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INTRODUCTION

Why you need this guide

The decision to introduce or redesign 
a Project Management Office (PMO) 
usually comes from the executive le-
vel and has significant impact on an 
organization. 

This guide walks you through the 
design and implementation process, 
encompassing both technical and or-
ganizational aspects. It will help you 
incorporate a PMO into your company 
as smoothly as possible.  

It is aimed at top management, heads 
of PMOs and project leaders, whether 
or not they adopt ITM Platform as 
their PPM tool. 

Contents
  
Design is king
We will focus on how to choose the 
best PMO for your business and crea-
te a road map for implementation. 
We also discuss the benefits that the 
PMO is expected to deliver.  

Building bridges
The PMO should operate across de-
partments to coordinate projects and 
teams, rather than working in isola-
tion.

Best practice
We explore what defines a good PMO. 
Above all, it should offer clarity and 
direction, and create the right con-
ditions for portfolio management 
within the organization. 

Action points
We give guidance on the procedures 
that the PMO should put in place, gi-
ving pointers on when and how to in-
tegrate new processes into the orga-
nization. 

Projects are 
the engine for 
the delivery 
of corporate 
strategy.
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1Designing a PMO 

“If you have ten 
minutes to create 
something lasting, 
spend nine of them 
planning.”
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The first step on this journey is to ask 
one question: what kind of PMO suits 
my organization? There is no ‘one size 
fits all’ solution. An effective PMO is one 
that both meets the demands of today 
and adapts to those that may arise to-
morrow.

To define the mission and function of 
our PMO we should consider the stan-
dard models on offer and assess them 
based on the unique needs of our bu-
siness. That way we can determine 
which PMO best suits our reality.

In the eBook Roadmap to define your 
own Project Management Office we 
described the widely accepted types of 
PMO: ‘weather station’, ‘control tower’ 
and ‘resource pool’. Instead of using 
those terms in this document, we will 
draw a distinction between strategic 
and tactical PMOs. 

The first step on this journey is to ask 
one question: what kind of PMO suits 
my organization? There is no ‘one size 
fits all’ solution. An effective PMO is 
one that both meets the demands of 

today and adapts to those that may 
arise tomorrow.

A strategic PMO measures – and ul-
timately determines – how a project 
drives forward corporate strategy.

An operational or a tactical PMO is 
more focused on the success of in-
dividual projects.

An operational or a tactical PMO will 
ensure projects deliver their expected 
value. Strategic PMOs go beyond this 
to play an active role in planning stra-
tegy and will monitor and evaluate 
projects against the company’s stra-
tegic plan.  

Which type of PMO meets the needs of my organization?

Since no two businesses are 
exactly the same, the design 
process is bound to vary from 
organization to organization.

An operational or a tactical 
PMO will ensure projects deliver 
their expected value. Strategic 
PMOs go beyond this to play an 
active role in planning strategy 
and will monitor and evaluate 
projects against the company’s 
strategic plan. 

DESIGNING A PMO
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Which type you choose will depend 
on variables such as: the nature 
of the business, its organizatio-
nal maturity and management 
model.

A mature organiza-
tion has clear and esta-
blished processes, exe-
cuted by staff trained 
in those procedures. 
The holy grail in 
business exce-
llence is when 
your people 
know what 
they are doing and are constantly stri-
ving to improve. 

If your company is one of the lucky 
ones with a high degree of maturity, 
then implementing a strategic PMO 
should work like a charm. Organiza-
tions with a lower maturity level (and 
don’t worry there are plenty of those!) 
would be better off concentrating on 
the basics and introducing an opera-
tional or a tactical PMO. 

In practice, all organizations ma-
nage projects, whether they know it 
or not. What does your company do 
day-to-day? In other words, what is 
the nature of your business? Spend 
some time considering if the efficient 
management of projects is key to the 
success or failure of your company.

The greater the impact of projects on 
the business, the more need there is 

to introduce a strategic PMO. 

For example, an organization 
that is running cross-functio-

nal business transformation 
projects is crying out for a 

strategic PMO in contrast 
to organizations with 

discrete unrelated pro-
jects.

What is your 
company’s ma-

n a g e m e n t 
model? If ma-
nagement is 

project-based instead of/or in com-
bination with other models – eg ma-
nagement by objectives – it makes 
sense to implement a strategic PMO, 
since this PMO model highlights the 
relevance of projects to the organiza-
tion.

If the managing board is closely 
involved in the definition and delivery 
of projects, then this is fertile ground 
for the strategic implementation of 
the PMO. On the other hand, if the 
board’s involvement with the project 
portfolio is limited, this means pro-

DESIGNING A PMO

If you want the PMO to have 
managerial – rather than 
operational – functions, then 
you should opt for the strategic 
PMO model.
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jects are less relevant to the business 
– in this case, choosing an operational 
or a tactical PMO is the best option.

If the PMO has the power to “kill” pro-
jects, then it is strategic in nature.

That means the PMO a) understands 
the business, b) is aware of the re-
sources in use and c) understands the 
value added by each project. To sum 
up, the PMO has the information nee-
ded to make informed choices.

If this is not the case, then the PMO 
should be operational (providing 
administrative support to pro-
jects, support to the reporting 
mechanisms in place, and 
guiding project leaders) or 
tactical (managing the 
methodologies, resour-
ces and tools). 

There is no merit in choo-
sing one type of PMO 
over another. One is not 
necessarily more complex 
than another; they just ful-
fill different needs. 

Not every company requires a 
strategic PMO. We cannot stress this 
enough. If what your company needs 
is a tactical PMO then stick to that! 
Don’t overcomplicate life. In contrast, 
if a strategic PMO is required then you 
may want to establish a tactical one 
as the first step.

If the PMO has 
the power to “kill” 
projects, then 
it is strategic in 
nature.

DESIGNING A PMO
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How do you define a good PMO?

Regardless of the PMO you choose, the-
re are four universal parameters that 
are markers of quality and excellence:

1. Provides clarity: because of its 
objective and unbiased audits, the 
PMO is a source of transparency 
and intelligent analysis. It doesn’t 
just throw data at you. 

2. Facilitates decision-making: gi-
ves senior management oversight 
of the portfolio allowing them to 
make coherent decisions. Imagine 
your company is a car, the PMO pro-
vides the headlights that allow you 

to decide whether you need to turn 
left or right or even to stop. And 
how quickly to do so.

3. Enhances accountability: the 
PMO defines roles and responsibi-
lities, motivating and empowering 
people; ultimately this will also 
allow them to be held accountable.

4. Encourages shared ownership 
of goals: the biggest challenge for 
a PMO is to be accepted within the 
organization. Sharing the vision and 
expected benefits is a good way to 
get stakeholders on board.

These four questions might help to 
plan the future of our PMO:

1. Which projects should we pursue? 
Or, which are the projects that meet 
our organization’s goals in the most 
efficient way? 

2. Which projects should we start?
Out of all the project proposals in front 
of us, which should we prioritize? 
What’s the best way to plan ahead 
and optimize resource allocation? 

3. Which projects should we continue? 
Looking at the projects already in pla-
ce, which of them are accomplishing 
what’s expected of them? Which of 
the non-performers should continue?

4. Which projects should we kill? 
Following on from the previous ques-
tion, which projects aren’t worth con-
tinuing because the resources would 
be better employed elsewhere? 

To answer these questions, the PMO 
should align its PPM (project portfolio 
management) processes with your 
company goals.  Managing the port-
folio of projects means asking every 
day: how are the projects, programs 
and portfolios facilitating the achie-
vement of my company’s goals? 

If you can offer real-time information 
about on-going projects that help 
with decision-making the PMO will 
quickly win supporters.

9

DESIGNING A PMO
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1. Governance
2. Organization
3. Planning
4. Cost Management
5. Asset Management
6. Risk Management
7. Information
8. Quality Management
9. Change Managment
10. Resource Management
11. Communication Management
12. Procurement
13. Document Management 

Depending on the type of PMO on the 
table you will need to stress some as-
pects more than others. A strategic 
PMO will focus more on Governance, 
Organization and Planning, whereas 
a process-focused (tactical/operatio-
nal) PMO should concentrate on Qua-
lity Management, Change Manage-
ment and Document Management.

You cannot design a PMO without 
working out which model suits both 
the business and its clients.

Roadmap
Planning and implementing a PMO has 
a rhythm of its own. Don’t be tempted 
to rush. You risk chaos if the process 
rushes ahead of the organization’s 
own maturity by trying to tackle all 
the stages at once.

Roll out the implementation by buil-
ding on and consolidating the pre-
vious stages.

To create a consistent roadmap, you 
should consider:

The maturity of the organization. 

The goals suggested by the Board 
of Directors.

The available resources.

Positive and negative environmen-
tal factors.

With these parameters, we know our 
start and end points, the resources 
available and the pace at which we 
should go. 

Define the value that you expect a PMO to add

DESIGNING A PMO
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Let’s take as an example Booksy360, 
a mid-sized publishing company. This 
is their  roadmap divided into four sta-
ges, starting from a tactical PMO and 
moving towards a strategic one.

Period 1
Booksy360’s PMO steering group 
decides to establish a basic commu-
nication system, using a common 
language. In this system planning is 
based only on timeframes and deli-
verables. Document templates are 
created for each project type. Stake-
holders will receive reports about the 
status of their individual projects and 
Booksy360’s board will be kept up to 
date via a regular portfolio report.

Period 2
All communication channels are now 
established. The PMO encourages 
collaboration between units and pro-
jects. Inventory and purchasing are 

added as extra elements to plan, ma-
nage and control. Resource manage-
ment is now based on professional 
profiles, such as editors, writers and 
production engineers.

Period 3
Formal risk management starts, 
agreed by all departments. Alongside 
this Booksy360 initiates change and 
quality management. Even if these 
were taking place informally before, 
now they are at the heart of the pro-
cess.

Period 4
The final stage is when the actual 
strategic contribution starts. But it 
is long way down the line so for now 
Booksy360’s steering committee pre-
dicts it will include portfolio planning, 
benefit realization management and 
governance.

An example of a Road map

11

DESIGNING A PMO 
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2Before you set up the PMO

Once the PMO is defined with the 
road map that we’ve just created 
the next step is to implement it 
effectively.

The process of implementing 
a PMO varies from company 
to company, but the tools are 
more or less the same for every 
organization. We just need to 
select the most suitable tools and 
techniques.
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A good plan is only useful if it can be 
implemented in the field. For that you 
need adequate resources and a favo-
rable environment.

Before creating a PMO:

Ensure that your people have the 
right skill set

If you have neither the team nor 
the required skill set, it’s a good 
idea to limit the scope of the PMO 
so that it can be set up without the 
risk of failure. Embarking on a PMO 
without the appropriate know how 
is like setting sail on a ship without 
skilled sailors, the enterprise will 
unravel at the first ill wind.

Start with high-visibility, high-im-
pact projects 

Like every other business unit the 
PMO must prove its worth from the 
very beginning to win over naysa-
yers. A smart PMO manager will look 
to deliver early wins on to the sco-
reboard.  This is not always easy be-
cause of its cross-functional – and 
according to detractors – unneces-
sary nature. Tackle the most widely 
acknowledged problems first.

Identify the needs of the business 
clearly

The organization and the busi-
ness have needs that may or may 
not have been explicitly identified. 
Meeting these needs should be 
your starting point. That way you’ll 
start off on the right foot, giving 
you enormous leverage when it co-
mes to defending your decisions in 
the future. Do your research. 
For example, as a PMO expert you 
may consider it vital to set up a do-
cument template repository. But 
maybe what your stakeholders ac-
tually need is a way to decide how 
progress on projects is measured.

Have a solid framework that is in-
tegrated into the business 

A PMO that acts as a lone wolf is 
destined to fail. It is important that 
there are simple, fluid communica-
tion channels to ensure that ever-
yone is working in the right direc-
tion. Put these in place from the 
outset.

Draw up clear key performance in-
dicators

Having a lot of indicators does not 
necessarily mean having lots of in-
formation. Make sure that you not 
only have the right tools but also 
that the KPIs are relevant to your 
business. 

Keys to success

BEFORE YOU SET UP THE PMO
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Taking into account these factors 
should help you avoid the most fre-
quent problems in the PMO process 
such as: 

1. Not having enough support from 
the Board 
Without explicit support from the 
board of directors, it’s very difficult for 
a PMO to succeed. The organization 
does not understand that a PMO can 
actually help  – or even worse – sees 
it as threat. Until the PMO has been 
consolidated and fully incorporated in 
the business, having support from the 
board is extremely important.

2. Acting as a law enforcer 
A common problem in PMOs is the risk 
of becoming an enforcer of the pro-
cesses, instead of being the source 
of support and guidance. If the PMO 
merely acts as the policeman of the 
organization, then stakeholders will 
not seek help or accept its role.

3. Lacking a framework or methodo-
logy
It is relatively common that PMOs 
start with the efforts of a small num-
ber of motivated people, but without 
any tangible methodology. Project 
management is a science – or an art, 
depending on your view – in itself. 
Only experienced managers opera-

ting within the correct framework can 
minimize risks.

4. Not matching offer with demand
If the PMO and its services do not 
match the needs of the organization 
but rather focuses on its own agenda, 
then this constitutes a major problem. 
The PMO risks being dismantled or 
dismissed.

5. Implementing a tool without a pro-
cess, or a process without a tool
In the average organization, proces-
ses and tools go hand in hand. Imple-
menting one without the other is not 
feasible, since the tool enables the 
process and the process is transmit-
ted through the tool.
 

Common roadblocks 

BEFORE YOU SET UP THE PMO



15

ITM Platform

Let’s get started! We’re 
going to go through the 
main milestones and their 
corresponding functional 
modules to set up a solid PMO 
consistent with our design.

Remember everyone’s starting 
point is different. Whether or 
not you have signed up to ITM 
Platform the following steps 
are going to be useful. 
 

3Embedding the PMO
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Each business manages their projects 
following a specific framework that 
should be clear and shared by the enti-
re organization. We’ll guide you throu-
gh planning, implementing and disse-
minating your PMO framework.

Project types
First decide what kind of projects 
you’re running; the type of project will 
also govern its lifespan.

As you implement (or relaunch) the 
PMO it’s a good moment to reflect on 
the variety of projects in the portfo-
lio and possibly take time to redesign 
them.

A PMO can also manage operations if 
they consist of specific tasks that are 
assigned to different teams. Managing 
projects and operations together from 
the PMO is especially useful 
when the resources and clients 
involved are the same. 

This is the case with software 
development projects, or pro-
ducts that require maintenance 
by the same team that develo-
ped the original project.

The Kanban methodology is 
useful for managing services 
because it offers an organized 
structure in which you can see 

the status of tasks at a glance. More im-
portantly it allows you to limit the flow 
of work according to your resources. 

The service concept is also incorpora-
ted into ITM Platform – you can create 
entities for the sole purpose of mana-
ging operations.

Workflows
A workflow allows you to map out all 
the possible statuses that a project 
goes through. Make sure it is based 
on the business’s procedures – don’t 
be tempted to invent statuses that do 
not reflect the reality of the company.

The workflow is defined by two main 
components. The first is the chan-
ging status of a project. For example, 
we can decide that when the status 
of a project is designated as ‘draft’ 

Defining a framework

EMBEDDING THE PMO
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that can only be changed to ‘started’ 
or ‘discarded’.

The second component to consider is 
the conditions for changing the sta-

tus and who is authorized to 
grant permission for that chan-
ge.

Make the conditions for chan-
ging statuses as simple as pos-
sible; you can always increase 
the complexity later, and you 
may even find that there is no 
need to do so.

Priorities
It’s very easy to configure the different 
degrees of priority in ITM Platform, 
but the work of a PMO starts way be-
fore this: you have to agree what each 
priority means. 

It should be extremely clear what 
“high priority” or “medium priority” 
means. Obviously, medium is higher 
than high, but does that mean that 
you shouldn’t start with the medium 
priority ones until the high priority 
ones are finished? Should we put twi-
ce as many resources into high priori-
ty versus medium priority?

The PMO should know the actions as-
sociated with each priority and make 
this clear to everyone else so that the 
organization makes homogenous 
decisions.
 
Risks
Good project management is in es-
sence risk management and a PMO 
ensures that this function happens 
consistently throughout the deci-
sion-making process.

A word of advice: do not 
replace the work of defining 
organizational procedures 
with a workflow. The workflow 
should be a conveyor belt, not a 
control mechanism. 

EMBEDDING THE PMO
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The formula impact x probability 
= exposure level is only useful if it 
leads to consistent decisions by pro-
ject managers. 

Waterfall or agile methodologies?
With ITM Platform both these me-
thodologies can co-exist in one in-
tegrated portfolio as long as the 
PMO establishes criteria to decide 
on the appropriate methodology for 
each project.

Some organizations make all deci-
sions – waterfall or agile – based on 
politics. This kind of decision making 
can lead to patchy results.

To determine which methodology to 
use the PMO should ask:

Is the result of the project relati-
vely uncertain or are we well aware 
of the outcomes?

Is the project subject to deadlines 
which govern the date of delivera-
bles or is a short-term vision of all 
the tasks enough? 

Are sponsors and clients willing to 
have continual involvement in the 
project without knowing the final 
outcome? Or will they happy to be 
less involved and just accept the fi-
nal outcome? 

If your organization decides 
on agile methodologies for all 
projects – while at the same 
time demanding medium and 
long-term deadlines – the 
methodology probably hasn’t 
been chosen on the basis of 
solid criteria. 

EMBEDDING THE PMO

Identifying risks is a tricky 
business as it’s often subjective 
and affected by personal 
bias. The PMO standardizes 
procedures using criteria 
and tools approved by the 
board, backed by the project 
managers. 
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Project templates 
One of the major benefits of a PMO 
is that it allows you to capitalize on 
knowledge accumulated from previous 
projects. Be sure to put mechanisms in 
place to recover the lessons that have 
been learned. That way the know how 
isn’t lost when the project ends but 
can be applied later on. 

Creating project-specific templates 
means the contents can be re-used 
in future projects. Another benefit 
of templates is to re-use fre-
quently used structures 
just by changing dates 
and figures. It’s simi-
lar to those cooking 
programs when 
the chef says ‘he-
re’s one I prepared 
earlier’.

A good PMO ensures 
that the knowledge 
stays within an 
organization, and not 
only at the level of the 
individuals involved. 

EMBEDDING THE PMO
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Tracking expenditure and revenue 
flows answers one of the burning ques-
tions of every board: “How much are we 
actually investing in our projects?”. This 
question often crops up when we are 
talking about internal, IT or transforma-
tive projects.

The planning and follow-up model 
should be agreed with the finance di-
rectorate and business units, so that 
project managers understand the pa-
rameters for action, how they should 
monitor budgets and use of resources.

The PMO should issue clear instruc-
tions on:

1. Which cost elements to monitor, 
especially in terms of hours and pur-
chasing. 

2. How to incorporate external su-
ppliers: hours or deliverables. 

3. Which metrics to use: hours, cost, 
profit, earned value, progress etc.

4. How frequently to measure each 
parameter.

5. Standardized periods for reporting 
working hours.

6. Measuring income and profit mar-
gins.

In the following sections we analyze 
these topics in greater depth, highli-
ghting their integration into ITM Plat-
form whenever possible. 

Cost of working hours
If you require oversight of the esti-
mated hours, actual hours worked 
and their cost, the module of stan-
dard costs and provider rates must be 
defined. Carrying out the definition 
in collaboration with the finance and 
HR departments will ensure that the 
project’s financial management is line 
with the organization’s policies and 
procedures.

ITM Platform offers a module to establi-
sh the standard cost from an abstract 
level down to the most detailed one:

General: hourly cost of any task. 
Useful in the conceptual phase of 
the project. 

Internal and external: whether 
you use your own people or out-
side contractors this allows you to 
define the hourly cost in a generic 
fashion. 

Cost per professional profile: 
allows you to define the standard 
cost of the internal personnel for 
each profile, within different time-
frames. 

Planning model and economic management

EMBEDDING THE PMO
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Provider rates: similarly, provider 
rates can be fed into the system, 
allowing you to compare costs per 
person and per provider. 

Purchases and acquisitions
Purchasing is one of the key activities in 
any company. When managed properly 
it enables easier planning and follow up 
of cash flow.

Normally, purchase management is in-
corporated in the early stages of matu-
rity, typically before monitoring working 
hours. Nonetheless, it is important that 
projects synchronize their purchasing 
with the organization’s financial mana-
gement, so that both are in agreement.

The purchase flow is a kind of workflow 
and it must be linked to a procedure pre-
viously agreed with the financial and 
purchasing directorates, ensuring that 
each project’s purchasing is in line with 
purchasing practices in general. 
In addition, budget accounts grouping 
purchases must be used homoge-
neously.

Revenue
Similarly to purchasing, the classifi-
cation and time management of the 
project revenues should be synchro-
nized with the organization’s regular 
financial procedures. The system will 
then be able to create reliable margins 
and client profitability.

EMBEDDING THE PMO
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The users are the ones that bring a 
project management system to life, 
either as collaborators or external 
consultants. It is imperative that the 
PMO believes, manages and offers su-
pport to all of them.

Responsibilities 
A good PMO provides a framework 
that helps project managers allocate 
resources correctly because:

Projects frequently borrow resour-
ces from other business units. 

Assigning responsibilities hapha-
zardly normally leads to manage-
ment problems down the line. 

ITM Platform offers various options to 
help you define the roles in each pro-
ject from configuring access permis-
sions to the specific function of every 
project member.

You can also assign a ‘task manager’ to 
each task. This task is now converted 
into a sub-project and the assigned 
task manager is able to follow up on it.

Organization
Integrating the company org chart 
into a PMO tool is a useful way to clas-
sify and identify projects/people/ac-
tivities etc within the functional hie-
rarchy. Later on you can also use it to 
analyze outcomes.

Capacity: planning and follow-up
Managing capacity is a task requiring 
the utmost efficiency. It is crucial for 
the PMO find the balance between:

Efficient management that avoids 
both over-allocation of resources 
and non-productive time. 

The competing demands of busi-
ness units and cross-unit projects 
vying for a limited pool of resources.

Managing capacity should be linked 
to demand management. Frequently, 
over-allocation of resources is a sign 
that you cannot keep up with demand. 

The PMO should have the means to 
identify this situation and the power 
to fix it.

ITM Platform offers an excellent mo-
dule that allows the PMO to plan glo-
bally, while analyzing individual capa-
city and availability.

Organization, people and documentation

Collaborators or suppliers, 
everyone is a source of talent

EMBEDDING THE PMO
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It is crucial to define the PMO’s role in assigning resources.

EMBEDDING THE PMO

Whatever its 
responsibilities are, at 
the very least the PMO 
should offer a long-term 
view of the demand on 
resources and raise a red 
flag when imbalances 
are detected.
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If people are the beating heart of 
project management then communi-
cation between them makes project 
management possible.

Formal communication is related to 
following up on tasks; it involves spe-
cific channels to help team members 
learn the status of projects and tasks. 

The PMO has to define key moments 
when relevant information will be de-
livered to stakeholders, with the PPM 
system as the backbone of this process. 

Within ITM Platform you have an alert 
system based around messages that 
can be adapted to each organization. 
For the sake of clarity, the PMO ensures 
that the messages reflect the priorities 
and language of the organization.

Formal communication ensures 
that the required information is de-
livered to the relevant people in a 
timely fashion. 

Informal communication enhances 

efficiency, enabling team members 
to discuss and deliver information 
with all the background at their fin-
gertips.

The social communication system wi-
thin ITM Platform means you always 
have the background. It’s not just for 
sending messages, but also creates a 
log that can be reviewed and used as 
a learning tool.

Documentation
Whether it is a task, risk or purchase, 
every element of every project can 
generate its own support documen-
tation.

The PMO has several roles when it co-
mes to documentation. The main prio-
rity is to reinforce clear management, 
standardize procedures and ensure 
that information is properly used.

Defining which documents are in-
dispensable, when they should be 
created and to what entity they 
should be assigned. 

Defining documentation formats, 
in coordination with other business 
units.

Offering an access system to templa-
tes and supporting documents, as 
well as the procedures to use them.

Communication

The PMO’s role is to set up formal 
communication channels, and to 
promote and facilitate informal 
communication between 
collaborators. 

EMBEDDING THE PMO
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Once the operational and gene-
ral project management phases are 
achieved, the PMO can incorporate 
strategic assignments that connect 
portfolio management with long-
term planning and goals.

We will start by outlining the strate-
gic components because they are the 
guiding compass of a PMO. We will 
end with the governance and mana-
gement models.

Plans and objectives
If the organization has a strategic 
plan, this process is extremely simple: 
you should only insert the objectives 
in the “OBJECTIVES” section within 
ITM Platform. 

If it doesn’t, this is a good opportunity 
to create one, since ordering the prio-

rities of a project portfolio is contin-
gent upon having a clear, defined and 
shared strategy.

Prioritization and strategic align-
ment
A formal strategy helps shape the 
project selection process through 
strategic demand.

By prioritizing both objectives and 
projects within ITM Platform, one can 
determine the value of each project 
and submit them for approval.

Prioritizing objectives comes first 
and is normally the responsibility of 

the managing board. None-
theless, this can also be coor-
dinated by the PMO. 

The aim of this step is to or-
ganize business objectives 
(or criteria, when talking 
about non-for-profit organi-
zations) by assigning them a 
value from zero to a hundred.

There are several methods 
that allow you to eliminate biases 
whenever possible.

Governance and management models

EMBEDDING THE PMO

Prioritization is a golden 
opportunity for a strategic PMO 
to align the project portfolio 
with the objectives set by the 
board of directors.
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As shown on Figure 3, ITM Platform 
offers a pairwise-comparison system, 
in which all the objectives are compa-
red on a ‘all-against-all’ basis. The fi-
nal result scales and ranks objectives.

Prioritizing projects is carried out in a 
similar fashion, although normally by 
a different team. The goal is to eva-
luate the contribution of each project 
to each objective. 

Figure 4 shows a qualitative metho-
dology (Harvey Balls) to assess pro-
jects and objectives, allowing you to 
derive a visual score.

Selecting projects
Using these tools we can create an 
intelligent filter for demand that will 
end up being represented on an agile 
portfolio. The main goal of this me-
thodology, explained in more detail in 
White Paper on project-based mana-
gement, is to rationalize project de-
mand through long-term planning. 

The selection 
scheme starts 
with demand 
(ideas or ini-
tiatives) that 
need to be eva-
luated based 
on their indi-
vidual value, 
using one of 
the previously 
mentioned techniques. This will allow 
you to filter the projects that yield a 

greater cost-benefit.

The initiatives approved will be trans-
ferred to a backlog that feeds the li-
ving portfolio.

 
ITM Platform has a prioritization and 
selection module for components 
(projects or services) that enables de-
cision-making. It uses elements like 
scenarios and what-if analysis, the 
efficient frontier in which you can see 
the optimal combinations between 
cost and value, or objective coverage, 
according to the relevant selection.

This figure shows the strategic align-
ment module present in ITM Platform. 

The portfo-
lio can also 
be organized 
by programs 
which are 
h i g h e r - l e -
vel manage-
ment units. 
These allow 
you to:

create unique management units 
linked to business goals.

EMBEDDING THE PMO

Best practice is when the PMO 
steering group is involved 
in planning and follow up in 
tandem with the board. 
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manage budgets at a higher hierar-
chical level than the project itself.

generate scenarios that may yield 
different outcomes depending on 
changes in the environmental va-
riables.

The figure below shows 
three programs that group 

different projects and reflect 
cross-departmental strategic 

themes.

The previous steps highlight the va-
lue contribution of each project and 
the resource impact that this selec-
tion will have.

This figure shows the strategic alignment module present in ITM Platform. 

EMBEDDING THE PMO
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Benefit realization management-
The benefits of the outcome of a pro-
ject (or of a program of projects) are 
the combination of the results and the 
effects of that outcome in the busi-
ness:

The ultimate objective of a strategic 
PMO is benefit realization manage-
ment or simply put value management.
Quite frequently, benefits from seve-

ral projects combined, or from a pro-
gram of projects. Therefore, the orga-
nizational benefits go far beyond the 
individual project and its manager.

Some organizations appoint benefit 
realization managers to promote this. 
An alternative idea is to empower 
project managers themselves to fo-
llow up on their projects after the 
deliverable date.

EMBEDDING THE PMO
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This is a simple way to ensure that 
project managers understand their 
mission in the most global sense: how 
it really benefits the business.
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In an efficient organization, everything 
is connected: people, projects and in-
formation systems form a relations-
hip ecosystem that is fully reflected in 
a PPM tool.

ITM Platform offers a complete range 
of integration possibilities between 
systems and people. It is a good idea 
to offer workshops on this topic so 
that team members are aware of the 
tools available. Otherwise they may 
well ignore them.

Generally, there are four complexity 
levels – and therefore, four possibili-
ties – to integrate systems:

1. Standard connectors delivered 
by ITM Platform to connect, for 
example Jira from Atlassian Sof-
tware with ITM Platform, or import 
files from MS Project.

2. Generic connectors that allow 
you to integrate ITM Platform and 
several other apps, through Za-
pier.

3. Connectors with analytic sys-
tems like Power BI, Qlick or even 

MS Excel, capable of reading, in re-
al-time, the data stored in ITM Pla-
tform and create graphical repre-
sentations of such information.

4. Lastly, the most powerful and 
flexible connector, is to use ITM 
Platform’s API that can virtually 
connect any system with the pro-
ject management. For example, 
you can connect clients with CRM 
or invoicing with ERP.

Integrations

EMBEDDING THE PMO
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Integration does not just mean con-
necting programs with each other, 
but also the people that use them, 
ensuring that the relationship with 
ITM Platform is simpler and easier. 

1. Teambot for Slack – When connec-
ted with Slack, this bot allows for the 
team members to perform multiple 
tasks in ITM Platform without lea-
ving their favourite working environ-
ment. For example, reporting wor-
king hours or knowing which tasks 
are pending for today.

2. Teambot for e-mail – Teambot is 
useful in many situations, and pro-
bably the most accessible one is via 
e-mail. Everybody has an e-mail ac-
count! All you have to do is to send 
an e-mail and teambot@itm-
platform.io will reply with 
the content you need. 

EMBEDDING THE PMO

The PMO has to supply 
these artifacts, but also 
engaging team members 
in periodic workshops in 
order to leverage their 
value.



32

ITM Platform

4Why choose ITM platform 

ITM Platform is a unique 
solution to support the 
planning and creation of a 
PMO both at the corporate 
and departmental level.
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Enables a complete range of fea-
tures, from project management 
to strategic planning. 

Easy to use. ITM Platform’s naviga-
tion system guides the user throu-
gh and smoothens the learning 
curve. 

Quick configuration. ITM Platform 
does not need long and pricey con-
figurations, despite being comple-
tely adaptable and customizable. 

Quick ROI: ITM Platform adds value 
way beyond their cost and is, wi-
thout a doubt, the market leader. 

Please request a personalized demo 
at info@itmplatform.com 

Please follow ITM Platform’s blog:
https://www.itmplatform.com/en/
blog/  

¿Why choose ITM platform?
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