
 © 2007 Dochtermann / Klug - 1 - 
Originally published as a part of PMICOS 2007 Annual Conference 

How Fortune 100 Customers Attain the Business Value from Enterprise 

Project Management Solutions 
 

 
Doc Dochtermann, PMP, CISSP 

Technology Specialist, Microsoft  

 

Chris Klug, Lean Six Sigma 

Solutions Specialist, Microsoft 

 

 

 

Abstract 
 
Enterprise Project Management (EPM) solution implementation requires a significant amount of expertise, 

organizational commitment, and a reasonable planning effort to ensure that business value can be defined and 

realized.  

 

Successful organizations not only understand the need to align their “spend” with their business objectives / 

priorities (doing the “right” things) but also have a keen grasp of the work at hand, are able to manage their 

resources, and understand existing or potential impediments to their project success (doing things “right”).  

 

This session addresses how Fortune 100 customers attain the business value of EPM through careful deployment 

planning and attention to cultural change management, integrated throughout the life cycle. The two presenters work 

with many large enterprise organizations, providing direction and support, to ensure the successful adoption of the 

new tools and methods. Come listen to their valuable experience and learn how you can realize business value from 

EPM.  

 

Introduction 

Information Technology Projects are in CHAOS: 

The sad truth is that most IT Projects fail.  They come in late, over budget and rarely meet 100% of the customer’s 

requirements.     

 

“In the United States, we spend more than $250 billion each year on IT application development of 

approximately 175,000 projects. The average cost of a development project for a large company is 

$2,322,000; for a medium company, it is $1,331,000; and for a small company, it is $434,000. Most of 

these projects will fail. The research shows a staggering 31.1% of projects will be canceled before they 

ever get completed. Further results indicate 52.7% of projects will cost 189% of their original estimates.” 

(Standish Group, 1994) 
 

This consistency has fostered a climate where there is an expectation of failure and contributes to a low perception 

of IT’s value to the business. 

Time, Money and Work are being wasted: 

We all have a duty to deliver our projects and services in a way that returns the highest Business Value back to the 

organization for the lowest amount of resource expenditure.  As an Information Technology community we are 

failing our constituents.  This execution gap does offer a great financial opportunity through productivity gains. 

 

“The Standish Group estimates that in 1995 American companies and government agencies will spend $81 

billion for canceled software projects. These same organizations will pay an additional $59 billion for 

software projects that will be completed, but will exceed their original time estimates.  On the success side, 

the average is only 16.2% for software projects that are completed on-time and on-budget. In the larger 
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companies, the news is even worse: only 9% of their projects come in on-time and on-budget.  Projects 

completed by the largest American companies have only approximately 42% of the originally-proposed 

features and functions.” (Standish Group, 1994) 

 

The problem is not simply an issue here in America, but has also been surveyed in other major regions. The KPMG 

International 2002-2003 Program Management Survey interviewed 230 organizations in 15 countries, including the 

Asia-Pacific region. It revealed that 59% of the organizations surveyed had failed projects. 

 

“The average cost of these failures across all participants was $10.4 million USD. Further, the survey 

showed that “only around 10% of projects come in „on time‟; less than 20 per cent came in „on budget‟ – 

and only around 50 per cent of those projects that were evaluated even meet sponsor expectations.” (KPMG, 

2003) 
 

The key to increasing net margin to the bottom line may not be through acquisitions or new products and markets 

but through simply doing what we do more efficiently.  We need to deliver the products and services our customers 

need faster and more cheaply.  The competitive marketplace will no doubt drive increased operational excellence 

within IT’s project management practice. 

Successful Project Management companies have commonalities: 

Organizations that attain higher levels of success from their Project Management practices understand that there are 

three key focus areas: 

 

 Defined Methodology to improve Organizational Project Management Maturity Matrix (PMMM) 

 Holistic approach to People, Process and Technology 

 Organizational / Cultural Change Management 

 

Like a ship’s captain and crew, companies need a map and plan to reach the next port.  Using a framework like the 

PMMM model gives an organization the ability to define and segment the workload required to reach each step of 

the maturity matrix.  

 

Mature project management organizations have an understanding that successful solutions focus on the “Critical to 

Quality” requirements that drive business value and adoption by the users. People and Process are the first 

considerations and Technology supports the needs of the business users. 

 

Organizational / Cultural Change Management must incorporate not just requirements and processes but also the 

people.  The success of any solution is a result of the quality of design and the level to which it is adopted.  

Changing the way people conduct their daily work can be traumatic.  People are generally resistant to change.  The 

adoption rates of any process will be increased if the process stake holders feel that their input was incorporated in 

the final product.    In this way process changes are not driven down from on-high but business requirements are 

melded with those of the process stakeholders.  Input is gathered from influencers and incorporated into the design 

and training of a new solution.  

 

These three focus areas help us define a phased road map for maturing their business processes without trying to 

“eat the elephant” in one bite. 

 

This paper provides insight into the causes of this dilemma and suggests some sound methodologies and strategies 

that have enabled Fortune 100 companies to attain high business value from their Enterprise Project Management 

solutions. 
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Organizational Project Management Maturity Model (PMMM) 
 
“The Project Management Maturity Model (PMMM) provides a logical path for progressive development and a 

strategic plan for advancing project management improvement within an enterprise.” J Kent Crawford (2007). 

 

It is important to note that major change initiatives will only succeed if they work at the pace of the Enterprise.  The 

acculturation of new processes, tools and infrastructure need to take the current state of the environment into 

account while ensuring alignment to the Business Objectives of the organization. Just as most High School students 

are unprepared to deliver a doctoral dissertation; proper training programs must be implemented to raise the Process 

Stakeholders skill set.  In a similar way the organization’s processes must be matured in a phased method.  As the 

People and the Processes are matured, infrastructure must be configured to support the appropriate service delivery 

model today and to accommodate future growth.   

 

Businesses evolve by necessity and those that adapt the quickest and most efficiently usually are the market leaders.  

If our Project Portfolio Management and Process Change Management decisions are not being made based on a 

defined Business Value and Governance framework, then how do we know we are doing the right things?  Change 

for change sake can lead to chaos. Organizations tend to get lost in trying to manage their Project and Process 

evolution without a defined road map. 

 

The PMMM follows the Software Engineering Institute's (SEI) Capability Maturity Model's (CMM®) five 

evolutionary maturity levels, and examines maturity development across the knowledge areas in the Project 

Management Institute's (PMI®) A Guide to the Project Management Body of Knowledge (PMBOK® Guide). The 

PMMM integrates industry-leading standards for project and process management, the PMBOK Guide and CMM, 

respectively, to provide a comprehensive, straightforward, and easy-to-follow plan for advancing organizational 

project management maturity. Table 1 shows an outline of each of the five levels and the relationship to the 

PMBOK® Guide knowledge areas. 

 

 
Table 1 - Project Management Maturity Model 
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Understanding the Project Management Maturity of an Enterprise is the key determinate when bringing about 

significant organizational change and institutionalizing the new work and resource management methods. It is 

extremely important to assess the level of Project Management Maturity prior to prescribing any “fix”, either short 

or long-term. The PMMM provides us with the “roadmap” of the organizational maturity continuum that allows us 

to determine an appropriate course of action when improving: Capability and Capacity (People), Work Method 

(Process Maturity), and the Tools and Infrastructure (Technology) that will enable what we call Connected Work.  

 

 

People, Process, and Technology 
 

Through careful deployment planning and attention to cultural change management integrated throughout the life 

cycle Enterprise Project Management can provide significant business value to the organization. Enterprise solutions 

must elegantly integrate three focus areas:  People, Process, and Technology. 

 

- People:  All Process and Technology Solutions are focused on enabling people to be more effective at their core 

missions. The organization must invest in training to get people ready across the enterprise and bridge the gap 

between Project Management processes and Tools & Infrastructure.  

 

- Process:  Successful organizations map their current processes, engage in continuous improvement, track 

effectiveness and communicate clearly with users.  Processes need to enable the People to attain the 

organizational Mission Statement. 

 

- Technology:  After we understand the People and the Processes we can design Technology solutions that 

enable our People to execute processes as efficiently and accurately as possible. 

 

We will now examine each of these themes so we can have a better understanding of the key determinants in an 

Enterprise solution. The priority of each is important, so we will start with our most critical resource, the People. 

1. People 

People at different levels of the organization encounter different challenges when managing the vast array of 

information produced from the many aspects of their business. These challenges differ based on the role of the 

individual, while trying to make sense of ever-increasing volumes of data.   

 

Executives today have limited visibility into what their enterprise is doing. They need to easily communicate their 

key strategies, so that the work within the enterprise will align with the business priorities and overall objectives of 

the organization. 

 

Project Managers and their teams, driven by the large volume of work assigned to them, are extremely over 

allocated due to the lack of a systematic way to plan an manage the work at hand.  Project schedules are overly 

complex, often with too little or too detailed information and need to become more “Dynamic” in nature so that they 

can be used as a forecast (Uyttewaal, 2004). Managers need to stay informed and have control of their projects, 

while driving accountabilities down to the team participants, all the time ensuring that everyone in the team is 

focused on the plan; and that the outcomes are aligned to the business priorities of the organization.  

 

Finally, IT needs to be sure that these new EPM systems meet the requirement of the business owners, while 

ensuring ease-of -use to increase their rate of adoption. They must also care that the solution will scale, at the lowest 

TCO, and integrate within their existing business systems environment. This is a tough challenge! 

2. Process 

“The reasons for the increase in successful projects vary. First, the average cost of a project has been more than cut 

in half. Better tools have been created to monitor and control progress, and more highly skilled project managers 

are using improved management processes. The fact that there are processes is significant in itself.”(Jim Johnson, 

Karen D. Boucher, Kyle Connors, and James Robinson, 2001) 
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The basis behind any project management system is a comprehensive methodology of practice. In simple terms, this 

methodology can make or break an effective implementation of industry best practices balanced with the proprietary 

differentiators of each organization. 

 

Effective processes must be adaptable and universally applied across the enterprise, as well as embrace an 

organization's key differentiators. For example, if one of the objectives of a Project Management Process is to 

increase the satisfactory results of Six Sigma improvement projects, then the system must account for several data 

points that are not part of a "traditional" project management process. 

 

Utilizing Six Sigma techniques to access a process, we can determine what activities in the process actually add 

value to the end result (i.e. CVA and BVA) and gain a better understanding of those that add little or no value (i.e. 

NVA): 

 

• CVA Customer Value Added - adding form fit or functions to a product or service, an activity that the 

customer would be willing to pay for in isolation if they knew it was being done – e.g. Creating code, 

implementing functionality. 

• BVA Business Value Added -an activity that is required to operate the business but the customer is 

unwilling to pay for – e.g. Budget tracking, code documentation. 

• NVA Non-Value Added - an activity that is not required by the business nor is the customer willing to pay 

for – e.g. waiting for resource allocation, requirements documents. 

 

Project management methodologies are designed to assist project managers in meeting project-related challenges by 

providing guidance on the application of project management techniques within a framework that recognizes the 

interactions between a project and the related corporate environment. 

 

It is important to note that the ability of an organization to adopt a standard project management method and set of 

enterprise processes will be highly dependent on the ability of its people to recognize and address the knowledge 

and skill gaps across the enterprise. There is a clear challenge in shifting both the knowledge workers understanding 

and well as their attitude about the new workplace “habits” that will be required to ensure the successful adoption of 

an EPM strategy. 

3. Technology 

A wise person once said, "A fool with a tool is still a fool." In other words, if an organization doesn’t have the 

correct processes in place, then automating those processes will not improve them. Likewise the People in the 

Enterprise also need to have the appropriate skills to understand that technology / tools alone will not suffice.  

 

Project Management tool providers were quick to notice the project management methodology craze and the market 

was flooded with a variety of sophisticated scheduling work management tools. The claims were never-ending, from 

task scheduling and resource leveling to dashboard reporting and web access modules.  

 

Despite all these features / functions, most organizations that are attempting to deploy an enterprise solution face 

similar challenges that other large software applications encounter (e.g. ERP, MRP, ERP, etc).  

 

 How are we going to implement this system? 

 Who is going to train the users? 

 How can we ensure that people use it? 

 How accurate is the information we pull out? 

 

Unfortunately, many companies have not emphasized the importance of these questions before they purchased 

Enterprise Project Management (EPM) tools. Many EPM technology solutions were bought, installed, and promptly 

ignored. 

 



 © 2007 Dochtermann / Klug - 6 - 
Originally published as a part of PMICOS 2007 Annual Conference 

Connection Breakthrough 

 
“Research shows that companies which invest in software as a strategic asset for their people perform better.  

It also stands to reason that business solutions engineered to meet customer needs and anticipate changes in the 

social, economic and political drivers of the world deliver more value to organizations than software developed  

by whim or committee.” (Microsoft 2007) 

What does it mean when we talk about alignment of strategies with work and people? Organizations face challenges 

in planning and budgeting, project management and scheduling, collaboration and software development and 

management.  While tool vendors have been working to improve each of these areas, there are two important 

changes taking place: 

 

1. Consolidation is driving down the price, driving up the quality and extending the reach of these tools.  What 

was formerly available to a hundred people in the management suite or PMO is now affordable enough to roll 

out department and enterprise wide. 

2. Collaboration Software, such as the Microsoft Office SharePoint platform, is making it possible to connect the 

people and their work with the processes, all together in an integrated and seamless information worker 

productivity environment. 

 

The new EPM systems provide an end-to-end collaborative project and portfolio environment that helps 

organizations gain visibility, insight, and control by enhancing decision-making, improving alignment with business 

strategy, maximizing resource utilization, and measuring and increasing operational efficiency. There are three 

major aspects that support a “connected work” strategy throughout an organization: 

 

1. Portfolio Management – provides executives, portfolio analysts, and project management office (PMO) 

staff with tools and techniques to improve decision-making and helps ensure that the selected project 

portfolios align with the organization’s business strategy. Portfolio management helps organizations select 

the investments that will maximize business value. 

2. Project Management – helps ensure that the investments are successfully executed and deliver the 

forecasted benefits.  

3. Resource Management – begins at the most basic level with the assignment of people to work, and 

evolves in complexity as the organization’s project management processes mature. More advanced resource 

management practices enable you to view current capacity and allocations across the projects in the 

organization. 

 

Organizations need all three disciplines to be successful in managing their portfolios of projects. 

 

This ”connection breakthrough” is enabling a new generation of products to connect work across the departmental 

silos, from the line level worker to the executive suite and address the pains that people are feeling. This connection 

breakthrough will enable organizations to reach an even higher potential of real alignment between strategy, 

resources and opportunity. 

 

 

Organizational / Cultural Change Management 
 

“Technological change is like an axe in the hands of a pathological criminal” (Albert Einstein) 

 

We stated earlier that the success of any solution is a result of the quality of design and the level to which it is 

adopted. How often however have we been the targets of change, where we were neither consulted nor advised? We 

prefer to reject change rather than embrace it. Why? Change forces us to change our daily habits, which moves us 

out of our comfort zone. When there is no change, things are familiar, and hence there is a feeling of security. 

Change is unsettling.  
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The key to OCCM is ensuring that the organization understands that there can only be one overall approach to how 

they are going to manage work, resources, and finances. EPM is the agreed upon strategy that the enterprise is going 

to manage by (i.e. similar to ERP and CRM). 

 

How do we take a large group of subcultures and get them to conform to a unified approach for managing the 

programs and projects? There are some key considerations that must be taken into account when rolling out these 

large-scale EPM initiatives.  

 

- Organization Change Management:  changing the people / governance structure to current thinking and get 

away from the “stove pipes” that have developed over time. 

 

- Cultural Change Management: enabling for change; people adopting new ways of doing thing, using new 

methods and tools.  

 

- Requirements Gathering: there are several Requirement Gathering processes like “Design for Six Sigma” 

which provide tools for detailing the Critical to Business and Critical to Customer requirements. 

 

Organization / Cultural Change Management needs to apply to requirements, processes and people.  Process changes 

are not driven down from on-high but business requirements are melded with those of the process stakeholders.  

Input is gathered from influencers and incorporated into the design and training of a new solution.  

 

Ultimately we need to ensure that the leadership will fully understand, commit, and take ownership, ensuring the 

top-down support that is so critical when effecting major change management across an enterprise. 

 

 

Conclusion 
 
“The skeptics say that it will take a long time to change the habits to learn a new technology. People will change 

their habits when they have a strong reason to do so and people have an innate urge to connect with other people. 

When you give people a new way to connect with other people, they will punch through any technical barrier.”  

(Marc Andersen, legendary innovator of Mosaic) 

Early evidence indicates that Fortune 100 customers are starting to attain the business value of EPM. Through 

careful deployment planning and attention to cultural change management these significant undertakings can 

provide not only short-term return on their investments, but in fact provide a basis for long-term management of the 

enterprise’s most precious resource – namely people. 

Project Management is now taking on a renewed importance across a variety of organizations, both large and small, 

government and commercial sector; perhaps fueled by the awareness that our resources are actually finite and now 

reaching an ever increasing shortage in supply. 

Business Benefits  

Although the evidence is early in the overall maturity lifecycle of project management, large Fortune 100 companies 

that are introducing these concepts into their EPM initiatives are now starting to realize significant advantages and 

benefits in how they perform Project Management: across their organizations: 

- Visibility Insight, Control in to the Enterprise Programs and Projects 

- Standard definitions of what a project is and how approvals are obtained 

- Enterprise methods for defining, tracking, and reporting out project performance 

- Standard Tools and Infrastructure that is widely adopted across the Enterprise, allowing for easier on-boarding 

resulting is wider adoption and ease of use 
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- Data that is accurate, timely, and based on “real” information that is provided as a by-product of the use of the 

too, simplifying reporting and statusing of the enterprise deliverables, resources, etc 

- Less consolidation effort to provide common operating picture as the work and resources are already 

consolidated by the nature of the system and how contributors engage in the process, collecting key status 

information through the use of the system (similar to how and ERP system works) 

- All stakeholders can participate and access information on a need-to-know basis by utilizing a central shared 

database to manage performance metrics instead of loosely coupled “personal” files 

- Executives, Project Managers, Team participants, can all have access to their “view” of the data according to 

their needs at the time 

- The information being provided to key decision makers can no longer be “gamed” or “factored” through 

translation as it is now simply become a view of the performance metrics being provided by the EPM system 

- Visibility of key Project Performance metrics will influence different behaviors (some of which may be hard to 

predict for awhile) from the various stakeholders 

In the Years to Come 

EPM will no doubt go the way that it’s ERP and CRM forefathers did and become one of the mainstay enterprise 

systems of the organization in the very near future. Business benefits will continue to increase as today’s pioneers 

establish common architectures, best practice, and standard work management processes for defining, maintaining, 

and reporting on organizational projects and the resources they consume. Work scheduling and enterprise resource 

management as we know it today will become more deeply integrated in the information worker systems that 

comprise our desktops today.  
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