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Enterprise Program Management Office (PMO) Framework Document – Version 1.0

Mission:

To ensure the continuous improvement of Enterprise programs and projects.

To achieve this, the PMO will:


· Provide a standard set of tools and processes for IT program and project delivery

· Provide planning, reporting and administrative support for IT programs and projects

· Facilitate inter and intra program/project communication

Roles and Responsibilities:

Roles

The following section describes the Roles of participants in projects that are run by the Program Management Office.  This document may also be used as a guideline for projects that are run by functional groups outside the PMO. 

** PLEASE NOTE: It is important to note that “Roles” may differ from actual “Titles” belonging to individuals functioning with specific responsibilities.  For example, a Technical Lead may play the “Role” of a Project Manager.  For the purposes of this document, it is important to note that the document references “Roles” and not titles within the Enterprise Organization.

Project Coordinator

· Works directly with Functional Director and provides the functional group with services of the PMO (the service areas of the PMO are further detailed in this document), including:

· Performance Reporting

· Financial Management

· Vendor Management

· Issue Management

· Risk Management

· Quality Management

· Change Management

· Ensures project management processes are consistent with the SEP Methodology

· Provides reports, status, and pertinent project information to the PMO and Director for tracking, cross functional monitoring

· Work collaboratively with Project Coordinators from other functional groups to:

· Facilitate communications

· Identify, track, and synchronize  interdependencies

· Resolve issues

Cross-Functional Program Manager

· Responsible for soliciting standard reporting and SEP Methodology information from functional unit specific Project Coordinators regarding sub projects or components of a major project  (def.- one that spans across functional groups and/or business units)

· Responsible for sharing this information with other business units 

· Communicates relevant major project information to and from other business units and/or functional groups to individual project managers

Project Manager 

· Works with a functional group and is the primary point of contact for a project

· Responsible for day to day management of project tasks, including schedule management, project definition, architecture and implementation plans, resource needs identification, vendor selection, and any other specific items required for a successful delivery

· Provides functional group Project Coordinator and the PMO with appropriate and complete SEP Methodology documentation, requisite reports and any additional project specific information required

Project Sponsor

· Overall owner of the project (typically the VP of the business unit driving the project or a Director of an area within that business unit)

· Is also responsible for providing strategic direction to the project.

· Financial accountability

· Applies resources to a project, including appointment of a project manager

· Is the focal point for project decisions that are beyond the project manager scope, as well as the project representative to upper management

· Reviews and approves all SEP deliverables (as appropriate) in addition to approving all phase transitions

Executive Stakeholder

· Reviews weekly status and schedule reports provided by the PMO

· Is the executive owner of the entire program and represents the program to the executive board

· Provides direction and makes decisions on highly critical issues and project prioritization

· Approves overall funding for the program
Business Systems Manager

· Is responsible for business/ user requirements definition and monitoring on projects that affect a business unit outside of IT. These would typically seek to deliver a specific business system. (i.e.: sales automation tool)

· Works with Project Manager to identify, classify, and mitigate project risks

· Performs cost/ benefit analyses regarding product and tool selection 

Core Team

· Is comprised of the project manager and any team leads who are responsible for directing the overall work effort of the project

· May also include representatives from organizations that need to use, manage, and or approve new systems or products being created by the project

Project Resource

· Are responsible for specific task on a project

· Will usually be managed by a team lead or the Project Manager

· May be either external or internal to Enterprise and may include: architects, planners, end-user representatives, developers, engineers, analysts, DBA’s, system administrators, technicians, testers, trainers, coordinators, etc.

Program Management Service Areas:

· Performance Reporting (including schedule & status reporting)

· Financial Management

· Vendor Management

· Issue Management

· Quality Management

· Change Management

· Risk Management

Performance Reporting

Definition

Performance Reporting involves documenting the program's performance against the plan. Performance Reporting addresses a variety of audiences (and levels of responsibility), both internal and external to the program. 

Objectives

The objectives of Performance Reporting are to provide consistent and regular reports that:

· Recognize progress of the program, both positive and negative

· Provide the program with early warnings of potential problems

· Enable management with information that can be used to keep the program operating smoothly

· Enable communication between key parties

Benefits

The benefits of Performance Reporting are:

· Provide a reporting process that assures that key parties are communicating with one another

· Provide early warning of potential problems or issues to ensure that the program operates smoothly, plans recoveries, and limits potential harm. 

· Ensure that the program makes orderly progress towards key milestones through progress metrics

· Integrate performance reports and program financials 

· Capture all program information regarding scope, schedule, cost, and quality 

· Recognize and target multiple audiences and uses for the program's performance reports

· Provide reports with the following characteristics

· Audience Focused

· Accurate

· Consistent

· Understandable

· Useable

· Analyzable

· Timely
Suggested Use 

The Program Management Office (PMO) implements and executes Performance Reporting. The four components of Performance Reporting are:

· Establish Program Standards

· Request and Collect Data

· Consolidate Information

· Report Development and Continuous Improvement

· Communications Reporting

In addition, Communications Reporting, a component of Performance Reporting, effectively communicates the information produced in the Performance Reporting service area to the organization.

Establish Program Standards

· Establish the reporting and communications process and team organization

· Establish the personnel roles including participation in program and/or project management 

· Establish the project/program communication and reporting type and frequency, and the results they will receive 

· Establish the involvement in significant program and/or project-related decisions

Request and Collect Data (from multiple sources) 

· Request data from the following sources:

· Project Progress Reports - via MS Project Plan - weekly

· Scope – via Status Reports - weekly

· Cost – via Status Reports - monthly

· Issues and Problems – via Status Reports and issues database

· Vendor – via vendor invoices 

· Identify unavailable data

· Work with source to develop appropriate data (if necessary)

Consolidate Information

· Summarize the information into appropriate performance reports:

· Project level

· Program specific

Report Development and Continuous Improvement 

· Plan the reports, continuously monitor, and improve the reports ensuring that the reports always address the following criteria:

· Audience Focused

· Accurate

· Consistent

· Understandable

· Useable

· Analyzable

· Timely

· Enable predicting 

· Enable identifying potential problems

· Obtain approval of the performance reports from all stakeholders

· Publish the performance reports and distribute to the Program Director, Project Managers and to all project leaders
· Some examples of possible dimensions of performance include: 

· Scope (deliverables and work processes): Planned, actual, and projected accomplishment 

· Cost (workday and dollar): Planned, actual, earned, and estimated at completion 

· Time (schedule): Planned, actual, and estimated 

· Quality: Planned, actual, and projected achievement 

· Risk: Planned, actual, and projected reduction 

· Benefits: Planned and achieved 

· Issues and problems: Defined, corrective actions analyzed/selected, and status/management actions required

Communications Reporting

Communications Reporting involves the effective communication to the organization. The objective is to ensure the delivery of the right message, by appropriate sender(s), to necessary audience(s), through appropriate channels and vehicles. Successful implementation will positively affect the work environment and relationships with sponsoring organizations, employees and other stakeholders. 

Financial Management 

Definition

Financial Management involves the control and management of the program's budget and other finances as well as the financial reporting for the program. 

Objectives

The objectives of Financial Management are to:

· Ensure that all costs relating to the progress of the program are planned and tracked, including operating and capital expenditures and workdays

· Report status on projects related to the program for which we do not have budgetary control but fall within the scope of the overall program (e.g., infrastructure development)

· Quantify, support and maintain the financial aspects of the business case for the program
Benefits

The benefits of Financial Management are to:

· Explicitly define the financial controls and processes for the program

· Control and forecast project costs

· Improve estimates with consistent financial factors

· Identify potential over/under spending early

· Integrate with the performance reporting function

· Provide the process to consistently request financial approval from key stakeholders

Suggested Use 

The PMO generally performs the Financial Management functions.   This section documents only the critical components of program Financial Management and reporting.  This section does not address the financial reporting typically required for companies (e.g., general and subsidiary ledgers, balance sheet, income and expense statements, etc.).  The seven components to Financial Management are:

· Financial Management

· Collect Data

· Create and Maintain the Costing/Budgeting Factors

· Set the Baseline

· Participate in the Initiation of Projects

· Monitor/Control Costs

· Report Financial Results

Financial Management

· Establish financial guidelines for projects within the program

· Compile budgets via Cost Estimate Worksheets

· Periodically quantify and maintain the financial aspect of the business case

· Conduct periodic financial analysis as required

· Maintain Financial Control of the program’s projects and oversee the results of the “other” projects

· Assist in estimating realistic budgets to which the program should adhere

· Establish and maintain a chart of accounts which categorizes the activities in a logical manner

Collect Data 

From the following sources:

· Organization

· A prime contractor 

· Subcontractors/Suppliers
Create and Maintain the Costing/Budgeting Factors

Determine the requirements and approach for handling program costs, the following are the key steps: 

· Determine the likely types and sources of program costs 

· Types of costs include direct labor and materials (i.e., direct charges to program accounts) and indirect costs (i.e., allocations of costs to program accounts). 

· Sources of costs include sponsoring organization units, the prime contractor (if one is involved), subcontractors, and suppliers. 

· Determine the estimating approach and factors to determine each type of program cost

· Determine the cost factors for each type/source of cost 

Set the Baseline

· Solicit estimates on project payroll and expenses by headcount/hours from Project Management

· Project Sponsors ensure assignment of budgets

· Consolidate projects to form the aggregate program level

Initiate Projects

Once the project defines the detail estimates and submits project authorization, the PMO sets up a cost control mechanism to:

· Initiate the project

· Track actual expenditures

Monitor/Control Costs
· Receive all invoices requested for payment

· Implement invoice approval process

· Collect all invoices in a repository

· Track invoices against projected budgets

Report Financial Results

· Prepare financial reports on a monthly basis

· Gather data from project accounting reports

· Input actuals into the reports

· Send financials to Program Leads

· Determine variances explanations with Program Leads and report/explain significant deviations from plan

· Reforecast financials based on data

· Rollup data for summary report to management

Vendor Management

Definition

Vendor Management involves assisting project and program managers with selecting and managing resources from outside the organization, both suppliers and contractors. This includes products and services that are part of the business capability (e.g., software or physical assets) or used to create the business capability (e.g., office space or temporary workers). Vendor Management supports Resource Management (limited in Version 1.2 of the PMO Framework) for resources procured from outside the organization.

Objectives

The objectives for Vendor Management are to:

· Meet the program’s objectives by assisting in the selection of vendors and establishing a business relationship with them to purchase appropriate technologies, products, and services

· Establish contract and manage any changes to the contract

· Assist in the management of vendors

· Efficiently use internal resources and skills by identifying opportunities to supplement internal capabilities with qualified vendors

Benefits

The benefits of Vendor Management are to:

· Save time and money by:

· Assisting the management of the vendors to better obtain quality products and services 

· Developing relationships and partnering alliances with vendors

· Developing standards for vendor quality metrics approaches for reporting, pricing, and billing and ensuring that all vendors comply

· Developing standard wording for common contract clauses

· Identifying priorities for vendor selection criteria

· Understanding the business arrangements between the sponsoring organization and the vendor (and any business partners)

· Gain efficiency in internal resources and skills by identifying opportunities to supplement internal capabilities with qualified vendors

Suggested Use:

The PMO facilitates Vendor Management in conjunction with the Program Manager and other Stakeholders.  The five components to Vendor Management are:

· Vendor Planning

· Vendor Selection Assistance

· Establish Contract Terms and Conditions

· Monitor

· Contract Closure

Vendor Planning

· Identify all products and services required for the program

· Identify the available budget

· Identify and involve all groups affected by the use of a product or service

· Define the Vendor Team(s) responsible for each product or service area (facilities, network, package, etc)

· The Vendor Team will work with Program and Project Managers to:

· Identify vendor candidates

· Develop and send a Request for Information (RFI) to the candidate vendors

· Define the selection criteria to determine candidates 

Vendor Selection

· Prepare and issue the Request for Proposal (RFP) 

· Identify a Vendor Team member as the single point of contact to clarify candidate issues 

· Define the selection criteria 

· Evaluate vendor proposals to determine minimum requirements satisfaction 

· Notify and remove candidates that do not satisfy requirements after notification

· Reach a consensus on the selected vendor

· Formally notify the legal department about the upcoming contract review

Establish Contract Terms and Conditions

· Define the legal commitment between the company and the vendor

· Work with the selected vendor to reach an agreement on the contract content and wording 

· Establish a contract pricing and billing approach with the Program Manager and legal department

· Schedule a contract review meeting with the selected vendor

· Evaluate any given vendor alternatives to assess their impacts

· Concurrent with negotiation process, the Program Manager obtains funding approval from the Executive Sponsor

Monitor

· Monitor the contracted vendor to ensure that they proceed as planned

· Identify variances, issues, process changes, contract disputes, and billings and resolve with the vendor

· Prepare and clear billings with the Program Sponsor 

· Coordinate contract changes to guarantee that they will align with the overall program change control process

· Ensure that project teams assess that the Vendor satisfied the contractual requirements and the overall project objectives

· Document any incidents of non-compliance in the form of issues

Contract Closure

· Ensure that the Vendor met all contract obligations and the program met its commitments to the company

· Verify that the project team users perform an acceptance review to guarantee the product or service delivered meets program expectations and commitments

· Verify that the Program Manager notifies the purchasing department after the successful completion of the acceptance review to release final payments

Issue Management

Definition

Issue Management involves the process for identification, analysis, resolution, reporting, and escalation of the program’s issues – decisions to be made regarding the development of the business capability or the management of the program.  The process will enable the Program to create strategies to effectively address potential barriers to program success.  

Issue management should be carried out at all levels within the program: team, project, and program, and the issue management process should ensure that issues are resolved at the appropriate level (i.e., team, project, program, executive) and communicated as appropriate.

Issue characteristics, meaning and use:

· are resolvable with action items

· span projects or programs

· can be escalated

· are proactively discovered during the course of development

Objectives

The objectives of Issue Management are to:

· Provide informed, proactive and timely management of issues

· Analyze project and program concerns and issues including those that span multiple areas 

· Ensure all stakeholders are informed and, if applicable, participate in the resolution

Benefits

The benefits of Issue Management are to:

· Facilitate appropriate escalations for project issues that remain unresolved 

· Enable timely issue resolution through:

· Prioritizing issues includes those which affect the service, schedule, costs, performance, or quality

· Notifying all affected parties 

· Reporting of issues frequently and  periodically

· Defining the escalation process

· Improve quality, root cause analysis, key learnings, metrics, and future risk analysis through documenting issue resolution history

· Resolve broad issues, for example that span multiple areas

Suggested Use:

The PMO will be responsible for the design and oversight of Issue Management processes.  The key functions include:

· Issue Management

· Issue Escalation

· Issue Reporting

Issue Management

· Design the issue management process

· Oversee the execution of the process

· Take responsibility for facilitating the resolution of specific issues

· Proactively manage open issues to facilitate their timely resolution

· Identify contacts from each group (e.g., Human Resources, Finance, Quality , etc.) to assist in identifying, clarifying, and communicating concerns and issues in their respective areas

Issue Escalation
· Escalate issues that impede the progress of a project and are beyond the authority of the Project Manager to resolve. These issues generally:

· Cannot be resolved within an individual project team 

· Are resolvable with action items 

· Affect program/project scope, costs, schedule, projected business performance, or business capability design 

· Affect multiple projects or releases

· Do not have a clearly defined owner

· Focus on issues meeting the following criteria:

· Mission Critical issues 

· Past due issues (Mission Critical, High, Medium and Low)
Issue Reporting
· Assess the overall issue status  (e.g. new issues per period, critical issues, etc.) on a regular basis. 

· Monitor issue resolution progress and identify potential bottlenecks and increases in the number of open issues

· Integrate the overall issue status in weekly program reports

· Examples of issue metrics include:
· number of new issues and issue resolution over time

· timeliness of issue resolution by issue importance

· mission critical issues and their due dates

· total number of open and closed issues

Quality Management 

Definition

Quality Management involves ensuring that the expectations and quality requirements of the program are understood and actively managed. Quality Management contains six components: expectation management, quality verification, process management, metrics, continuous improvement, and rewards and recognition.

Objectives

The objectives of Quality Management are to:

· Ensure the delivery of a quality product that successfully realizes the intended benefits 

· Successfully meet expectations of the program stakeholders

· Uniformly apply the approved principles, measures, standards, and methods 

· Create an environment fostering continuous improvement

· Actively manage and continue to leverage the “knowledge capital” of the organization

Benefits

The benefits of Quality Management are to:

· “Build in Quality” vs. “Inspect Quality” by not relying on back-end inspections to achieve quality

· Set project expectations that the program will deliver quality, complete work “first time right,” achieve all the benefits, and meet all user expectations

· Enable continuous process improvement

· Enable customer driven measurement - quality is achieved when the customers state that quality is delivered (e.g., via surveys)

· Enable people - everyone is responsible for the quality of the program (e.g., there are no “other” people responsible for the quality in our program)

· Maximize solutions by involving project members, the people closest to the problems and opportunities for improvement with the program’s development environment

Suggested Use 

Quality Management is primarily defined using two premises: first, developing an explicit understanding of what quality means to the sponsor and stakeholders; and second, ensuring that those requirements are consciously built into the program at the start, rather than simply looked for at the end of the program. 

The following components help ensure these goals:

· Manage Expectations

· Verify Quality

· Process Management

· Define Metrics

· Report Quality Metrics

· Continuous Improvement

· Establish Rewards and Recognition

· Quality Training and Orientation

Manage Expectations 

Managing expectations focuses on two components: understand and manage stakeholder expectations 

· Understand Stakeholder Expectations - understand who the program's stakeholders are and identify the best way to collect their expectations including gathering, categorizing, and prioritizing expectations

· Manage Stakeholder Expectations - ensure that expectations remain realistic throughout the duration of the program effort

· Analyze progress on expectations

· Share expectations with the program team and stakeholders

· Address expectations that are not met

· Monitor stakeholder perceptions

· Keep expectations up to date and relevant

· Implement improvements to address expectations that are not at the desired level

· Communicate expectation status/and evaluate progress on expectations

Verify Quality  

· Identify critical targets for quality verification

· Define the criteria and processes to ensure the desired quality levels; targets for assessment will include:

· Deliverables

· Processes

· People

· Deliverables - confirm the use of the V-Model of verification, validation, and testing, including the use of quality testing techniques such as stage containment and entry and exit criteria

· Processes – Evaluate compliance to key processes for example (potential long-term goals of the PMO):

· PRP (Program Realization Process)

· CMM (Capability Maturity Model)

· ISO 9000 audits 

· People

· Measure team satisfaction periodically 

· Address satisfaction gaps through assigning responsibility, designating completion dates, and communicating the plan

Process Management

· Clearly define and obtain agreement for process boundaries

· Identify users and suppliers of the process

· Ensure processes are described at the appropriate level of detail

· Identify how metrics and goals are tracked and collected 

· Provide ongoing evaluation and improvement of the process using any of the following techniques:

· Perform desk checks on the process -- look for gaps and redundant steps that add no value

· Assess compliance to the process 

· Perform root cause analyses on performance gaps

· Discuss changes or improvement following the execution of a process or a project
Define Metrics

· Define the criteria for determining the appropriate metrics 

· Define the required measurement and reporting processes

· Identify resources to gather, analyze, and report metrics

· Define a process for piloting the selected metrics

· Identify implementation requirements 

· Identify the requirements for communicating metrics and results

Report Quality Metrics:

· Provide reports that are easy to interpret and use in order to understand and improve the quality of the development process.  The following are examples of some quality metrics:

· Schedule vs. Complete deliverables

· Issues per work group

· Average quality review turnaround

· Average quality review duration

· Estimate at Completion (EAC) vs. original budget

· Errors per test phase

Continuous Improvement (CI)

· Define an organization-wide CI policy to ensure that improvement efforts are integrated

· The following techniques help increase program member involvement in CI activities:

· Broadcast communication - builds participation through messages developed to convey specific messages

· Post Mortem Meetings – reviews at project completion to identify CI opportunities

· Team member feedback – obtain and track feedback on all aspects of the development environment

· CI opportunity management - tracks and responds to the identified CI 

· Quality Action Teams (QATs) - a virtual project team that identifies possible solutions to a CI Opportunity 

· CI recognition program - rewards to encourage participation in CI

· Expert assessments - ensures quality services and delivery of value 

· Stakeholder, Team Member and Application User Satisfaction Survey - helps PMO quantify overall satisfaction in combination with the Post Mortem documentation.

Establish Rewards and Recognition

· Establish a governing body for the rewards and recognition process within the program, the responsibilities of this team include:

· Identify behaviors to reward

· Identify initiatives that support the program's goals

· Define eligible participants by identifying which groups or individuals are targeted for the program

· Define award criteria, reward, frequency, and responsibility

· Develop a communications plan initial and ongoing initiative roll out 

· Define the process for how an individual or team participates in the reward initiative

Change Management 

Definition

Change Management is the process of managing proposed changes to program scope defined during the requirements phase.  This process will ensure consistent handling and escalation of change requests. 

Objectives

· Provide a defined process for managing change to requirements

· Provide guidelines for approving and escalating changes to requirements

· Provide executives and program/project members with timely information regarding changes to requirements
Benefits

Successful implementation will:

· Positively affect the work environment and relationships with sponsoring organizations, employees and other stakeholders by minimizing scope churn/creep.

Suggested Use:

· Consistent handling and escalation of change requests

· Obtain Program/Project Sponsor support for the process; Sponsor must ensure program is following process and not going “outside” the process to include new scope

· Requirements must be baselined prior to implementing Change Control process 

Future Considerations and Recommendations for the PMO:

· Configuration Management

· Release Management

· Contingency Management

· Resource Management (as a full capacity/service area of the PMO)

Project Management: SEP Methodology

The Systems Engineering Process (SEP) Methodology will serve as the common structure for project management and tracking integration with the PMO.  (Three letter acronyms for each deliverable are in parentheses below: these will be used as a common nomenclature for all templates and reporting). The process consists of eight phases, each with a fixed set of deliverables to be submitted to the PMO.

PMO-Specific Deliverables:

· Project Update Form (PUF)

· Change Request Form (CRF)

· Issue Log Form (ILF)
Phase 1: Initiation Phase

· Project Initiation Form (PIF)

· Sponsor Formalization Letter (SFL)

· Project Manager Appointment Letter (PMA)

· Core Team Roster (CTR)

· Project Guidelines Document (PGD)

· Target Completion Letter (TCL)

· User Requirements Document (URD)

· Phase Signoff Letter (PS1)
Phase 2:  Planning Phase

· Project Definition Document (PDD)

· Data Analysis Document (DAD)

· Technical Analysis Document (TAD)

· High Level Solution (HLS)

· Vendor Resume (VRE)

· Vendor Selection Checklist (VSC)

· Vendor Reference Questions (VRQ)

· Vendor Selection Matrix (VSM)

· Cost Estimating Worksheet (CEW)

· Risk Analysis Matrix (RAM)

· Phase Signoff Letter (PS2)
Phase 3: Design Phase

· System Infrastructure Specification (SIS)

· Software Requirements Specification (SRS)

· Interface Requirements Specification (IRS)

· Performance Requirements Specification (PRS)

· Data Development Plan (DDP)

· Software Development Plan (SDP)

· Communication Plan (COP)

· Quality Assurance Plan (QAP)

· Phase Signoff Letter (PS3)
Phase 4: Construction Phase

· User Manuals (UMS)

· Project Assurance Letter (PAL)

· Phase Signoff Letter (PS4)
Phase 5:  Testing Phase

· Test Plan Checklist (TPC)

· Test Logs (TLS)

· Bug Tracking Reports (BTR)

· Phase Signoff Letter (PS5)
Phase 6:  Implementation Phase

· Training Plan (TPN)

· Installation Rollout Plan (IRP)

· Phase Signoff Plan (PS6)
Phase 7:  User Support Phase

· Helpdesk Plan (HDP)

· Phase Signoff Letter (PS7)
Phase 8:  Completion Phase

· Close Out Letter (COL)

· Post Mortem Documents (PMD)
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