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[bookmark: _Toc521521940][bookmark: _Toc531087433]Purpose
This document aims to provide projects (and programmes) with guidance on running a Project or Programme management Office (PMO) and it:
· Explains the role of the PMO and the value it adds.
· Helps projects to identify their customers and stakeholders, and how to work effectively with them.
· Describes PMO structures, services and job roles.
· States best practice standards for PMOs.
· Provides access to relevant development options to build project delivery staff capability.
The term “project” is used throughout but the principles apply equally to programmes.
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The Project or Programme Management Office, or PMO, is a temporary unit set up to support the delivery of a change project or programme within an organisation. 
Some PMOs are referred to simply as ‘Project Support’
The PMO exists to provide scrutiny, challenge and support for the project, with the aim of providing efficiencies and driving successful delivery. This includes a range of services, including sharing best practice and the development and application of project procedures, techniques and tools.
The PMO provides information that supports sound decision making. The PMO also provides expert guidance and insight, and acts as the source of all project/programme information and metrics.
If you are a Project or Programme Manager, the PMO can act as your critical friend, as it:
· Links projects with other programmes and the wider community.
· Offers control, support and co-ordination.
· Offers a range of specialist services to support delivery.
· Is best placed to provide an overarching viewpoint of the project/programme.
· Offers independent assurance – PMOs are the single source of truth for management information.
Diagram 1. The purpose and value of a PMO.
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A Portfolio Management Office oversees multiple programmes within an organisation and offers strategic challenge and perspective on questions like: ‘Are we doing the right things?’ and ‘Are we getting the benefits from our investment?’ 
You may hear Project, Programme and Portfolio Management Offices described collectively as “P3O”.
There are some common misconceptions about PMOs which can impact on their ability to deliver a quality service.  Let’s bust some of the myths:
Diagram 2. What a PMO is not.
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The shape and structure of a PMO depends on the size and value of the projects and programmes it supports and the services these customers require.
PMOs can operate at Portfolio, Programme and Project level. The table at Annex 1 provides examples of the detailed services and activities that may take place at each level but detailed below are some typical PMO services:
· Stakeholder Management and Communications
· Developing and Embedding Standards and Methods  
· Planning
· Business Case Development.
· Resource Management.
· Benefits Management.
· Performance Reporting.
· Risk and Issue Management.
· Managing Dependencies across multiple projects.
· Change Control
· Financial Forecasting and Reporting.
· Quality Assurance.
· Information Management.
· Transition Management.
· Ensuring Best Practice and Lessons Learned.
The definitive list of services provided by a PMO should always be discussed and agreed by the PMO Manager and the Project/Programme Manager. 
You can find more detailed information and examples of PMO structures and services at  Axelos Best Practice - contact the PPD mailbox for log in credentials. 
In the Home Office you will most commonly come across Programme Management Offices. There may be a large central hub overseeing the entire programme or smaller units providing services for specified projects. Portfolio and Project Delivery (PPD) Directorate acts as a Portfolio Centre of Excellence for the Home Office overall.
There is no one-size-fits-all operating model for PMOs, but they all MUST have the aim of providing efficiencies and driving the successful delivery of projects. 
[bookmark: _Toc531087436]Building a great working relationship with the Project
The PMO Manager needs to work in partnership with the SRO and Project/Programme Manager to help steer decisions and discussions throughout the project. 
PMO Managers need to negotiate with Project/Programme Managers and agree the services they will offer. The PMO should:
· Know how to challenge.
· Needs to show that it is adding value.
· Ensure regular engagement and communication to ensure understanding of key issues.
· Ensure there is trust and respect on both sides.
· Understand the perspective and value each side brings.
· Provide clarity on boundaries and responsibilities.
[bookmark: _Toc531087437]Roles within a PMO
The new Project Delivery Capability Framework (PDCF) has been developed by the Infrastructure and Projects Authority (IPA) in collaboration with government departments for use by project delivery professionals across the Civil Service. 
In the Career Pathways section there are 19 project delivery roles, many of which will be used in a PMO. 
The roles within each PMO will depend on the organisational structure, the projects and programmes supported, and the services required.  A large Portfolio Office may include many specialist roles alongside teams of project support staff, whereas a smaller PMO may need to combine several specialist functions into one role. 
The roles below are often identified as PMO’s core roles - but roles within a PMO will vary and the list is not exhaustive.  
· PMO Manager
· Planner
· Risk and Issues Manager
· Stakeholder Manager
· Project or Programme Support Officer
· Assurance Manager
· Benefits Manager
· Configuration Manager
· Business Case Manager
· Resource Manager


[bookmark: _Toc531087438]PMO best practice and standards
The Government Functional project Delivery Standard has been developed to set expectations for the direction and management of portfolios, programmes and projects ensuring value for money and the successful, timely and cost effective delivery of government policy and business objectives. It is available on Gov.UK: https://www.gov.uk/government/publications/project-delivery-functional-standard
It contains 7 main elements:
· The purpose and scope of the standard
· Principles for directing and managing portfolios, programmes and projects
· Overview of portfolio, programme and project management
· Governance and roles of portfolios, programmes and projects
· Portfolio management
· Programme and project management
· Practices which support project delivery
Section 7 sets out management practices and standards which support project delivery and will be relevant to anyone working in a PMO. It also provides a set of 9 key principles, definitions of a project, programme and portfolio, and best practice guidance - e.g.  on benefits and change management.
Diagram 3. When a PMO works well and when it doesn’t.
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The Development section of the Project Delivery Capability Framework contains a wealth of information and guidance about learning, and will help you identify suitable formal learning options in discussion with your line manager. 
Whether you are looking for activities to help you get to grips with your current PMO role, develop a specialism, or prepare yourself for a new job, the framework is an excellent starting point.
However there is more to learning than formal courses. Whilst these are certainly important, they don’t address all our development needs. Furthermore, by identifying only classroom-based solutions, we may be overlooking a myriad of fantastic learning opportunities.
The 70:20:10 approach encourages you to consider a range of learning activities on, near and off-the-job, with only 10% of learning taking place in a formal classroom environment. See Annex 1 for some useful PMO learning options.

[bookmark: _Toc531087440][bookmark: _Hlk531014629]The Home Office PMO community
The Home Office PMO Steering Group drives capability building, knowledge sharing and best practice in order to develop our PMO community. 
The PMO Steering Group also oversees three Special Interest Groups (SIGs) for Planning, Risk and Benefits, who operate via our online collaboration platform, Knowledge Hub
Members are identified by the Steering Group as experts in their given field who are proactive in building the community. If you are interested in finding out more, please contact ProjectDeliveryCommunity@homeoffice.gov.uk.
 










Annex 1.  Examples of detailed services and activities that may take place at Project, Programme or Portfolio level.  
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Annex 2.  PMO Capability – Learning ideas.  

	PMO CAPABILITY - LEARNING IDEAS

	On the job  70%
	Near the job  20%
	Off the job  10%

	· Attend a variety of PMO/ project meetings, some at board level if possible
· Attend team, directorate and departmental events
· Review documentation for your PMO’s projects 
· Review and continuously improve your PMO’s internal processes
· Take responsibility for your PMO’s communications
· Benchmark high performing  PMOs and create an action plan for your PMO
· Deliver/share learning to develop others in your PMO
· Seek out feedback on your performance
· Take on new responsibilities, including at the next level
· Run a team meeting or event
· Deputise for your PMO Manager
	· Join the HO PD community for events, our newsletter and the Knowledge Hub PMO special interest group
· Visit the PD pages on Horizon
· Check out the wealth of information available at Axelos Best Practice (contact PPD mailbox for login info)
· Join/set up a PMO Action Learning Set
· Review your skillset and career aspirations with the Project Delivery Capability Framework
· Build networks with other PMOs – seek out your counterparts and compare notes
· Get a mentor or buddy – or become one! 
· Job shadow a specialist in your PMO
· Spend a day with the project/s your PMO supports
· Seek a job swap or secondment to another PMO
	Civil Service Learning’s
Project Delivery foundation online learning courses, such as:
How Projects Run; Project Planning
Civil Service Learning’s full range of 
Project Delivery accredited learning and qualifications, such as:
APM Project Management Qualification
Portfolio, Programme and Project Office (P3O)
Managing Successful Programmes
Agile Project Management 
Management of Risk
For Senior PMO Leaders:
Project Leadership Programme
Other learning:
Understanding and using business cases
The commercial cycle
Continuous improvement and quality management
Negotiation
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Governance:
the PMO supports the Project/Programme
Board, SRO and Project/Programme
Manager; it links into relevant standards
and procedures and ensures that decisions
are taken by the right people.

PMO Purpose:

to provide

Information:

the PMO maintains relevant, accurate
management information for and about
the programme, to support reporting and
effective decision-making.

efficiencies and
drive successful
delivery

Standards:

the PMO is a central point for setting
standards, and for ensuring best practice

and lessons learned.
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MYTH

X PMOs pick up all the administrative tasks that
no-one else wants to do

X PMO:s exist to do anything and everything the
Project Manager wants them to do

X The term ‘PMO’ denotes an office where people
work; a physical entity.

X PMOs are just a collection of general project
support roles

X PMOs are the best place for staff who are
struggling in other Project Delivery roles

FACT

v' Business support roles should usually pick up tasks like

booking travel and taking notes at meetings

PMO services should be value-adding, and the services and
outputs they provide should be negotiated and agreed
between the PMO Manager and the Project Manager.

PMO staff do not necessarily need to work in the same
office, but they do need to feel part of a cohesive team that
works together under a PMO Manager to provide a range of
integrated support services.

PMO staff should have clear roles and responsibilities and
understand where they fit into the team structure. PMOs
require various professional roles that demand a range of
specialist skills.

PMO roles offer varied, stimulating and challenging work, and
will support career progression. PMOs want motivated,
capable staff who are willing to stretch and develop!
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What are the warning signs that a

PMO is not working well and what is

How do you know when a PMO is

working well?

the impact?

X Uncontrolled change is happening.

X PMO is under resourced.

X Unanticipated delays to milestones
because of poor risk management.

X ‘Just do it’ is king — activity is not
connected with information.

X Things/activities move to the right on
the schedule.

X Not providing right info, at the right time

X Reporting and communication is not
effective.

X PMO does not know what is going on.

X High turnover of staff. Lack of retention
of core knowledge.

v
v
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There is consistency of performance.

The PMO is not a one-man band but an
integrated team working effectively together.
The SRO/Board rely on the PMO

PMO is an effective ‘challenge’ and serious
management function.

Multi-skilled and motivated staff.

Risk is being managed well.

Consistent use of standardised tools.

There is a detailed and well managed
project/programme plan.

The PMO is perceived as an enabler and not
an overhead.

The project/programme is successfully
delivered!




image5.emf
ACTIVITY PROJECT PROGRAMME PORTFOLIO

Initiation & Setup- Ensure the Project Initiation Document is 

completed

- Document scope and timelines

- Build and own the Programme Charter

- Define and structure the Programme's Governance Model

- Build and own the Programme Governance Model

- Agree and define the Governance Meeting constructs

- Provide guidance and support to the Project 

- Document the Programme's scope and timelines

- Define roles & responsibilities

- Identify, validate and articualte portfolio strategic and financial 

vision, objectives and benefits

- Build prioritisation model to define portfolio and assess inclusion, 

phasing & cancelling

Benefits - Define and agree measurable objectives/ benefits

- Provide inputs to benefits reporting

- Create benefits tracking process including KPI's, Baselines, success 

measures, ROI, benefits realisation timelines

- Create, track & publish the benefits tracking reports showing delivery 

against target, variance and realisation

- Determine the benefit, value and impact of each change in the 

Programme

- Define the benefits reporting, management and realisation approach

- Define benefits map for porfolio including phasing of benefits 

realisation

Governance 

Meetings

- Establish appropriate governance

- Establish and manage regular governance/ 

management reporting

- Define the purpose objective and composition of programme 

governance

- Facilitate Programme meetings

- Track and manage decisions made

- Define the portfolio governance structure and requirements

- Establish portfolio review meetings to assess performance, phasing 

and start, stop or accelerate/decelerate 

- Track decisions made and ensure actions are followed through

Stakeholder 

Management/ 

Communications

- Define project level communications planning

- Develop project level communications

- Manage project level stakeholder management

- Provide inputs to communications planning

- Identify and Map Programme Stakeholders

- Establish Communication Strategy & Plan

- Create & publish communications

- Establish effective change management

- Provide visibility of key programme, project and portfolio 

measurements and alignment to strategic objectives

Financial - Provide inputs to Finance reporting

- Cost management/ control

- Create and publish the Programme's Finance reporting updates - Define the Finance reporting approach

- Create and publish the Finance tracking and analysis/tolerences 

process

Planning - Create, manage & Publish the Project milestone 

plan

- Capture, manage and communicate project 

impacting dependencies

- Build the programme planning standards and approach

- Create, manage & publish the programme milestone plan

- Create, manage & publish the programme multi year roadmap

- Capture and communicate programme impacting dependencies

- Develop integrated End to End Programme plan

- Define approach to planning standards

- Track & monitor portfolio delivery performance (milestones and 

major events)

RAID - Ownership and management of Project RAID log - Ownership and management of the Programme's RAID log

- Establish and manage the Programme's Escalation procedures

- Produce, publish & implement the RAID approach

- Define RAID approach

- Establish and manage the Programme's escalation procedures

- resolve esclations that impact accross programme and projects

Reporting - Establish and manage regular reporting - Publish and implement the reporting approach

- Establish and manage weekly reporting

- Produce Ad-hoc reports

- Define the reporting approach including measurabiilty/ tolerences

- Monitor and report to the Executive level overall portfolio 

performance by exception

- making intervention recommendations where required

Resource 

Management

- Define project level resourcing requirements

- Provide inputs to resourcing management

- Produce, publish & implement the resourcing management approach

- Produce resource constraint & clash reporting

- Define resourcing management approach

- Resolve resourcing conflicts in the best interest of the overall 

portfolio performance

Change Control - Provide project level change controls

- Generate Project Change Control reports

- Establish a Change Control procedure

- Generate Programme Change Control reports

- Manage the Change Control process

- Determine the benefit, value and impact of each significant change

- Define tolerence levels for change and how these should be reported

Deliverables 

Management

- Clearly define project level deliverables

- Provide updates of status

- Define the Deliverables Management process

- Manage formal Key Deliverables acceptance

- Track progress of Deliverables

- Ensure key deliverables are tracked and completed across the 

portfolio

Quailty 

Management

- Define project level delivery assurance

- Manage project level delivery assurance

- Build, manage and share lessons learned

- Conduct communication sessions

- Implement corrective measures

- Define quality management guidelines

- Measure compliance & adherence to the methodology / processes / 

sub-processes and tools

Knowledge 

Management

- Identify knowledge standards to be adhered to

- Report against the standards

- Define the document repository

- Define document standards

- Establish peer reviews and knowledge sharing between portfolios

Close Out - Manage Project Closure

- Capture and disseminate lessons learned

- Manage Programme Closure

- Capture and disseminate lessons learned

- Ensure projects and programmes are closed and benefits tracking 

continues

- Ensure lessons learnt are applied to future projects & programmes in 

the portfolio


