist for each construct. 

lntegratJon 

System Integration 1 begins after the fit$! face-to-face meeting by updating all constructs. All Cell leade/$ wort< together 
to update the requirements specification. This drives the devek)pment of a holistic design for a social maturity model that 
integrates all discrete construct maturity models. Engineering principles are applied to the integrat&d social model, 
surfacing causal relationships. Methods for asses.sing maturity are devek>ped. The Synthesis team updates the 
requirements specffication, tracing requirements to Testing activities. At completion of System Integration 1, another face-
to.face meeting occurs. This Integration process repeats once as System Integration 2. An Implementation Plan is 
created In the second cycle. The Implementation Plan, developed as part of the maturity model, describes how an 
organization can implement the model as an Organization Change Project. Integration Meeting 3 occurs Immediately 
after System lntegratK)n 2. 

A draft release of the Organizational Project Management Maturity Model standard is packaged and handed off to the 
Standards Member Advisory Group for final evaluation. This completes the Design/Build phase. 

TESTING 

The primary purpose of Testing is to validate our work products within Industry and to tailor them to ensure they provide 
value to our customers. Testing activities wil help us to understand the business of our customers better and not to 
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design wort< p,oducts !Nt are slmpJy of person1I Interest to u,. We must evold building • model tllat geins the 1<1m1, etioil 
of felow experts but fall, lo echieve suoce11ful and lasbng mulls In the organizations wher9 k is used 

C~ Sponsors 

Corporate Sponsors are essanti1I to Tooting. Corporate Sponsors support Iha OPM3 Program by providing funding tor 
Program expenses and by partnerfr>g willl the OPM3 te1ms 10 validate -1< p,oduc:la. Corporete Sponoors, who are 
awarded an official OPM3 Sponsor Mel as a sign of their good cllizenahip, can make use of the Interim -1< ptOdUCll ltial 
ere shered with them. Corporate Sponsora are surveyed at Heh of fouro atagea as the OPM3 leoms de..iop the meturily 
model. Al each stage they receive a preliminary report that desctlbes where they think they 1t1nd relalMI lo where othera 
think they atand In the testing community In the areas of enterprise pl'OJed management belng modeled. Moreover. et 
eech 11age, tile OPM3 teams will caplure the oxpliat requir9menll of Corporete Sponsoro for devalopment of the m1turly 
model Any requit9mentl !NI drtve model de,lgn will be teated In the Exposure Ord p""'8H. Any '9qWwmontl lllat are 
submitted by a Corporate Sponsor but are not lncorporlted Into Ille sllndlrd will be pubilhed with the pemiisslon of the 
proposer for evaluatlon In the court ol public opinion. In this way, Corporate Sponso,. can be cen.,n that llle,t - are 
heard reg1rding requirement, for the model. 

Areas of Discovery 

Throughout Testing, we are Interested in seven a.re11 of discovery: 

1. lnmt,gotion of factoro ed<nowledged by pradtlioners end atal<eholders wilhln mature p(ojed management 
o,ganlzallons H crltical 10 tile succes, of the~ org1nlz11JOn1 

2 ldenlilJcatlon of apeclfic components of the crltlcal aucceas factora wh,ch doted!y o, Indirectly lnfluenai the outcome 
of projeds 

3. Charoderlzallon of hard-to-measure, intangible practic:e$1dlldplnes which lead to the moturellon of an organizetlon 

Aueaament of awarenus wahln ma lure organizations of the lw1'< beCween pnnapln, l)(OceSMS, practloes, toot,, 
end other laclo,s w,111 prcject performonce. 

5. Extent ol 1pphcati0n within organaallons (both mature end irmllture) of niotlng project monegement moturily 
models. 

6. Assessment ol the forces thll facilitate the adoption of corporate motunty model standards, end those lllat inhibit the 
adoption of such sl1nd1rds. 

7 Requirements for model development from Corporate Sponsoro. 

T ntlng Objectl-

T esting adivitles will aCCOffll)lish the following: 

Objectfve 1: ldenllfy and ovMJa/e fltC/OrS that am delf>nnin•nt of organization•/ maturity and project success 

t 1. Identify facto,. considered by practitioners and __ ,,. 10 be esaentlal to the development or projed 
organizations end 10 the suoceu of Individual projects 

1 b. Determine obstldn and chalenge$ that limit orgenlzallonel maturallon end projecl ,ucceas 

1 c. Creal, a segmentatJon model that attributoa key succeu fadors to well-defined aegmenlllion vanables, indudtng 
position within lhe organization, alze of 0111anlution, industry, customer touch po,nll, and- as appropriately defined 

1d. Postulate eddillo:lal qualitative factota that are ltl<ely lo be detennlnant of project outcomes 

oo;.c,;v. 2: Map successful paths or stages of progression ro org8/llzelionat m•tut111>on, determln,ng the ,...,nlial 
o,panlzallonal requirements, m, .. urements, and compelf>ncles (not.· thts should be shtrect with l/1e Model 
Review Team/ 

21. Discover how organlzabOns view the "Ide cyc1e• ol prcject management development and how they lonnally 1nd 
informally. conaclously and unconaclously manege the evolution of tllelr organization 

2b. EvalUete the palhs organlzatlons have taken In gaining malutlly; useu how 1h11 was done 

2c. EvalUote the use made by organizations of existing maturity models, lhe benefils lhll hove accrued from their use, 
end the dlfficulties encountered In applying them. 

2d. Docunent ,ucceu llorles and luming obtained in each org1niz1tlon'1 development - euess each o,ganlzatlon's 
view or the moot important !taming end priorities 
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2e. Establish benchmarks for the cost of becoming mature, as well as the investment necessary to maintain this level of 
high performance 

2f. Estinate the return on maturity -- the benefits obtained by beoomlng a mature organization 

Objective 3: Croato a chango modal and ma/uratlcn s/ratogy to support tho id8nUfiod standan:/s of fl(Ojoc! msnagomont 
maturity 

3a. Prioritize the change initiatives that are essential for the improvement, development, and maturation of project 
management organizations, inciudlng "do's and don'ts· for the adoption of the Identified standards. 

3b. Link key success factors to an overall strategy for change, helping organizations see how maturation occur'$. 

Testing Approach 

Testing can begin once Corporate Sponsors are recruited. As Design Cells develop Enterprise Protect Management 
(EPM) construct descriptions, the Global Outreach Team (GOT) will package an inttial questionnaire developed by the 
Survey Team (SUT) for the Corporate Sponsors. The intent of the questionnaire is to capture industry input regarding 
each of the descriptions of the enterprise project management constructs or areas. Is the area described accurately? Are 
Ille relationships between organization capability In this area and Ille outcomes !hat result lrom the capability defined 
clearly? Are there any "contingency" variables that Influence the respective areas of project management as identified by 
our respective Design Cells? 

Importantly, we also want to capture from Corporate Sponsors any requirements for developing the model In these areas. 
This information should be solicited in a way that makes it easy to analyze when It is returned to us. We plan to have 
responses to the questionnaire a.s respective Design Cells are developing the Social Model for their respedive EPM 
constructs. We need to be able to distribute the responses to our Design Cells immedlatety. 

As soon as the respective EPM construct social models are developed, they are handed off to our Engineering (ENG) and 
Assessment (AST) teams, who respectively surface engineeri~ principles and develop methods for assessing capabilrty 
in the areas of enterprise project management described by respective Design Cells. The SUT and GOT work 
concurrently with the ENG and AST to develop Testing Work Package 1 to send to our Corporate Sponsors, incorporating 
feedback captured by the original questionnaire. In addrtion to exploring perceptions of project management that may be 
influenced, it is necessary to link problems to root causes, postulate how these parts Interact. and hypothesize the rules 
that govern this interaction based on empirical observations about project management. Our Intention Is to validate the 
ENG's engineering propositions and the AST's assessment methods for each EPM eonstruct's social model. 

Each time a Testing Work Package is distributed to Corporate Sponsors, they have about a month to respond, and upon 
receipt of the responses by Ille GOT, the $UT has approximately one Wl!ek to analyze the data and distribute It to OPM3 
teams. After analysis of Testing Work Package 1, the first face-to-face Integration meeting Is held. Immediately after !his 
meeting, the $UT develops Testing Work Package 2 base<! primarily on Ille Requirements Specification updated by the 
SYT and the results of the first Integration meeting where Ille analysis of Testing Wol1< Package 1 will have been 
discussed. The GOT distributes Testing Work Package 2 lo the Corporate Sponsors as the Design Cells begin System 
Integration 1, following as soon as posstble after the Integration meeting. Responses are due about one month later, alld 
once lhey are analyzed they are handed off to the Design Celts to lnfonn System Integration 1 during the first 
oonsolidation of Ille res~e EPM Constructs into an integrated Social Model. 

System Integration 1 is follO'Ned by another face-to-face Integration meeting. As a result of this "Integration Meeting 2", we 
have new questions for Ille Corporate Sponsors about Ille newly Integrated maturity model. As our Design Cells begin 
System Integration 2, these new questions are refined by the SUT and packaged by the GOT into Testing Wol1< Package 
3. Once again, our Corporate Sponsors have about a month to respond to these new questions. We expect to have 
responses to Testing Work Package 3 half way through integrating the maturity model for the second time (System 
Integration 2), al Ille point when Ille Design Cells, ENG, and AST are all wol1<ing together on the model and the maturity 
assessment tool. Once these responses are analyzed by the SUT (Testing Anatysis 3), they are distributed immediately 
to the OPM3 teams. 

This Testing approach engages our customers every step of the model development process, providing critical 
information during eac.h major development step and prior to each face-to-face meeting. 

CLOSE-OUT 

Once the draft release of the Organizational Project Management Maturity Model standard is packaged and handed off to 
Ille Standards Member Advisory Group (MAG), the Standards MAG evaluates the srandard over the course of a month 
and responds to the OPM3 Program Director. The OPM3 Program team evaluates Standards MAG feedback and makes 
any necessary changes. A face--to-face meeting is held to complete the program, and an Exposure Draft is published. 
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COMMUNICATION PLAN 

OPM3 team conwnunk:ations occur on a monthly cycle. 

Performance ReportJng 

Each month, on the second Friday of the month, respedlve project teams hold a conference caU with their team members. 
On the third Friday of the month, the Guidance Team holds a conference cal at twefve noon Eastern. Three business 
days prior to the end of each month. a project co~leader completes the Project Status Report template and emails it to the 
Program Director, who consolidates the Information from respective reports into a comprehensive status report to the 
Standards Member Advisory Group, See Appendix D, 

Internal News Reporting 

Each month, project leaders submit Information to the Program Manager and Program Director, Who assinilate the 
information into an Internal newsletter for all Program vofunteers. 

Reporting to Corporate Sponsors 

Each month, an official communication Is developed for Corporate Sponsors by the Program Director reporting the status 
of the Pr!?j3ram, aocomplishments of the past month, expectations for the next month, and other information. 

CONFIGURATION MANAGEMENT 

See Configuration Management Plan. 

RISK MANAGEMENT 

See Risk Management Plan, 

OPM3 Program Plan ver, 1.3 
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APPENDIX A: 1998 PMI Seminar & Symposium Dlocunlon of Items that Conttlbuto to Effoctlvo Organizational 
Project Management 

In Oclober 1998 al the PMI conference the 1998 PMI Standards Committee conducled a focus group of Individuals 
representing a cros$ section of application and geographic areas to discuss capabilities that contribute lo effective 
organizational project management. The results of that btalnstormlng activity might lnfonn the project's research effort. 
That group identilie<l the following potential capability areas: 

Project Management Methodologies and Processes 
• defined existence of PM methodologies and processes 
• recognition of best practices in the profession {e.g. PMBOK Gulde) 
• requirement$ for project statusl1orecast reporting 
• internal project reviews 
• approval/review process for major project changes 
• quality control of methodologies and processes 
• focal sponsorship for the organizational PM practices 
Human Resource Factors 
• development of potential project managers 
• profect management training 
• cross training 
• communication approaches for projects 
• integrated product teams 
• definition of team roles 
• motivating, team buildiAQ, leadership 
• conflict management, issue resolution 
• management of project time commitments by staff; stress management 
Organizational Support Structure for Projects: 
• technical, procurement, subcontractors, quality assurance, manufacturing, project accounting, contract administration 
• multi-project staffing, assessment of mulU-pro)ecl needs, provision of the right people at the right time (unti no longer 

needed) 
• projecl support office 
• project management and related systems/tools, Including selection, implementation, upgrades, and maintenance 
• centers of excellence for practices and use of tools 
Altgnment of Projects to Busine.ss Strategy: 
• projecl fit to strategic plans 
• PM involvement in business plans 
• future value to technologies, competencies, and skills 
• organizational fit, project risk, technical capability 
• application of exisdng ve,.us new technology 
• project sponsorship by internal management 
• multi-project Interactions and Interfaces, assessment$, and related decisions 
• project priorities, decisions on organization resource/funding assignments 
• management of projecl life cycles, Including canceling/closure 
Organizational Learning: continuous improvement process Implementation 
• evaluation and fee<lbad< from projecl teams 
• post project phase debriefs and feedback to practices 
• changes to general organization systems/procedures to support improvements in PM capabilities 
• periodic review of PM effectiveness 
• reliability of status summaries and forecasts 
• metrics for project management effectlveness 
• standardization, productive and unproductive application 
• lessons learned and feedback into all capability areas 
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APPENDIX B: List of Known Maturfty Models , Related Standards, and URL's 

Model URL 

A Guide to the Project Management Body of Knowledge htt2:/lwww i;!mi.org/standards/gmbok.htm 

AACE lnternaUonal's Certification Program htt2:tlwww.aacei.or9:!newdesjgn/certificaUon/ 
certificationQrogramJweloome.shtml 

ICB • IPMA Competency ea..,line 
APM BoK Review h!!Q:/twww.agmgroue.co,uklcertiftc.htm 
Project Management Assessment and Certification Program 
Europe 
Australian Institute of Project Management (AIPM). 1996. www.dab.uts.edu 
NaUonal Competancy Standards for Project Managemenl: .au/aiemrcomeeten~standards/ 
Various Volumes, Compo/ency Slandan:13, Level 6. index.html 

Software Engineering Institute Capability Maturity Models in ht~:ttwww.sel.cmu.edu/arvn/crnms/ 
general ' cmms.htrnl 
SEI SW-CMM Capability Maturity Model SM for Software hlll;!:/fwww_sei.cmu.edu/cnvn/cmm.html 

SEI SE·CMM Capability Maturity Model for Systems 
Engineering 

htte:ttwww.sel,cmu.edu/cmm/se-cmm.htm1 

SEI P•CMM People Capability Maturity Model htte:ttwww.s.el.cmu.edulcmm•~ 
Mk:rorrame htte:/twww.em2.com 
SPICE htte:tlwww.!9l.gu.edu.au/s9ke/ 
Trillium httg://www.~i.gu.edu.au/tri1llum/ 
US Federal Aviation Administration integrated Capability 
Maturity Model 

htt~:/1\vww faa.gov/aiVattSIFAA-iCMM.htm 

PMA2000 httR:l/www.leshem.co.illproduds/maln1 .html 
Balanced Scorecard 

Integrated Project Systems' model 

ESI lnternational's ProjectFRAMEWORK. 

EFQM Excellence h!!2://www.efgm.o~ 
Malcom Balrldge Award 

Hartman's SMART model 

IBM Progress Maturity Model 

Project Management Maturity Model, by Knapp & Moore Pty 
Ltd. 
"Barron Maturity Model" (Oitho Clinical Diagnostics) Nicola Barron 

9Cla-218·8620 
V•Model http:/twww.soope.gmd.de/ 

vmodeVenl 
Innovation Maturity Model htt2://managementroundtable.com/ 

Critical~Path-lssue,.Four.html#1 
PRINCE htt2:11www.pmforum,orglprof/ 

standard.htm#PRINCE 
htte:J/www.erince2.com1 
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-
APPENDIX C: M1turity Modeta ldentlfted Early In the OPM3 Program, with short dffcrtptlona 

Wlllle lhere 1118 many other extant maturity models, the lolowtng few were idenlifiod early in this project. 

SEI SW-CMM: C1pabUfty Maturity Model"' IOI Software 

The Capabil,ty Maturity Model"' for Softworo (CMM® or SW.CMM) is I normative model for Judging the maturity of 
the 1oftware proeeue• of 1n org1nlza!ion and for identifying the key prldlees that are required to inaease the 
maturity of thffe proe,esses The SW-CMM Is developed by the 1oftware eomnunity wkh stewardship by the Soft-
ware Englneoring ln1tltute (SEI). Tho Software CMM h11 become a de ftclo atandard ro, as .. aslng and i"'l)<OYing 
softwore proeeSHa. Through the SW.CMM, the SEI and community have put in pl«:e • meana for modefing, defin-
ing, and me11uring the maturity of the org1nlubonol proeeue1 111ed to manage end develop 1oftware. 

SEI Systems Engineering Capoblloty Maturity Model 

The SECMM addre11es the systems engineering proeeu or an organlutlon. This proe.u is defined es: 

1 oomprehenstve problem-solving process th1t is used to: tr1nsfonn customer needs and requirements 
Into a lire-cycle balanced solution ut of product and proeeu design,, gene rote inrormation for decision 
makere, and provide Information IOI the next product development end acqulslion phase' 

The SECMM Is specifically designed to evoluate the systems engineering proeeu ol the organization In order to 
asseu and Improve that proceu end addruo the bus1M11 need1 cl the organlzatJon. 

SEI People Capability Maturity Model 

Designed to Integrate work force Improvement with '1<nowledge .. base<r process Improvement 11 practiced in I soft• 
ware development or lnrormation i.chnology orgonlzational environment, the P.CMM is cone.med with the people 
a,pects of on organ<zation and whit is involved in ottntcbng, maintaining, organizing, moelvating and developing a 
"'knowledge-based• wor,; force. It covers such 1re1s at work environment, corrvnunleatlon within the wotk unlt. 
staffing, men aging performance. training, eompenaation, competency developmert coreer development team 
building, and -1< place CIJllvre development. 

The P.CMM rocuso1 directly on i"""ovlng the management and development of tlte human ouets olthe kmwtedge-
basod organtzation'1 W<X1<force. The P.cMM ooneepl orig.,ated oround the premise that whit 1oftw1re process haa 
shown dramatic inprovement since the Inception or the Software CMM, there has been no commenaurate growth in 
the 1bBfty of I wor1c unit to 1ttract 1nd retain highly qvaldled. knoWledg6,b1sed human resource,. 

Other SEI Capablllty Moturity Models 

The SEt hal promulgated I number of othar models, among them an Integrated model, the CMM-1, which is not 
yet complete and released to the publ.ic. 

Mlcroframe 

Thia model is based on a questionnaire. 

Software Proeeas lmptovement end Capabirlly dEtenr,nation (SPICE) 

Currently under development tho Softw1ro Proeess lmp,ovement and C1pabitlly dEtormination Is an ISO profect to 
develop a ,uice of atand-on organizabona.l software proces1 ~'°" and useasment. ISO ts 111emptlng to 
harmonize existing process capability measurement approaches through creation of a reference model that wllJ allow 
m11nlngful comparlson or many d,"orent klt,ds of matunty models, a$Slssmenta. and lhalr res\Ats. ISO submU that 
the rerere- model will~ 1 ecmmon context lo< reporting Iha ra\lngs of ddferent mode la end methods for 
(software) proons assessment. 

The Trillium model, eteated by Belt Canad• and Nortel, combines requltoments from the ISO 9000 sanes. the CMM, 
and the Malcolm 811drige Nabonal Oual,ty Award critena, with ,oftware quality 11andards rrom the IEEE. Atthough 
tailored lo the teleeommunication1 field, Iha model serves as proof that the requirements of several or the popular 
rrameworu can be combined, and a provides a~ to< adddionat eflc<ts In this areo. 

1 SECMM-9$-01/CMU/SEl-95-MM-003 V1.1, p1go 2-13 
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Appendix D: Status Report Templatll 

OPM3 PROGRAM STATUS REPORT Version: 
Program: Organizational Proje<:t Management Maturity Model Project: 
Prl'V'lram 
Author: Dato: 
Roportlna Period: l From: I To: 
Section 1 - Executive Summary Period Ending xxtyytu.: 

Tasks/Deliverables Scheduled for Next Perlod Ending xx/yylrz: 

On Schedule: 

Behind Schedule/Reason: 

Deliverable/Milestone Team/Owner Plan Out Date Actual Completion Base lined 
by CM 
(YIN) 

section 2 · Comments on Schedule Variations: 

Section 3 • Risks & Issues: 
!Q Date Description Impact Probablllt,! Trigger Contln9!n9: Open/ 

Closed 

Section 4 - Other Items for Management Attention: 

Section 5 - Lessons Learned: 
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