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Why Is This Important?

The realization of an enterprise or business strategy is directly linked to how the organization selects, plans, funds, executes, and
monitors key projects and initiatives. This relationship is illustrated in the diagram below:

Develop and align on Identify and select Secure funding through
strategic plans and strategy-enabling capital or business
priorities projects and initiatives planning process

Plan and execute projects
and monitor progress

B Failure to successfully manage and execute projects coherently across the organization will have a direct impact on the health and success
of the overall strategy and, subsequently, on business results

B Recognizing whether your organization does this well might be what sets you apart from your competition

B Having a robust project management process, systems, and controls will mitigate the risks associated with how the organization plans and
executes projects and initiatives

It is of critical importance to continuously assess your organization to identify and address any gaps that impede the organization’s
ability to execute projects successfully and in alignment with the overall strategy.

But, how do we know if we have any issues?
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The Symptoms

Effectively managing projects throughout their entire lifecycles is an internal capability desired by most organizations. Leading

practice organizations proactively identify issues with their project management practices and successfully deploy corrective
actions and controls.

Here are six symptoms that could indicate your project management practices could use a refresh and some questions to ask your
organization:

Inconsistent Project Selection Limited Project Execution

Inability to Meet Budget Targets

—°—J and Prioritization a  Metrics and Reporting

B Does each department or business unit have its B |s there a “rush” at the end of the fiscal year to B |s reporting on scope, budget, and schedule
own method for selecting projects? spend capital or operations and maintenance consistent across the board?

t?
B Are projects selected without considering other dollars to meet budget? B Are reports automatically generated or do they

projects across the organization? B Are capital expenses often substantially above or require a lot of “manual” intervention?

' 2
B Is project selection explicitly tied to the corporate below the budget for the fiscal year- B Are performance metrics to track progress over

strategy? time linked to other enterprise systems (e.g.,
financial systems)?

— i i i A
Inconsistent Project Execution ﬁ Lack of Project Documentation
and Controls

Reallocation of Funds

B Are you frequently moving capital funds from one B Are projects managed along the lifecycle using a B |s it hard to find project-related documentation and
project to another? standard set of “stage gates”? “as-built” drawings?

B Are projects often rolled from one fiscal year to the B Are project controls in place? If so, what are they? B Does each organization control how project data
next due to lack of funding (or loss of it)? How are risks and issues being tracked? and documents are stored? Is it consistent?

B Are projects evaluated post-completion to ensure

they delivered the promised benefits? Are vendors
SCOttmadden evaluated and held accountable? n
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The Solution

Best-in-class project management organizations 1) have clear governance over project selection and prioritization, 2) implement

project management practices that adopt a standardized project management process for all project lifecycle stages, and 3)
deploy project management software to manage the process, track progress, and enable automatic reporting.

Clear Governance of
Project Selection
and Oversight

B Establish organizational body and
process that governs and oversees the
collection of projects as a coherent,
integrated portfolio

M Standardize project selection and
prioritization methodology driven by
strategic priorities and objectives

B Ensure that program benefits are
attained and aligned with organizational
goals and strategy
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-] Standardized Project
[ ] Management Process
- and Controls

B Deploy project management standards
and stage gate controls

B Establish clear roles and accountabilities
throughout the project lifecycle

B Accelerate training and change
management efforts

B Verify consistent use of project controls
and quality management practices

Project Management
System and
A Automatic Reporting

Establish single source of truth for
project goals and performance

Review all projects as an integrated
portfolio

Develop automated project workflows
and approvals to improve controls and
efficiency

Deploy automatic reporting by
integrating with data analytics and
visualization tools (e.g., Power Bl)

Copyright © 2023 by ScottMadden, Inc. All rights reserved. n



The Benefits

The following are a few of the key benefits of leading practice project management organizations:

Portfolio-level View
o

1 Manage the portfolio of all projects at the organization or department level rather than project by project to ensure the best

outcomes for the organization.

Efficient Project Selection and Prioritization

Enhance the selection and prioritization of the right projects to pursue with outcomes that clearly trace back to strategic
objectives and deliver.

Standardized Process

Standardize the execution of projects to ensure on-time, on-budget delivery with the expected outcomes and ensure all projects
are managed together as one portfolio.

O
C-»

Enhanced Visibility
Enhance the visibility into projects across the organization to improve decision-making and resource allocation.

Improved Financial Performance

Use fiscal discipline with a clear understanding of the capital and labor required to deliver on a given set of projects and ensure
budget and expense targets are being met.

Increased Accountability
Improve governance and accountability for the selection, prioritization, and execution of all projects.
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Case Study

CHALLENGE e

A vertically integrated public power entity was seeking to strengthen its project management capabilities and
improve its strategic enterprise project portfolio management. The objective was to stand up a project
management office (PMO) organization, develop the governance, policies and procedures around project portfolio
management, and deploy a system through which to manage and oversee all projects. In close coordination with
the client, ScottMadden led the creation of the PMO, developed the policies and procedures, and configured the
project management system.

PROCESS

B Developed the governance, policies, and procedures for enterprise project management

B Configured and deployed Microsoft Project as the enterprise project management solution with workflows and
approvals tied to the project lifecycle

B Developed and deployed automations with Microsoft Power Automate to capture regular project status updates
from the project managers in the desired format

m Developed and deployed project reporting and analytics in Microsoft Power Bl to provide actionable insight and |8
support management oversight of the project portfolio

RESULTS
B A standardized approach to project selection, leading to better business outcomes aligned with the strategy
B Enhanced oversight leading to improved compliance and the resolution of multiple audit findings

B Centralized management of hundreds of projects across the enterprise with ease of visibility via web-based
reporting and analytics

B Facilitated automated report generation for federal grant agencies on a multibillion-dollar program
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How We Can Help

ScottMadden has helped many companies improve their project and program management capabilities. Whether enterprise-wide or a

select department, we can help you in all areas.

Project Selection
and Oversight

v’ Capital and Business Planning Leading

Practice Assessment

v Governance Structure and
Organizational Design

v’ Project Prioritization and Selection
Methodology

v Development and Implementation of
Policies, Processes, and Procedures

v Implementation Support for Selected
Future State Organizational Design
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Clear Governance of

-] Standardized Project

B Management Process
e and Controls

v’ Project Management Leading Practice
Assessment

v’ Development and Implementation of
Policies, Processes, and Procedures

v Development of Project Management
Tools and Controls

v Development and Implementation of
Project Management Stage Gates

v’ Implementation Support for Selected
Assessment Recommendations

v’ Change Management and Training
Support (e.g., training sessions, training
guides, workshops, and more)

Project Management
System and
A Automatic Reporting

v' System Evaluation and Selection
Support

v/ System Configuration and Process
Workflow Automation

v Project Reporting and Data Analytics in
Microsoft Power BI

v’ Change Management and System

Training Support (e.g., training sessions,
training guides, workshops, and more)
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Contact ScottMadden Today

Overcome your project management challenges. Connect with ScottMadden to fast-track your ability deploy/improve project and
portfolio management leading practices with the right tactics to make a lasting change.

D 404.814.0020

scottmadden.com

info@scottmadden.com
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Appendix — Related SOV Concepts
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Key Governance

Components

The Governance

Project Selection
and Optimization

Leading practice organizations do this to govern and oversee their portfolio of projects:

Accountability
and Execution
Process

Project selection and oversight SOV

Funding

B Establish budget and set
priorities and targets
based on organizational
strategy

B Establish criteria for
reallocation of funds

W Establish process and
funding mechanisms for
emergent projects

Project Selection and
Optimization

B Set standard criteria and
process for project
selection and prioritization

B Incorporate organizational
constraints (e.g.,
regulatory, financial,
safety) into the portfolio
selection process

B Optimize portfolio and
continuously reassess

Accountability and
Execution Process

B Assign execution
responsibilities for
projects

B Establish minimum
requirements for controls,
progress reporting and
execution

B Establish regular cadence
to assess progress and
adjust for emergent needs

Leadership and Strategic
Alignment

m Establish governing body
with key executives from
different functional areas
(can be two-tiered)

u Identify strategy enabling
projects and track
progress

B Monitor results and
realized benefits;
compare against initial
plans
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Process and controls SOV

The Process

A project management process establishes how the organization will execute projects, where accountabilities reside, and how
execution progress is monitored. Ensuring the organization adopts these practices requires robust change management plans—
often overlooked but critical for a successful implementation.

How is the work executed? How do we monitor progress? How is the process adopted?

Project management policy, process(es), and Project controls are created to measure and track Change management must be considered for all
procedure(s) are used to describe how the work how the existing processes are being used and projects or initiatives. The nature of a change and
will be executed. This includes roles and mitigate the risk associated with non-compliance organizations affected can vary from simple to very
responsibilities of all the key stakeholders involved, (i.e., employees not utilizing the approved process complex. The aim of change management is to
minimum requirements for each project lifecycle and procedures). help organizations realize the benefits or value of
stage and process flowcharts. each project or initiative. Failure to deploy change
management plans correctly could result in poor
investments and unrealized benéefits.

Process Flowchart Example

Project Budget Template Example

pero— Change Management Checklist Example
Project Name: Projct X Attachment 1
Change Toolkit Checklist
Projct Manager Gorardooraes ¥ udget
ot Number ™ 1 ot capt ss5000000 on
LT 212020 z Boooor7asss O] 000 hange: standardized project management processes. templates. and artifacts within the PMO, T&D. and Generation
EndDate a0zt ]
FiscalYoar (Slect One) Fri920 s
Change Change
Toal rjct Budet 53500000 Y Prject Buc 7500000 i )
it s Froet et o FemandoPadila_________ Agent: Mieya Rodriguez Target: Al PMO Siaff
Budget Metrics.
Briefly Describe
Tools to Be Develo
Invoice Metrcs vs Total FY Budget ics vs Total FY Budget FY Item __Resolution/Solution Support the cha:;
7D s At Uzt of PV Budt YYD Pai At o of PV Bur VID Foecasted Cost (if not explain why) [0
Definition: Obijectives of the change have been clearly defined. The sense of urgency, jectives lement and standardize. ickoff meeting / message from F
000 % $0.00 o $6.375,000.00 ‘major opportunity to be gained through the implementation of this change: project management pro PMO
FY Balance Avaiable Budget Metriccalor (inoces) FY Balance Avaiatle Budget Melric Indcato (Payments) Total FY Projected Cost [ent initiative have been determined.
bood start” is essential to long-term success as even seemingly straightforward projects [OPPortunity — bring structure to PMO, be
$7,500,00000 $7,500,00000 $7,500,00000 st be thoroughly “scoped” to ensure attention is focused on essential elements and ble to track and report on project status  fessions
verables. An effective team is formed only through deliberate actions, starting with
fiication of roles, responsibilies, and expectations lure
Budget Metrics by Accounts. ovi by X
requirements for Implementation Plan: [Date; New projects begin with process on X [Create job ai
‘Account# 1 Metrics Only ‘Account#2 Wetris Only ltatement or Charter Success Criteria liate
O DI finition; A focal point or a Change Sponsor to implement the change has been named, ;’;‘g’i{;’“’gf;*’;"
FY YT0 oo Arourt FYYT0 Pad Amount Y70 Forecastd st FYYT0 oo Amourt FY YT0 Pad Amount Y10 Forecastd st nge team has been constructed as appropriate. Be sure (0 have aligned and identified .o ot Sc T et~
ot each site to facilitate PREPA wide change. Change Management initiative follow-up 8¢ b
000 $000 000 000 $000 $000 tollgates) have been established, and the [ rt the change have b
tollgates) have been established, and the means to support the change have been cthodsolgates - Report on
progress in monthly staff meetings
requirements for Implementation Plan:
% % e 0% % s for CM Change Schedule
Y Balnce Al (nvoces) | FY Balacs Avaieie Payment) 7Y Batarc At (mvoces) | FY Baancs vt Paymens) apact; Understand the expected and realized impact on the organization from the g sructure and PPPs are all new/do nol_[Documented policies, processes.
$4,500,00000 $4,500,00000 $3,000,00000 $3,000000.00 [change is essential to evaluating the success of the change urrently exist fprocedures
ine and expected impacts on existing policies, procedures, processes and organizational | c.ution after i P
Metrc Health indicator (invoices) Metrc Health Indicator (Payments) Metric Health Indicator (Invoices) Metric Health Indicator (Payments) Jures have been conducted Ilvz'ed orvons in PMO W‘HED‘ P
efore’ and “after” values and beliefs for the impacted organizations have been clearly [Follow-up training i
te

. The competition or best in the industry has been examined, or a GAP analysis has
onducted, if required.
ichmarking the essential to determining iy of uality Specialist and Governance|
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Project management system and

The SyStemS reporting SOV

Project management systems are used to track and control projects throughout all lifecycle stages. It enables collaboration,

communication between project stakeholders, process automation, and digitization of project controls and artifacts (i.e., risk log,
issues log, etc.).

‘ ° - e e ..
| «Workflow Phase Name: 1 -
. , | EI& 100090 FEMA Generation - Ac*** | 1 - Initiate 03 - PMO Portfo| 12/1/2020
BROWSE PROJEC PAGE - 5
| Bl 100091 FEMA Gener Ceeee |1 - Initiate 03 - PMO Portfo| 12/1/2020
|
|

X 100092 FEMA Substation - Cu+++ |1 - Initiate 03 - PMO Portfol 12/1/2020
S 100094

E_ Project Details: 1-3 Renewable PPOA Selection of a cohesive project
portfolio better aligned to

1-3 Renewable PPOA

Renegotition business strategy

@ Status: Checked-in Last Modified: 11/10/2020 9:48 AM

Project Details

Lei = 100015 RES PPORRENEYC

Basic Inf - T PO EReC 77172020
Project Information asic Info B 100022 1-3 Renewable PPOA ==+ | 3 - Execute & M{ 10 - Project Exec 7/1/2020
& 100024 2-1 San Juan Combine=++ 3 - Execute & M( 10 - Project Exec 7/1/2020
Schedule Name * 1-3 Renewable PPOA Renegotiation = ;
Strategic Impact Specify a name for the EPM £ = 100025 2-2 Repair of San Juar 3 - Execute & Mq 10 - Project Exec 7/1/2020
Project @ 1= 100020 2-3 Co *** | 3 - Execute & M¢ 10 - Project Exec 1/7/2020
Project

B 100027 3-1 Die upply*+* | 3 - Execute & M 10 - Project Exec 7/1/2020
B 100028 3-2 Bunker-C Fuel Sup*=+ |3 - Execute & Mc¢ 10 - Project Exec 9/30/2020
B & 100017 3-3 Fuel Supply Infras *** | 3 - Execute & M 10 - Project Exec 7/1/2020
. CE o Lae A - . o sslaa n - P = iaimana

| Critical project information | GET ACCESS TO
details at our fingertips |’ WHAT’S HAPPENING

Status Updates motion for the project that did not comply with e
the projects that did not reach agreements on commercial terms.

Approval

1
|
|
= 100026 24 Gel ant [+++ |3 - Execute & M( 10 - Project Exec 7/1/2020
j
|
|

Tasks

Issues and Risks
P . - e e == r——— l

Reporting Finish Date 12/31/2020 Budget

Data visualization to manage
portfolio’s performance and

I BETTER | ensure accountability

A | T03% T T
=

Ability to understand where the
project stands and the issues
we need to address

FIND AND FIX e B =m SN SN A m
THE ISSUES E— it - W

,,,,,,,,,,,
ErrET ot iestons ontanesd
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