Evaluating Project Management Practices

Project

We originally planned this article to show how to set up a project manage-
ment office. True to the rules of running a project, however, our plans changed once we began
refining our scope. We quickly realized that the form a project management (PM) practice takes, though
important, is secondary to the functions that need to be improved or developed.

Bristol-Myers Squibb, for example, has had a centralized PM office in the past. “It became too bureau-
cratic,” says Jack Pinter, the executive director of BMS' Information Knowledge Management group. “We
needed to bring it back down to the project level.” The company—from the executives on down—exam-
ined what its current difficulties were, what its peers were doing, and where it wanted to be, then
designed an intensive training program and custom PM framework. Their reorganization emphasizes
several important points: Don‘t look back. Even though Bristol-Myers was widely seen, internally and
externally, as having a successful PM practice, it knew it could do better. Do look around. An industry’s
worth of experience produces better practices than any one company’s best. Look inside for support.
Executives showed that they valued project management enough to devote their time.

This map is based on those principles of continuous evaluation and improvement. It begins with a
companywide assessment, below, that provides a PM maturity “score.” That score translates to a level
describing where your company stands, and what it should do next. The highest score takes you to

Level 5, which, as you'll see, repeats the message: There’s always room for improvement.
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ASSESSMENT: Project Management Maturity

As focused on metrics and milestones as the project management industry is, it has yet

to agree on a single gauge for PM performance. Baseline created this miniature assessment to

help companies get a feel for where they stand. Like existing tools from PM Solutions, Ibbs
Consulting and others, it combines the Software Engineering Institute’s definitions of maturity

with the nine practice areas outlined in A Guide to the Project Management Body of Knowledge.

Not at all true  Absolutely true

Struggle

Seeking guidance

A technology department
without a true project
management practice isn't
necessarily ineffective, but it
is almost certainly inefficient. A
Level 1 organization often gets
a lot done but is never quite
sure how. Project managers
typically do double duty as
programmers or business
analysts, and projects succeed
mostly through sheer willpower.
Leaving Level 1 is a mostly
administrative task; it involves a
great deal of sitting, sharing and
writing it all down.

TRAITS: » Ad hoc

» Inefficient

SAVINGS: » N/A

GOALS: » Agree on a

process

How Skilled Are You?

A world-class project-management practice requires
world-class project managers. Most staff will benefit
from training to draw out their innate potential.

1

a. PERT charts b. Monte Carlo analysis
c. Heuristic inspection d. All three
2
a. Lack of skill b. Too much risk
c. Lack of funds d. Poor communication
3
a. List of tasks b. Positive return on investment

c. Feasibility study d. List of critical success factors

a. Schedule b. Budget
c. Labor d. Risks
5
a. required tasks b. the best path to completion
c. tasks without d. the fastest path to completion

schedule flexibility

See if you qualify for formal certification
You've got potential; find a mentor
Make training your next project

CHECKLIST: Critical Failure Factors

Everybody makes mistakes, poet Howard Nemerov once said; some
people just make the wrong one. For projects, as well, certain problems
spell disaster. If three or more of these factors are true for your project,
it's time to consider cancellation.

[J The project has multiple sponsors.

[] The sponsors are collectively responsible for the outcome.
[] The delivery date has been pushed back more than once.
[] Team members report to their department managers.

[[] The project manager is the final arbiter of disputes.

Moving from Level 1 to Level 2 is like moving

from medieval scribes to a Xerox copier. Not

having to rebuild every template and risk plan

from scratch helps save money. But the

biggest returns are achieved by being able to rein in out-
of-control projects and cancel impossible ones—early. Of course,
this assumes PMs have the right to do so, an authority that is
often given to a formal project office.

» Process-oriented
» Scope creep under control

TRAITS:

SAVINGS: » Fewer runaway projects
» Templates and work reused

Structure

Managing work

GOALS: » Improve requirements-gathering

» Decrease number of defects

CALCULATE SCORE
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