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Abst ract

OPMB or Organizational Project Managenent Maturity Mdel is a standard
i ntroduced by the Project Managenent Institute, USA .in Dec 2003.

OPM3 will help organizations in reexamining their pursuit of strategic
objectives via Best Practices in organizational project nmanagement. It
has docunented substantial nunber of generally accepted and proven
practices in project managenent and provides nmeans to assess an
organi zation’s capability with respect to best practices. An assessnent
with this nodel can be used in making decisions with regard to planning
and inplenmenting inprovenents towards organizational maturity.

The concept of Organizational Project Managenent (on which the OPM
model is based) is itself new and this paper wll serve as an

introduction to the subject. This paper will also explain on how to use
the model and benefits that organi zations can derive by using it.

OPMBO is the registered Trademark of Project Management Institute, USA

Disclaimer

This paper is not being presented on behalf of the Project Management
Institute. Wiile it explains the key term nology or concepts of the
OPM3 Model the views on its application and interpretation of the nopdel
is that of the author.

oPMBO and PMBOKA and PM are narks of Project Management lInstitute, USA
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Why OPM3?

OPM3 was developed as a result of a need to have a standard that
enbraces project nanagenent to neet objectives of an organization as
conpared to a single project. Volunteers in the OPM3 Standard program
of PM also base it on extensive nmarket research and surveys.

Some salient points of the research were

Q A nunber of existing nmodels in project nmanagenent maturity were
st udi ed.

Q The study indicated gaps in the existing nodels in terns of
structure and content

Q This was true particularly with regard to the treatnent of
organi zational maturity as an incremental process in terns of
best practices and Capabilities.

Key Benefits from OPM3

Q Provides a basis for inproving maturity of project managenent so

that projects inmplemented could | ead to successful organizationa
obj ecti ves.

O A new approach towards project nanagement maturity wherein
projects are considered not only at project level but also at
program and portfolio |evel.

Q A structure where organization could choose <certain Best
Practices and related capabilities - make an assessnment and
decide to inplement whichever is suited to them in terns of
resources, priority and tine avail able

Strategy and Projects — the missing link

The formnulation of strategy and related exercises for planning is well
docunented and researched. There is also considerable literature and

attention in the practice of using strategic managenent for conpetitive
advant age. But are we successful in inplenmenting strategic plans?

One of key issues has been the disconnect between the results achieved
at the operating level to those at the strategic or organizationa
level. This may be surprising to many as often the question asked is as
why anybody woul d i mpl ement projects which are not meet i ng
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organi zati onal objectives. Wile it seens inprobable that this should
happen in practice it has shown that it is true in nany cases.

Many reasons can be cited for this disconnect

Q Differences in objectives at the project l|level conpared to that
of the organization.

Q The dynamic nature of marketplace and environment and the fact
t hat organi zations have to constantly adapt to changing
situations.

Q Differences in sharing of know edge and understanding between
operating and organi zational |evels

The Missing Link

OPM3

Successful

Strategy Projects

Figure 1

Adapted from Project Managenent Institute, O ganizational Project Managenment Maturity
Model (OPMB), Project Mnagenent Institute, and Inc 2003. Copyright and all rights
reserved. Material fromthis publication has been reproduced with the pernission of PM

Organizational Project Management

The OPM3 Knowl edge Foundation defines Organi zational Project Managenent
as the ‘systemmtic nmanagenent of projects, prograns and portfolios in
alignnment with the achievement of strategic goals’ .The concept of
Organi zational Project Mnagenment is new and is hardly found in
literature and as a practice has just started to find acceptance. The
essence of this concept is that the projects, progranms and portfolios
oPMBO and PMBOKA and PM are narks of Project Management lInstitute, USA
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are related and their interrelationships need to be considered in a
holistic way in order to successfully neet organizational objectives.
This applies to all organizations big, small and in any industry or
sector

An organi zati on can consist of projects or prograns or a comnbination of
both. They are linked to strategy through portfolio nanagenent.

Structure of OPM3

The npdel consists of three el enents
Know edge — Assessnment — | nprovenent

The OPMB Know edge Foundation is the first part and is a perquisite for
the other two elements. The Assessnent needs to be done with the help
of the tool that acconpani es the Know edge Foundati on.

The Know edge Foundation contains the conplete list of Best Practices.
It also has the list of questions for Self Assessnent. The Capabilities
Directory and the Inprovenment Directory are present in the tool that
al so hel ps to navigate through the nodel.

Figure 2

Elements

Understanding Org PM
Knowledge Content of OPM3 Model & how to Useit

What is our maturity in Org PM ?

Assessment Where are we ?
Where do we want to go ?
Improvement mplement plans to reach the goal

Fi gure 3

Adapted from Project Managenent Institute, O ganizational Project Managenent Maturity
Model (OPMB), Project Mnagenent Institute, and Inc 2003. Copyright and all rights
reserved. Material fromthis publication has been reproduced with the perm ssion of PM
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It has to be clearly understood that for effective use of OPM3 one
needs to develop primarily sufficient know edge in the area of
organi zati onal project managenent and the tool is only an aid in this
process. Oten there may be tendency to start the whole process wth
the tool as the first step that should be avoi ded.

Best Practices and Capabilities

The OPM3 Know edge Foundation has the follow ng definitions

Best Practice: Optimal way currently recognized by industry to achieve
a stated goal or objective.

Capabi lity: Specific conpetency that nust exist in an organization in
order for it to execute project managenent processes and deliver
proj ect managenment service and products

More than 600 Best Practices have been docunented in the nodel. These
are related to Organizational project managenent i.e. in the domains of
Proj ect, Program and Portfolio managenent or PPP

The nodel al so takes into account a stepw se progression of
capabilities in terms of stages of Standardization, Measurenent,
Control and | nprovenment or SMC

The npdel has been developed in line with the PMBOKA Guide that is a
wel | -accepted standard in project nmanagenent. Therefore it aligns with
the process groups Initiating, Planning, Executing, Controlling and
Closing or I PECC as defined in it

Best Practices

E3
....... Stepping stones to i 7
o

reach a goal

o
/1
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Figure 4
Incremental Capabilities aggregate to Best Practices

Adapted from Project Mnagenment Institute, O ganizational Project Managenment Maturity
Model (OPMB), Project Mnagenent Institute, and Inc 2003. Copyright and all rights
reserved. Material fromthis publication has been reproduced with the perm ssion of PM

Outcomes, KPI and Metrics

How do we know if we have a capability? Verifying if outcones are
present and this neasured in terns of a nmetric does this. Therefore

Q Capabilities produce Qutcones
Q Key Performance Indicators (KPIs) nmeasure Qutcomes using Metrics

** Examples of Best Practice and Capabilities

BP 1410 Manage Project Resource Pool - Description — The organization
has the mechani sms, systens, and processes that provide projects with
prof essi onal project managers and conpetent, commtted project team
nmenbers.

Cap 1D 1410. 010 Know t he i nmportance of conpetence resource pool

This capability is part of Project Domain, required at t he stage of
St andar di zati on and part of Planning Process Goup. It has

Cut come — Organi zational Process Analysis
KPI — Results of the Current state Process analysis
Metrics Nanme — Exists

Cap | D 1410.020 ldentify Process requirenments for Resource Poo

This capability is also part of Project Dommin, required at the stage
of Standardi zation and part of Other Process Group. It has

Qut come — Process Requirements for Managi ng resource Pool
KPI — Requirenments for the process
Metrics Nanme — Exists

O her Capabilities could be a part of any of PPP dommins, in any stage
of SMClI and part of any of the |IPECC process groups.

*x Republ i shed from Project Managenent |Institute, Oganizational Project Mnagenent

Maturity Mdel (OPMB), Project Managenment Institute, and Inc 2003. Copyright and all
rights reserved. Material fromthis publication has been reproduced with the perm ssion
of PM

Dependencies

Dependenci es exi st between Best Practices or between Capabilities
within a best Practice. i.e. we can have intra and inter dependencies.

oPMBO and PMBOKA and PM are narks of Project Management lInstitute, USA
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There is also a sequential dependency rel ationship when we consider the
stages of SMCI, the dommins of PPP and the | PECC process groups. These
dependenci es have been consi dered in OPM3

Using the Model

The OPM3 cycle follows the well-known PDCA sequence of inprovenments.
The first step is essentially a preparatory step and invol ves | earning
the concept of organizational project managenent and understandi ng the
contents of OPMB and how to use it. This step can be acconplished by
attendi ng sem nars, courses and workshops and by networking with

vol unteers who have hel ped devel op the nodel for PM.

Step 2 consists of two parts — the first is Self Assessment that
consi sts of nunmber of questions. Based on this one can arrive at a high
| evel understandi ng of where an organi zation stands in terns of

maturity | evel (expressed as a percentage of continuun) and in terns of
domain / stage of inprovenent.

The second part is a Conprehensive assessnment that involves studying

the chosen Best Practices and capabilities in detail to assess if
i ndeed they do exi st.

OPM3 Cycle

... knowledge
1 Prepare for Assessment e
2 Perform A ssessment \
Repeat the
3 Plan for Improvement 5 process

4 Implement Improvements ,

Figure 5

Adapted from Project Management Institute, Organizational Project Management Maturity Model (OPM3), Project Management

Institute, and Inc 2003. Copyright and all rights reserved. Material from this publication has been reproduced with the permission of
PMI
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In Step Three involves planning for inprovement - which is the stage
when we | ook at prioritizing the Best Practices and Capabilities that
an organization will have an interest in developing. This wll be

dependent on resources, tine available and strategic plans. OPM3 gui des
a user in prioritization by providing logical and sequential steps
towards the set of Best Practices.

The final step is that of inplenentation. OPM3 does not provide
information for this step and this needs to be inplenented as a project
for organi zational inprovenent.

As a result of inplenmentation an organization will need to review if
stated goals for inprovenment have in fact been achieved. Therefore

after inplementation the entire cycle from assessnment to inplenentation
is repeated to fill in the voids and gaps not achieved in earlier

iterations .

Post Script

OPM3

Q Applies to any organization - small or big, profit or not for
profit in any industry or part of the world

Q Does not help in inplementing the inprovement solutions. This is
outside its scope

Q The current edition is the first public iteration

Q Further editions will depend on feedback after use by
Organi zations that will take care of adjustments and refinenments.
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