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From the Editor’s
Lean means creating more value for customers with
fewer resources. A lean organization understands
customer value and focuses its key processes to
continuously increase it. The ultimate goal is to provide
perfect value to the customer through a perfect value
creation process that has zero waste. This concept
should be adapt by PMOs to deliver more successful
projects as lean thinking will help to increase the value
of people in the projects beside the projects itself. This
article is a main article in this edition.
Another article is discussed about type of PMO, how to
become more successful PMO and become a leader
not a boss. Being a project manager is a position in the
project but having a leadership is a one thing and it is
a process and not become suddenly.
On behalf of board of editor I would like to thank all
parties who support us in preparing this edition
and participating in this newsletter.
Happy reading….
Laura Indah Tanzil
Editor in Chief
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Demystifying Leadership
Great leaders have mastered certain skills—and so can you.
What is leadership, exactly? It can feel like a mysterious mixture of
interpersonal skills, emotional intelligence, knowledge, experience,
charm and charisma. But leadership is a skill—one that project
managers can sharpen. Try honing these four leadership skills to
improve projects and teams.
1. FOCUS ON THE VISION
I was once involved in a large mobile ﬁnancial services project with
three workstreams scheduled to occur in parallel: setup, marketing and
legalizations. However, midway through the project, stakeholders began
to focus on the setup stream so the mobile platform would get ﬁnished
in time. And it did—but the marketing plan and regulations compliance
work did not. With no idea what to do with the product and a market
unprepared for it, the organization eventually decommissioned the
platform we’d created. At the postmortem, stakeholders agreed that
the main reason for the failure was the loss of the initial plan.
To prevent failed projects like this, it’s essential for the project manager
to be aware of the ultimate objective of the project and the value it will
deliver. In other words, the project manager has to know how the project
ﬁts into the bigger picture and make sure the team understands it as
well. This is especially true in large and lengthy projects or programs.
2. BE ABLE TO SAY NO
Everyone needs to be able to say no to a bad idea, of course. But
it’s a particularly helpful leadership skill for project managers. Senior
leaders sometimes try to push or inﬂuence the project in ways that
don’t align with its objective, and clients sometimes ask for impossible
scope additions. Project leaders must know how to diplomatically push
back and defend their position. If you fully understand the project’s
vision and constraints—and how the plan reﬂects them—saying no
becomes easier to justify.
3. BRAINSTORM ON THE FLY
Most projects face obstacles, and many
obstacles have no obvious solutions.
Brainstorming is therefore a
necessary part of leading a
successful project.
I once worked on a project
where the customer asked to
implement a feature that would
require custom development,

which meant variance on both the project budget and schedule. Before
responding to the customer, I gathered sales, marketing and legal
representatives as well as the project team, and we had a productive
brainstorming session.
In the end, to avoid impacting the original project schedule, we asked
the customer to phase the feature into the second iteration. That
meant we would get time to implement it as part of our standard
product roadmap rather than having to go over budget on a custom
feature. But this idea emerged as a composite of different suggestions
from the brainstorm—without all those perspectives in the meeting, we
wouldn’t have thought of it.
4. COACH THE TEAM
One of the questions I ask when interviewing project managers is, “What
are you going to do if one of your team members is underperforming?”
The answer tells me a lot about someone’s leadership skills.
Earlier in my career, I believed that directing someone—telling him or
her what to do—was always easier, faster and more beneﬁcial than
coaching someone. I was wrong.
Coaching is not about showing people how to do something; it’s
showing them how to ﬁnd the answer by themselves. Coaching is harder
than directing. It takes effort to plan for, to ask the right questions and
to customize depending on the team member’s skills and personality.
But in the end, it’s how people grow and learn.
About Author:
Amr Sadek, PMP, is regional delivery manager for Africa and the
Middle East at Gemalto, Johannesburg, South Africa.
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10

Resolutions to Help You
and Your PMO in 2017

’Tis the season for New Year’s resolutions. But instead of gym
memberships and bucket lists, what about concentrating this year’s
resolutions on your PMO? Try my list on for size. It is designed to give
you and your PMO a successful, prosperous and beneﬁt realized 2017:

1

Take time to review every form in the PMO library. It’s
amazing how out of date the bedrock of our PMO can become.
Update the ﬁles to the latest Microsoft Ofﬁce version (.doc to .docx,
etc.). Clean up logos (or add some) to make your forms look crisp and
clean for the new year. It’s astonishing how little time it takes to update
and freshen up the paperwork that everyone uses and sees throughout
the year.

2

Update the library copy of your project management
plan (or project execution plan). While this takes a little
more time to complete, you’ll be pleased with the results.
Re-read all of your boilerplate copy. Has anything been changed
throughout the last year not reﬂected in the library copy? Projects
will often proceed with updated boilerplate verbiage from HR, legal
or ﬁnance, but the master copy or library copy doesn’t receive the
same updates. What about logos, typefaces and color schemes? It’s
wonderful how a little sprucing up of the project management plan
shows your employees the importance you place on the plan.

3

Update your core boilerplate information. While some
boilerplate is in your project management plan, another source
of boilerplate is in the project charter, project documentation
(such as your RFx, procurement documentation, non-disclosure
agreements, etc.), closing documentation and various reports. As we

discussed with the project management plan, it’s amazing how often a
project receives updated versions from partner departments—and we
fail to update our master versions. If you have business analysts in your
PMO, many of their forms and reports may contain boilerplate in need
of updating as well.

4

Craft your employee view and review program for the
year. After we’ve updated our organizational process assets,
it’s time we work on our organizational enablers. Create a
folder for each of your PMO team members and create a “getting to
know you” (or “view”) form for the folder. This “view” form should have
ﬁelds for you to record biographical data: hobbies, family, strengths,
weaknesses, etc.
The next components are the review portion. The Project Manager
Competency Development Framework is a great place to start. I
recommend dividing it into four parts so that you can cover the entire
framework in one year. I like the framework because it can help build
the project management maturity of your PMO and it gives actionable
areas for you to have meaningful conversations with your project
managers. The reviews your human resources department uses are
likely not aligned with A Guide to the Project Management Body of
Knowledge (PMBOK® Guide).

5

Craft your PMO leadership program for the year. PMI’s
Thought Leadership series is a great starting point for
your planning efforts. I recommend choosing a theme and
creating a learning program around it for the year. Your program could
include lunch-and-learns or a pre-programmed component at each
staff meeting. Delegating this out to your team helps ensure everyone
has a part to play.
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Non-project related speaking and presentation sessions give your
PMO opportunities to ﬁne-tune leadership skills, strengthening your
teams’ capabilities and capacity in effective speaking and listening. If
any of your team members demonstrate difﬁculty in public speaking, I
recommend covering their costs to participate in a local Toastmasters
chapter. In fact, I recommend it for any leader. Toastmasters help
develop public speaking and leadership skills through practice and
feedback.

6

Target best practices for your PMO. Utilizing PMI’s OPM3
Foundational Standard, create a health-check program for
your PMO to analyze how well the PMO performs and where
to execute ﬁxes. Think of it as the competency development framework
for the PMO as a whole (instead of one project manager). OPM3 can
be used to created desk audits or reviews to see how well the PMO
performs. It’s a useful tool in improving overall quality of delivery.

7

Create a customer satisfaction program. You are
probably familiar with ISO 9001, but have you ever looked
at ISO 10001 and 10002? ISO 10001 provides guidance
for planning, designing, developing, implementing, maintaining and
improving customer satisfaction codes of conduct; while ISO 10002
provides guidance on the process of complaints handling related to
products within an organization, including planning, design, operation,
maintenance and improvement.
IT departments have (for the most part) utilized the ITIL framework
(which is consistent with ISO 10001 and 10002) to ensure consistent
levels of customer service. PMOs use ISO 10001 and 10002. Google
them. You’ll ﬁnd ISO has a bevy of tools and techniques designed to
help you build a world-class project delivery system with excellent
customer service.

8

Create your own “Nextperts” program inside your PMO.
PMI debuted its Nextpert program within the PMI Global
Executive Council in 2016. These were rising stars, often
millennial employees, in project management roles within Councilafﬁliated companies. The Nextperts took a fresh and innovative look
at beneﬁts realization management. The way I think this could work in
most organizations is to provide the Nextperts with a lean six-sigma
project to tackle in 30-60-90 days. Marketing this across the company
helps to highlight millennial employees and also the PMO. Don’t forget
to let the folks at PMI know; I’m conﬁdent they would love to see their
Nextpert idea take wings.

9

Schedule one-on-ones with your employees and your
boss(es). With the start of the year upon us, now is a good
time to update the calendar with these essential meetings.
It’s important that you carve out time to chat one on one with your
team members to talk with them about items relevant to you, the
company, their projects and also to get to know them better. But, it’s
also important for your employees to have individual time with you.
Think of it this way: recognize the feeling you have for wanting exclusive
time with your boss so there is time to get to know you better. Your

employees have that same desire. It’s important to set up some ground
rules, in particular for folks that have never had functional one-on-one
meetings. These rules will help younger employees, but also assuage
the fears of older employees that these are just “a waste of time.”
Sponsor PMI membership and chapter costs for your
employees. I add this to the list because all too often, leaders
forget to add these costs to their budgets. Sponsorship isn’t
just for the annual PMI and chapter membership dues, it’s also the cost
to attend dinners and professional development days.

10

I realize this adds a signiﬁcantly higher number to your budget beyond
simply paying membership dues. Think of this as training or investment
dollars in your employees. Chapter programs will help your team get
much more out of their membership. The best way to make this work is
for you to attend the meetings and professional development seminars.
Send out an optional group calendar invite to let folks know about the
event, as well as illustrating that you are attending.
Often, employees will feel awkward not going to an event they know
their boss is attending. During your one-on-ones, talk to your staff
about the perks of membership with PMI—such as access to research,
standards and practice guides on PMI.org; and practical, handson materials through a complimentary premium subscription to
ProjectManagement.com. Not only is this a good way to get a return
on your investment of sponsoring staff membership, but it’s also an
excellent way to enhance the overall maturity of your PMO through
constant learning and exposure to new techniques and best practices.
I hope you’ll ﬁnd the investment you make in your people, processes
and procedures—highlighted by these 10 resolutions—helpful in
growing any PMO, regardless of maturity. If you have resolutions you
would like to share, please feel free to comment on this story below—
and keep the great ideas ﬂowing. Happy New Year!

About Author
Robert Bulger
2016 Recipient of the Kerzner Award for Excellence in Project
Management, Self-Employed, Oceanview, HI, USA
Certiﬁcations: PMP, PgMP, PMI-RMP, PfMP, Certiﬁed Scrum
Master, Certiﬁed Scrum Product Owner, Certiﬁed Scrum
Professional, MCITP, MCTS, Microsoft Certiﬁed Professional (MCP)
PMI Chapters: PMI Alaska Chapter, PMI Honolulu, Hawaii Chapter
Contact Robert about: Current employment opportunities,
Career opportunities, Consulting/freelance opportunities, Expertise
requests, Speaking opportunities
Motivated, senior-level professional with 20 years’ experience
in organizational leadership with P&L responsibility managing
more than $3B in portfolios, programs, and projects in multisite, international organizations. Specialties include start-ups,
turnarounds, EPMO, M&A (and integration or divestiture activities),
and restructuring opportunities.
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In Pursuit of the

Perfectly Deﬁned PMO
It is 8:30 Monday morning, and Joe anticipates a slow day. That is,
until he sees an email in his inbox with “Emergency Meeting—Monday
2PM” in the subject line. Joe’s heart sinks at the topic: new project
management direction.
At 2 p.m., the CIO walks into the conference room and immediately
spurts out, “We need to build a Project Management Ofﬁce. Joe, can
you take the lead and let me know what you need?” Joe hesitates
because he has only worked within one PMO structure and has limited
PMO knowledge. He meekly responses “Yes.”
Hopefully, Joe starts asking questions such as, “We need a PMO
because…?” Hopefully, the CIO articulates management’s vision
and needs, such as improving overall organizational performance;
improving internal as well as external customer satisfaction; ensuring
projects initiated tie to the strategy; or reducing costs while increasing
operational efﬁciencies. Hopefully, Joe and the CIO discuss their
working relationship, including Joe’s experience level and other PMO
management stakeholders.
Now Joe is positioned to start gathering the requirements in four key
classiﬁcations: type of PMO, high-level functionality, categories and
transition.
Educate
The term “PMO” means different things to different people, leaving
room for interpretation. According to PMI, a PMO is “An organizational
structure that standardizes the project-related governance processes
and facilitates the sharing of resources, methodologies, tools and
techniques.” The who, what, where, why and how are left up to each
organization.
A project manager may need to spend time educating a management
team about the known different types of PMOs, as well as different
functionalities found within PMOs, before deﬁning the requirements.
They might want to explain that some organizations do not use
the term PMO because their vision focuses on a speciﬁc need or
functionality, and the organization has found the term PMO too
confusing. Additionally, the project manager may need to explain the
Project Management Maturity Model (PMMM) with its ﬁve levels—and
the possibility of management requiring the following of a PMMM.

•

only an administrative PMO focused on processes and maintaining
paperwork?”

•

a Center of Excellence responsible for collecting and codifying
best practices and improving project management throughout
the organization?”

High-Level Functionality
To determine high-level functionality, the project manager needs
to consider stated as well as implied functionality. Consider asking
questions such as:
What are the top ﬁve functional needs the PMO is expected to meet?
If only one functional need could be addressed, what would it be?
How important is it to identify, select and prioritize projects?
How important is it to develop and implement a standardized
methodology?
Should the PMO team be providing advice to upper management?
If the type and high-level functionality do not tie to management’s
vision, stop and revisit them with the sponsor and, if applicable, key
stakeholders before proceeding.
Categories
With a clear understanding of the type of PMO and high-level
functionality required, the project team is positioned to deﬁne the
business requirements. If following a PMMM is a management
requirement, use the categories noted in the model. If not, ﬁve
categories with some examples to consider are:
1.

PMO structure and governance: The vision and type of
PMO dictate the mandate and overall structure of the PMO.
Include requirements for PMO team roles and responsibilities,
a management steering committee and the PMO reporting
structure. Include oversight requirements, metrics for measuring
the value the PMO is providing, and need to monitor perceptions
of the PMO.

2.

Project managers: Determine the project manager levels and
skills needed to support the organizational projects, and outline
their project responsibilities. Because it is important that project
managers grow, include skill development and other educational
requirements.

3.

Standardized (framework) methodology: Requirements for
each of the ﬁve process areas and 10 knowledge areas should be
considered. If necessary, expand on risk and quality management,
as well as standards and quality for delivering projects. Include
requirements for customer satisfaction and continuous
improvement. Even consider requirements for different types of
organizational projects or hour-based exceptions.

4.

Resource management: The level of capacity planning and
resource allocation requirements vary by type of PMO and
organization. Consider addressing the need for part-time team
members and the ability to back-ﬁll operational positions, as well
as requirements for subcontractors.

Type of PMO
Determining the type of PMO requires a project manager to
be a strategic thinker possessing technical project and business
management expertise. A project manager should ask the sponsor and
key stakeholders questions such as, “Is the PMO…
•

to be established at an enterprise or a departmental level?”

•

responsible for assisting with strategy and determining projects to
be planned and executed?”

•

only responsible for tactical aspects of a project and reporting on
the status of projects to executive management?”

•

established for a speciﬁc initiative? And it will be disbanded after
the initiative is complete?”
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5.

Portfolio management: Deﬁne the role of the PMO in portfolio
management, including project evaluation criteria, project
prioritization, approach to interdependencies and, if there is a
need to, collaborate with the ﬁnance department. Determine if
there is a need to incorporate a tool(s) into the PMO process.

Ensure the high-level functionality noted and type of PMO are included
in some form in the business requirements document. Normally,
more requirements are identiﬁed than can possibly be satisﬁed. Place
priorities on each requirement and obtain agreement. The key point:
Do not start building a PMO until the requirements are deﬁned,
priorities determined and agreement received to ensure everyone is
on the same page.
Transition
Think of the transition classiﬁcation as the application conversion
requirement of a technical project. The transition classiﬁcation can be
the hardest of the classiﬁcations because it includes the balancing of all
requirements, an assessment of the current state and the start of the
move from the current state to the future state.
Here is where the project manager needs to start addressing toppriority requirements that might not be able to be addressed because
the foundation necessary to support the requirement is missing and
needs to be built.
Final Words
Just like projects are unique, so are PMOs; there is not one standard.
In theory, a PMO is there to improve an organization. Great PMOs do
just that—improve project success rates, improve overall performance,
improve customer satisfaction, ensure projects tie to the strategy,
reduce costs and increase operational efﬁciencies.
The organization’s culture and beliefs of the management team
drive the need and vision for a PMO. It is the careful deﬁnition and
prioritization of requirements meeting the vision before building the
PMO that leads to success.
For a project manager to successfully deﬁne requirements demands
reliance on all of their experiences and skills—analytical and business

process knowledge, understanding of change management, the
ability to be politically savvy, written and verbal communication skills,
negotiation skills and technical project prowess.
Source: www.projectmanagement.com

About Author:

Laura Burford
I am the author of Project Management for Flat Organizations
(2012, J. Ross Publishing, Inc.), a book that was one of the ten
winners of the 2013 Small Business Book Awards.
Currently, I work with and assist organizations and individuals with
realizing their project goals as well as speak, write, and train on
project management, business, and technology related topics.
My experience consist of working and managing projects within
organizations of various sizes, industries, and organizational
structures—from Top 100 corporations and small family owned
businesses to new initiatives and turnaround project situations.
This includes extensive experience with big four consulting
organizations; as a managing director of a start-up international
offshoring information technology business; and currently as the
founder and owner of LAD Enterprizes.
My experience has taught me the importance of understanding the
alignment of initiatives with an organization’s mission and vision;
and how essential it is to break down an organization’s business
silos to integrate people, processes, and information technology.
This integration enables the building of a common understanding
of goals resulting in increased organizational and individual success.

proﬁle board
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Agus Purnomo Hadi, PMP

Adri Yanti Rivai

Bandung Branch VP Education

Bandung Branch VP Marketing &
Communication

(PMI #548485)

(PMI #2803796)
Mr. Agus Purnomo Hadiis currently volunteering
as Bandung Branch - VP Education of the PMI
Indonesian Chapter since January 2014. His project
management experience coming from engagement in various projects
in Logistics, Information Technology & System Development, and
Consultancy Services.
He is currently serve as Data Management Manager for Maintenance
Service Center at Telkom Indonesia.
He holds an undergraduate degree in Industrial Engineering from
Institut Teknologi Bandung and Master of Integrated Logistics
Management from Royal Melbourne Institute of Technology, as well as
PMP certiﬁcation, ITIL Certiﬁcation, Certiﬁed Data Center Profeddional
(CDCP), and Certiﬁed National Procurement Expert.

Mr. Fanny Permana is VP Marketing &
Communication of the Indonesian Chapter
Bandung Branch of PMI. He is the Project
Manager for PT. Huawei Tech Investment, with the responsibility
to manage all network infrastructure projects and over 50 project
management resources. Mr. Fanny has abroad range of experience
in Telecommunication ﬁelds and careers in prominent companies
such as PT Solusindo Kreasi Pratama (Indonesian Tower). He holds
an undergraduate degree in Public Relations from University of
Padjadjaran, currently continuing Master Business of Administration
from Institute Technology of Bandung.

Congratulations and welcome to Indonesia chapter
for our New Members
Our sincere gratitude for new members and renew members,
your involvement and supports for PMI Indonesia Chapter
are very valuable for us. In November 2016 we had 45 new
members and 39 members who renewed their membership.
We hope next month, with more marvellous activities provided
New Members list per November 2016
Adi Prana
Agnes Budiarti
Agung Prasetyo
Agus Pahala Simbolon
Ahmad Amal Muttaqin
Ahmad Amal Surya
Amro Elakkad
Anangga Jupalayudha
Annisa Monicha Sari
Arhandi Munandar
Arief Prabawa Putra
Arsmo Trias Widodo
Busyra Rasyid
Erwinsyah Perangin-angin
Evaulia Nindya Kirana
Fariz Fadillah
Fatrian Rubiansyah Rusydy
Fauzi Ridwansyah
Febrio Kurnia
Ferdiansyah
Firmansyah Firmansyah
Hapsoro Agung Jatmiko
Hardani Ahmad

Hari Murti Wirawan
Hary Setyawan
Karindra Rahman
Lalavenya Sara K. Putri
Louis David
Marwan Nasution
Mohammad Ibrahim
Patric Lumanouw
Puji Sulistiani
Raden Roro Giza Reninta
Renardi Winata
Rifqi Khanief
Rishi Bhansali
Robert Bartz
Romora A Simanjuntak
Rudolf Sianipar
Siti Syahwali
Suci Miranda
Wahyuprawira Husen
Wihartanto
Windri Astriyani
Yosephus Bani Perwira

by PMI Indonesia Chapter, more members would renew their
membership.
Thank you for join and let’s get involved with PMI Indonesia
Chapter because good things happen when you stay involved
with PMI.
Rejoin and Renew Members list per November 2016
Adi Sasono
Agung Putra
Albiruni Farabirazy
Andry Hinratno
Anita Anita
Anjar Priandoyo
Aries Nugraha
Arisman Indrawan
Aryoputro Wicaksono
Boyke Pribadi
Candido Cabanas
Dundi Perlambang
Edy Hermawan
Eko Prasetyo Setiadi
Ernest Hocking
Fauzi Yusuf
Hadian Hadian
Helmi Ambadar
Heri Budiman
Herman Hidayat

Inez Nirjana
Irwan Tauﬁk
Isnanto Isnanto
Jimmy Arizon
Krisman Oppusunggu
Made Maharatha
Moch. Tata Ridwanullah
Muh. Arifuddin Budiman
Rainier Haryanto
Rendrawan Nazahar
Rikko Dasa
Riswandi Simanjuntak
Rizaldi Rizaldi
Ronny Andreas
Sigit A Wibowo
Sri Rahayu Manoto
Vijayant Pal Singh
Wukir Wibowo
Yohanes Mean Duli
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Membership Growth & Percentage

Based on the graph above, it appears that members of Indonesia
Chapter not growth than the prior year numbers. This is good growth
rate, but PMIIC still to increase our membership growth. However,
Indonesia Chapter still has the highest percentage of members up to
81% than any other country in the Regional 15 Countries. Likewise, the
number of PMP members perched on 40%, the biggest numbers in
these terms.

The picture above shows the number of PMI members who have
domiciled in Indonesia, Indonesia Chapter members, total certiﬁcants,
and total PMP within the last 3 months. In last month on this year,
total chapter members increased to 693 from 679. Nevertheless, must
still grow up the number of our members. In the other hand, total
PMP certiﬁcants increased by 9 persons to 656 persons. Hope we can
more increase the growth of the number of chapter members and
PMP certiﬁcants on next month.

PMII Member Statistics
The graph is a statistical chart PMIIC members from 2008 to August 2016.
Based on the graph, it appears that the current chapter members are signiﬁcant
higher than last year, reached 693 members. This is a very good achievement.
In subsequent years, hope we can always increase the growth of the number
of chapter members, run awesome programs continuously, these also attract
and raise new members.

PMI Fact File
5,369,472

Total copies of all editions (includes PMI-published
translations) of the PMBOK® Guide in Circulation
Credentials/Certiﬁcations
Total Active Holders of:

PMI has 284 chartered and 12 potential chapters

CAPM® (Certiﬁed Associate in Project Management) __31,908
PMP® (Project Management Professional) __728,929
PfMP® (Portfolio Management Professional) __357
PgMP® (Program Management Professional) __1,694
PMI-RMP® (PMI Risk Management Professional) __3,714
PMI-SP® (PMI Scheduling Professional) __1,545
PMI-PBA® (PMI Professional in Business Analysis) __952
PMI-ACP® (PMI Agile Certiﬁed Practiotioner) __12,731

Statistics through 31 August 2016

476,149 Total Members
in 210 countries and territories
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Mike Grifﬁths

by Kate Rockwood

BOOSTING PMOs

with Lean Thinking

Lean thinking, described and popularized in the book Lean
Thinking by James Womack and Daniel Jones, is summarized
as: “focusing on delivering the most value from a customer
perspective, while reducing waste and fully utilizing the skills
and knowledge of those doing the work.” These are all relevant
goals for today’s project management ofﬁce, and the reason that
organizations are increasingly using lean thinking to boost value
and reduce waste in the PMO.
Lean thinking embodies a wide range of principles and techniques.
I like to think of it as a philosophy plus a toolbox of techniques.
For this article, we will focus on applying some basic principles for
delivering value and identifying wastes to avoid within the PMO.
It’s About People First
Unlike some other project management approaches, lean is humancentered, not process-centered. Two overarching themes prevail over
all the practices:
1. Involve everyone. Always make sure everyone involved, impacted
and perceived to be impacted is consulted and engaged in the
process. This does not mean every font change of a project
charter template needs CFO approval, but it does mean that all
plans, initiatives and work are open and available for contribution
or comment to anyone who is interested. Basically, be open and
transparent; you never know who might have great insight or spot a
ﬂaw before it impacts performance.
2. The customer deﬁnes value. Rather than automatically acting to
minimize costs or reduce time to market, lean speciﬁcally adds the
step of asking the customer to deﬁne what value means to them.
Some groups may focus more on quality at the expense of time or
costs, others may value time-to-market and happily sacriﬁce some
scope or cost overruns to get there. It sounds like common sense,
but all too often, people get disappointed with a group because of
mismatched values. Adding the “customer deﬁnes value” step helps
avoid those mismatches before they can occur
Lean Thinking Principles and the PMO
Lean thinking suggests ﬁve principles as starting points for a continuous
cycle of delivery and improvement. Let’s review them one by one and
see how a PMO can embody the concepts they represent:
1. Specify what creates value from the customer. This principle
takes the “customer deﬁnes value” theme we just talked about and
bakes it right into the ﬁrst step of the process. PMOs understand they
serve multiple customers, typically including their sponsoring group
who pays to put PMOs in place.
Value for the PMO sponsoring group likely includes helping projects
be successful, ensuring good practices are followed, providing
objective evaluation of performance and risk signs, providing help/

training where required, etc. Another group of customers is the
project teams and team leads/managers. These customers typically
want low overheads for PMO compliance and timely responses to
requests for support, training, etc. Both of these groups (and any
others that apply) must be canvassed to determine what value
means to them.
2. Identify all steps. This includes value-adding and non-value steps
adding across the whole value stream that brings a product or
service to the customer. This is the process of analyzing how things
actually operate to get work done. Some activities are necessary
value-adding tasks (such as performing a review), while others will
be non-value adding activities (like waiting for feedback).
Lean thinking provides tools such as value stream mapping to analyze
processes and categorize value-adding and non-value-adding tasks.
It also allows us to calculate metrics (like cycle time) and process
efﬁciency. Using these tools to look at the current state and future
states of PMO processes, groups can analyze and optimize how to
best deliver value.
3. Establish ﬂow. The continuous movement of products, services
and information from end to end through the process. Moving large
batches of anything, whether its requirements in a speciﬁcation
document or artifact templates to a standards library, creates
consumption and improvement problems.
It is better to move smaller batches more frequently. That way, there
is not a large delay while things are consumed and processed; also,
if defects or areas for improvement are found in an early batch, the
information can be sent back to the producing group and the issue
addressed in later versions. Establishing ﬂow improves efﬁciency,
quality and the ability to manage changes. PMOs can support this by
encouraging the small batch ﬂow of user stories and retrospectives
versus speciﬁcation documents and project lessons-learned reports.
4. Implement pull. The idea that nothing is done by the upstream
process until the downstream customer signals the need. Stockpiling
products or service offerings ready for consumption (or in hope that
they are consumed) is wasteful. It consumes time and energy with
in-progress work that has not yet delivered value, and often people
will want something slightly different.
A preferable approach is to spend this effort on getting good at
rapidly delivering what is asked for, then establishing signaling
mechanisms so that the need (or imminent need) for a product or
service triggers its creation. With a stockpile of zero, the next item
you get is perfectly made for you rather than the next available.
PMOs can embrace this principle by providing just-in-time reviews
rather than standard readiness assessments. They can also create, say,
charter templates based on project characteristics, not boilerplate;
and also steering committee updates based on current questions,
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not standard templates.

is the next best dollar spent?” and avoid producing features or
processes that are unlikely to be widely used or never completed.
Likewise, building things that are cool (resume architecture) or “might
be needed” are forms of overproduction also.

5. Work to perfection. The goal is the complete elimination of waste
so that all activities create value for the customer by continuous
improvement. While perfection may be unreachable, the goal of
this principle is to instill the idea that improvement is an ongoing
process that does not stop. People should always be looking (and
encouraged) to improve the delivery of value.

3. Waiting: Delays for approvals, waiting for projects to start or
resources to become available are all forms of waste. They cause
people to task switch, which is inefﬁcient and a contributor to defects.

PMOs can embrace and model this continuous improvement
principle by highlighting their ongoing work in a “what’s new” section
of their intranet. They can help projects and teams by attending
project reviews and retrospectives to endorse these activities, provide
support and distribute the outcomes to a wider audience. Anything
that promotes and encourages the continual pursuit of improvement.

PMOs should see if they can reduce waiting by scheduling a better
alignment of project authorizations and start-up activities. Also, rather
than waiting for a team to form, consider bringing new projects to
existing high-performing teams. Waiting delays strain learning loops
as things get forgotten; it is better to seek out feedback early and
apply it as soon as possible.

Eliminating DOWNTIME: The Common Forms of Waste
Lean thinking identiﬁes eight common sources of waste in an
organization. Groups, including PMOs, should be on the lookout for
these forms of waste and avoid or reduce them wherever possible.
This is not a one-off activity like a yearly spring cleaning of processes.
Instead, it is an ongoing vigilance like worksite safety or maintaining a
respectful workplace. People are encouraged to always be looking for
forms of waste and then eliminating them if possible.
Lean thinking has its roots in lean manufacturing, so several of the
common forms of waste have titles that are associated with physical
production, such as over production, inventory and transportation.
However, versions of these wastes also occur in knowledge worker
projects that are more commonly associated with manipulating ideas
and information rather than physical goods. Listed below are the eight
common sources of waste and a description of how they apply to
knowledge work projects, along with advice on how PMOs can help
reduce them. The forms of waste can be remembered by the relevant
mnemonic DOWNTIME, which stands for:
Defects
Overproduction
Waiting
Non-utilized talent
Transportation
Inventory excess
Motion waste
Extra processing
Let’s look at each in a knowledge worker setting and see what PMOs
can do to help.
1. Defects: Flaws in deliverables that create work to correct information.
PMOs help project teams get things right the ﬁrst time to avoid
making defects. They can also help by providing extra tools and
support when defects are found. Since…
Waste = Impact-of-defect X Time-defect-lies-undetected
…the timely resolution of defects is in everyone’s best interest. PMOs
can also help address excessive defects by providing standards and
quality control guidance and training.
2. Overproduction: Extra features or extra process that do not add
sufﬁcient value. We should always be asking, “Where is the next best
dollar spent?” In other words, what should we do next to best add
value?
PMOs should reinforce this view by reminding people to ask: “Where

4. Non-utilized talent: The waste caused by underutilizing people’s
skills, talent and knowledge. Assigning staff to the wrong sort of
tasks for their skills and experience results in a lack of engagement.
PMOs should work closely with teams to determine not only what
experience and skills people have, but also what they would like
to try—then work with projects leads to ﬁnd a way to give people
exposure to these new roles.
Timeboxed iterations provide a great risk-limited approach for trying
new roles and building new skills. If the new roles work out, then
great—do some more; if they don’t, then we learned something and
should now try something else.
5. Transportation: In knowledge work projects, unnecessary handoffs
are like transportation waste. They create delays and slow down value
delivery. Handoffs also always result in the loss of tacit knowledge.
Like the telephone game (when a message such as “Jon picked an
apple from a tree” becomes “Joan licked Adam by the sea” after a few
handoffs), details become lost in translation.
PMOs can reduce transportation waste by eliminating unnecessary
handoffs and ensuring information is gathered at the source, not
relayed through different groups.
6. Inventory excess: This is partially done work that represents effort
invested with no return yet. Generally, we should try to minimize
work in progress (WIP) since managing that status of work (and
keeping it up to date) gets in the way of doing other work.
PMOs can help by encouraging and supporting the transition from
large-batch ﬂow (a single, large speciﬁcation document for a project)
and large analysis and design deliverables to small-batch ﬂow (for
example, just the requirements for the next two-week iteration).
7. Motion waste: This unnecessary movement in the knowledge worker
world often presents itself as task switching. It occurs whenever we
ask someone to stop what they are doing and work on something
else. Team members working on multiple projects must task switch
frequently. Each time, they have to ﬁnish and mentally park what they
are working on, move to the other project and reorient and then
restart the activities they were doing there. Studies show a signiﬁcant
reduction in productivity and a dramatic increase in defect rates.
PMOs can eliminate task-switching motion waste by ﬁrst
demonstrating the desired behavior within the PMO. Instead of
having a dozen initiatives on the go at once (with people splitting
their time among them), prioritize and execute them sequentially.
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Having ﬁrsthand experience of increased productivity, the group
can more credibly help spread the word to project teams and into
the portfolio- and program-planning activities that spawn so many
simultaneous projects in the ﬁrst place.
8. Extra processing: This waste on knowledge work projects often
takes the form of relearning. Poor knowledge capture leads to
people having to go through the same pains and rediscovery rather
than asking people who know. Other instances stem from poor
instructions and reassigning people too frequently. Finally, extra
processing can also take the form of over-engineering a solution or
demanding too high of a quality for the use of the product at hand.
PMOs can help by looking at the common questions they get asked
or the common omissions they see on projects, then providing
information and materials to address those shortcomings in the

future. Using the “Where is the next best dollar spent?” question can
also help diagnose where over-engineering and too-high quality
investments are being made. When you consider all the things we
need to ﬁx and where we are trying to get to, should we really be
spending more time on X or working on some other initiative? These
techniques and questions can help PMOs avoid extra processing
wastes.
Takeaways
Lean thinking focusses on serving customers by adding value and
eliminating waste, which is also well aligned with PMO goals. PMOs can
learn a lot from applying lean thinking principles to not only increase
the value of the projects they support, but also increase the value of
the group itself.

PMP STEP BY STEP

Marva Collins

Success doesn’t
come to you,

YOU GO TO IT.

