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3pobaeno ananiz 36imie ocmanHix 00CHIOJNHCeHb 8 0OIACMI 3ACMOCY8AHHS 0Qica YNPAGNIHHSA NPOEKMAaMU
(OVII) 6 opeanizayisx. Buxonano nopieHanus nioxooié 6 YRPAGNiHHI NPOeKMAMU HA NIONPUEMCIEAX 3
OVII pisnux pisnie 3pinocmi ma 6e3 Hbo20. 3a donomozorw Odiacpamu <l pososa Xmapa» i3 meopii
obmeoicenns  cucmem (TOC) HaseOeHO piwieHHA KOHGAIKMY RPUXUTbHUKIE MA  CYAPOMUBHUKIG
imnaemenmayii cmpameziynozo OVII 6 opeanizayisx.

Kniouogi cnosa. ynpaeninna npoexmamu, ogic ynpaeninna npoekmamu, oiazpama 2po3oea xmapa,
meopisn 00MedHcennn cucmem, NIONPUEMCIEO

IIpogeden ananuz omuemos no NOCACOHUM UCCLe008AHUAM 8 00IACMU NpUMEeHeHuss oguca ynpasnenus
npoexmamu (OVII) 6 opeanuzayusx. Beinonneno cpasHnenue nooxodoe 6 ynpasieHuu npoeKkmamu Ha
npeonpusmusix ¢ OVII pasznvix yposneil 3perocmu u 6e3 nezo. C nomowwio ouazpammsl <l pososas myua»
u3z meopuu ocparuyenus: cucmem (TOC) npugedeHo peuienue KOHGAUKMA CMOPOHHUKOS U NPOMUBHUKOG
sHedperus cmpameeuyeckozo OVII 6 opeanusayusix.

Knrwouesvie cnosa. ynpasnenue npoexmamu, opuc ynpasienus HpOeKmMamu, OUAzpamma 2po3oeasn
myua, meopusa 02paHuyeHus cCucnmem, npeonpuamue

The analysis of reports on the last researches rieaaof project management office (PMO) in the
organizations is carried out. Comparison of appro@s in project management at the entities with PMO
of different levels of a maturity and without ieigsecuted. It is shown that the effectivenessgsrizations
orientation determined by the level of activitygroject approaches, implemented with the help ofdt
Management Office through continuous improvemedesign processes and operations. At the same time
plays a decisive role effectiveness and objectofitye customer feedback to the project officé alaws

you to get both positive and negative evaluatisosifall stakeholders for making design decisiorie T
task of the project office is to broadcast the ieguents of the project environment in specificrapieg
procedures by implementing project management gease through the exchange of knowledge and
experience of best practice with other organizatiBy means of the "Evaporated Cloud" diagram from
the theory of constraints the solution of the don#bf supporters and opponents of implementatibn o
strategic PMO in the entities is given.

Key words: project manajement, project managemeffice, evaporated cloud diagram, theory of
constraints, Entit

Introduction related services to support a business unit orsidivi
within an organization including, but not limited, t

Project Management Institutes (PMI's) PMOporifolic management, governance, operational ptoje

Community of Practice (CoP) with Subject MatterSupport and human resources utilization.

Experts (SMEs) identified five PMO Frameworks [1-5] 2. Project-Specific PMO/ Project Office/ Program
1. Organizational Unit PMO/ Business Unit PMO/¢fica provides project-related services as a

Divisional PMO/ Departmental PMO - provides pro}ecttemporary entity established to support a specific
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project or program. It may include supporting data In 2012, the majority (62%) of organisations have
management, coordination of governance, reportinbeen operating projects within the Level 4 or 5 of
and administrative activities to support the prbjec maturity. This indicates a significant rise in PM
program team. maturity over the last eight years. Without the
3. Project Support/ Services/ Controls Office oimplementation of these core elements, projectstinan
PMO - enables processes to continuously suppatgk of not meeting schedule, scope, budget, gualitd
management of project, program or portfolio workousiness benefits. [3]
throughout the organization. Uses the governance,
processes, practices, and tools established by the

organization and provides administrative suppont fo Since 2008, the percentage of projects that project
delivery of the project, program or portfolio work managers say have met their original goals anchbssi
within its domain. intent has declined by 10 percentage points (frém 7

4. Enterprise/  Organization-wide/  Strategicipercent in 2008 to 62 percent in 2012). Research wa
Corporate/ Portfolio/ Global PMO — is the highestdl  conducted in July 2013 among 533 PMO leaders who
PMO in organizations having one. This PMO is ofteaye final decision-making authority for their PM@]
responsible for alignment of project and prograntiwo Project results by established PMOs result in
to corporate strategy, establishing and ensuringrojects with higher quality and business beneféts.
appropriate enterprise governance, and performinge third global PM survey the 1,524 respondergsfr
portfolio management functions to implement strateg3g countries and within 34 industries shared their
alignment and benefits realization. insights with the PricewaterhouseCoopers (PwWC). On

5. Center of Excellence/Center of Competency the current state of PM respondent feedback ineicat
supports project work by equipping the organizatioRositive relationship between the length of timeMO
with methodologies, standards and tools to empow@ks been established and successful project
project managers deliver projects successfully. WKerformance. In comparison to organisations whaitl s
increases the capability of the organization thtougthey do not use a PMO, or have had a PMO in place f
good practices and a central point of contact fofget |ess than six years, organisations who establiBM®
managers. [1] for six years or longer reported higher performairce

In our article we try to solve problem for upgradeyelivering high quality (74%) and achieving the
maturity level of PMO in organizations up to stgite intended business benefits (62%). [4]
or Enterprise level (EPMO). The 2011 report by Forrester Research,”Are You
Ready to Transform Your PMO?”, demonstrates the
need for a stronger linkage between the PMO anitbisen

When organizations continue getting better agxecutives: “PMOs that have been abled to bringigba
executing their projects and programs, they driveeport directly into senior management. The most
success. But when organization executives undezvalguccessful PMO leaders we interviewed, report to C-
the benefit of effective project, program and puitf |evel executives, which give the PMO authority to
management - strategic initiative management - fhedy enforce changes as well as accountability for sttjpyp
real money at risk, and perhaps more. practices that drive company’s success.” [5]

All strategic change in an organization happens  Staying true to the goals of a project or program
through projects and programs. When they faihas always been a key element of success, buticgeep
organizations lose money and marketshare, and thegyope and new priorities not aligned to strategialg
become less likely to execute their strategies arnghn skew projects off-course. It is therefore inqoir
squander competitive advantage. Projects, progeanis for PMOs to evaluate performance, be self-critatl
especially portfolios need to be managed by skillechssess work in the context of the organizationsraly
trained professionals in a standardized way through success. This consequently reinforces the busiradas
an organization and align with organizational giggtto of the PMO and helps senior managers understand the
ensure success. contribution being made [6-17].

Performance in meeting project goals, timelines  Separate research by PMI into the relationship
and budgets significantly impacts an organization’setween highperforming departmental PMOs and their
ability to thrive. Organizations with high performee in  enterprise PMOs revealed that 49 percent of high
these three measures risk only US$20 million pe$US performers often consulted the EPMO regarding risk
billion spent, while their less successful peeap@@dize assessments, whereas 45 percent were in searisélfor
US$280 million for the same US$1 billion spent. §hito realign or prioritize the portfolio. Low perfoars
magnitude of difference could make apart orgarorati reported only 28 percent and 29 percent, respéc{®ke
sustaining and discontinuing operations. [2]

Analysis of the last publications

Problem setting
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[D']: What action do you take to meet the need in C?
. o [A]: What is the common objective achieved with
While no two PMOs are created equal, it is cleagsih B and C? 8]
that the role of the PMO is expanding in many  one of the conflict reasons between supporters of
organizations and that for many others there @8 gpMmo and its opponents is a local vision of project
desire to expand the role of PMO to be much morg,m members, who don't own a situation from thietpo
strategically focused through expanded scope @ iew of owners of business or a C-level manageme
responsibility and partnering with business leaders They aim, using the best practices and PM-
advance importgnt organizationall obj:ectives [6-14]. methodologies or simply the self experience, atway
The analysis of the last publications showed that iy finish the project which is charged to them.
the presence a_t entities SPMO or !EPMO with h|gher But, if taken separately, projects are completed
level of a maturity, they reach objectives muchcker, g ,ccessfully by any criteria (time, cost, qualisc.), it
with smaller risks, and therefore costs. The pLpos yoesnt necessarily mean that they brought adaition

Vnpasninnus pozsumkom ckraonux cucmem (17 — 2014)

Research objective

article is to find the decision for concerned partivithin
an Entity which will reduce internal resistancectange
and help combine efforts to establish a SPMO.

value or other benefits to the firm. By the timetlog¢ir
closure external conditions of an environment of th
entity could change, and strategy of Enterprisdccbe

corrected. It means that so important for the entit
scarce resources (people, money, etc.) were waiste,

In case of implementation of EPMO aat the entitgidn't allow implementing other projects from
level it s been notices that there is natural tesee to a Enterprise portfolios, which could bring more bétsef
new from heads of functional departments, projegh turn. [6]
managers, contractors, etc. Representatives of ehch The Cloud of our main conflict is represented in
above-mentioned groups have their own reasons fp[g. 2.
concerns and resistance to EPMO implementatioris Le
try to understand this system conflict. [6] For sthi
purpose we use the conflict resolution diagrar
“Evaporated Cloud” (Cloud). [7]

The Cloud is the foundation in the Theory of
Constraint (TOC) Thinking Processes [18-22]. Thi
Cloud is the process of framing the conflict ané th
generator of the breakthrough solutions. For oseaech
we use a template of the Cloud of the conflict leetv
Local vision and Global vision (Fig.1).

Discussion

D Toleave
everything
as is. Do not
implement
strategic PMO

Do
Projects
“Right”

A
Achieving
Strategic
Goals
of Enterprise

D’ Improve
PM-culture.
Implement

strategic
PMO

“Right”
Projects

B Local D Do have
Positive — & Figure 2. The Cloud of main conflict between
Need Don’t want local and global vision
Objective Let's try to read our Cloud on Fig. 2 like a Z shlap
[B]—[D]—[C]—[D]—[A].
€ Global D* Do want [B]: For our Company it is important need does
Positive «— &

projects “Right” (on Scope/Time/Cost etc.).

[D]: At separate departments it turns out to cany
projects "right". It means for this positive neede
. ) . continue to work as before. We leave everythingsas

D — Entity is what tactic we have today, but it ISye don't implement strategic PMO.
undesirable effect (UDE) for us. D’ — entity is wha [C]: But each Company shall earn profit and isn't
tactic we Want_to have in feature — desirable ¢{fBE) able to afford to waste resources and money. Welwil
for us (I.EnFerpnse). i ) only “Right” projects (approved by Governance Bgard

E_>U|Id|ng a 9'0“0' IS done throug.h answering the [D]: For positive need [C] it is necessary to raeseel
guestions associated with each box in the Clouc T%famaturity of the Company and to implement EPMO.
sequence of answering these questions for the UDE [Al: If we carry out only “Right’ projects and da i
Cloud resembles a Z shape: {8[D] ~[C]-[D] —[A]. “Right” than we achieve strategic goals of the Camp

[B]: Why is this UDE undesirable? What important [D-D7] are in a direct conflict.
need of the system does it jeopardize or endanger? [D] Jeopardizes [C] because PM-managers and
, DI _What act!on should be taken to meet thedepartment managers have a local view to the pgsyjec
jeopardized need in B? that thay carry out. And there mindset does assonmpt

[C]: What other i_mportant need prevents us oM, their Local (Department) vision as shown in
always taking the action D? Table 1

Need Don’t have

Figure 1. Template of the Cloud for our research
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Table
Assumpshions for [B-D] arrow:
ID Assumptions
1. | To finish projects any possible way
2. | To carry out projects in the sequence acce
by heads of departments
3. | To fight for strategic resources for projects
the "proven" methods
4. | To assign PM-managers at the discretion of
heads of departments (resource managers)
5. | To manage projects according to PM-mana
experience — the main thing is the result
6. | To report on execution of projects to
approved milestones

particularly as individuals, just plain blocks uorh

1 control. If we ancor ourselves to the global vighe
view of the system, then we can have what we dd,wan
and no longer will we have to put up in boxes wivat
do not want. We must add something that is cunentl
ptedmissing. [9]

A solution to the problem is a change to the rgalit
by that removes a major reason for the existence ef th
Cloud. The way to achieve objective [A] is throuitie
removing or invalidating one of the significant
underlying assumptions. When a major assumption is
invalidated, then there is no reason for the Idgica
J€rSconnection to exist and hence one of boxes may

disappear from the reality, causing the conflict to
he disappear or evaporate. Hence, this process isdctie
Evaporating Cloud.
A win-win solution the TOC way means that the

he

—

In Table 2 we can see the assumptions of EPMfctics are not in conflict and that the solutiopysorts
supporters from global point of view.

Often the logic of our everyday beli

even learning from others experience.

Table
Assumpshions for [C-D’] arrow:

both [B] and [C] needs. It means that we do nodrtee
efs,compromise on the achievement of the necessary
conditions [B] and [C] and therefore we increase th
chance of reaching the desired objective [A].

Finding an injection for solving conflict is an
important step in the process. Injections for

2

corresponding assumpshions for [C-D’] arrow are

ID Assumptions '
1. | To stop projects, the delivery of which ho ShowninTable 3.
longer meet the objectives of the company o . Table 3
2. | To carry out projects strictly in priority Injections for corresponding [C-D’] arrow
sequence approved by Governance Board assumpshions:
3. | To start only projects for which there are free ID i i I.njectlons : i
strategic resources in a pool 1. | If prOJ.ect is .“nght” then do it “Right”
4. | To assign the PM-managers by PMO |in otherwise stop it _
coordination with sponsors 2. | If dgpartments gave the project _proposals then
5. | To implement general PM-methodology at the to mglude them n the .Enterprlse’s projects
company shortlist on consideration by Govelrnanc.:e
6. | To provide the timely periodic reporting on B‘?af_d and then carry out projects strictly |in
execution and the forecast of all projects ffor priority sequence approved by Governance
monitoring by leaders Board.
3. | If all inner stakeholders knows schedule| of
Let's see on our conflict on Fig. 2 from the view strategic resources they planning schedule of
point of individuals (department) side. The locw is other resources to avoid waste and to start pnly
what we know and the global view is what we don't projects for which there are free strategic
know. All of the things that we do have and that we resources in a pool
don’t want are the consequence of some work — our4, [ |f PMO with heads of departments chodse
conscious competence [D]. The need that we aradryi candidates for PM-managers position then
to meet is hardly ever visited, if visited at dtl.is an PMO suggest them to sponsors for
unconscious competence. It is the desire to dovery corresponding projects
best as individuals [B]. On the other side, all thimgs 5. [ If in departments are experienced PM-
that we don't have and that we do want are the managers then there best practices will| be
consequence of knowing that we aren’t up to spead — consider for implement general PM-
conscious incompetence [D’]. We recognise that we methodology at the entity
don’t know how to perfect the things that we do wan [ [ f project has aprooved baseline tHen
And we do this [C] and don't even know why - corresponding monitoring and control will be
unconscious incompetence. provided at all levels of management

We stop ourselves to the local view and we
erronously extend it to cover more that it showde

With our injections to corresponding

thinking if we start doing something new or diffete assumpshions we break the the [B-D] arrow of local
now something bad is going happen, and we lodésion and evaporate our Cloud on Fig. 3.
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Conclusion

Do
Projects
“Right”

High-performing PMOs - those with the greatest
force behind the completion of successful projecse
perceived as an integral part of strategy impleatéeort.
They are given a set of specific priorities and tasked
with making projects work in a way that complements
business goals. They have support, both financidlia
the form of skilled employees, and are asked taavge
with each project by learning from their mistakes.
PMOs equipped with a high level of decision-making
authority, as well as influence at the C-suite leage
much more effective than those operating at a lower
level and lacking the proper resources.

Effective organizations are often those with
confident PMOs that are self-critical and prepated

We must also change our policies an(}lear feedback - positive and negative - from

measurements to reflect our newly found SyStem@takeholders, and that are keen to act on advice to
outlook. continually improve the processes that underpitess
By means of one of the T@fundameptfall tools — in project and program management and therefoxe dri

Evaporated Cloud - we showed possibility of thebusiness results.

conflict resolution at the Entity level between pagers High-performing PMOs understand that sharing

and opponents of EPMO. insights and experiences with others in the orgditn
improves the value the PMO bring to the businesso A
critical to success is a commitment to the capsli
needed to drive the organization from the current t
future state.

Achieving
Strategic
Goals
of Enterprise

D’ Improve
PM-culture.
Implement

strategic
PMO

Do
“Right”
Projects

Figure 3. The Cloud with win-win solution after
injections to assumpshios
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