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Abstract 

Whether it is conforming to new governance regulations or launching a new product, key activities 
within organizations are run as projects. Maximizing the ability to deliver projects is a significant 
ŎƻƴǘǊƛōǳǘƛƴƎ ŦŀŎǘƻǊ ǘƻ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǳŎŎŜǎǎΦ 5ŜƭƛǾŜǊƛƴƎ ǇǊƻƧŜŎǘǎ ƛǎ ŀ ŎƻƳǇƭƛŎŀǘŜŘ ƛƴǘŜǊŀŎǘƛƻƴ ƻŦ Ƴŀƴȅ 
components including people, technology, and environment (both internal and external). By proactively 
monitoring the various facets around project delivery an organization enhances its ability to perform at 
its best. 

The purpose of this document is to demonstrate a Performance Management framework for a Project 
Management Office. It provides examples of scorecards and metrics that are applicable to different 
levels of an organization. 

The audience for this document is people considering implementation of metrics for their Project Office. 
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άtǊƻƧŜŎǘǎ ŀǊŜ ŀ ƳŜŀƴǎ ƻŦ ƻǊƎŀƴƛȊƛƴƎ ŀŎǘƛǾƛǘƛŜǎ ǘƘŀǘ Ŏŀƴƴƻǘ ōŜ ŀŘŘǊŜǎǎŜŘ ǿƛǘƘƛƴ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ 
normal operational limits. Projects are, therefore, often utilized as a means of achieving an 
ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘǊŀǘŜƎƛŎ ǇƭŀƴΦέ 

 
A Guide to the Project Management Body of Knowledge. 

Delivering Projects with Performance Management 

An organization exists to fulfill its Mission while preserving its values. Progressing forward to its Mission 
is accomplished through successive selection and execution of projects. A project is a planned 
undertaking to achieve a given goal. Within the context of a business this goal typically supports a 
strategic objective such as increasing revenue, launching a new product or streamlining operations. 
Since the success of the strategic objectives is dictated by the success of the ability to run a project, 
ǘƘŜǊŜ ƛǎ ŀ ŘƛǊŜŎǘ ŎƻǊǊŜƭŀǘƛƻƴ ōŜǘǿŜŜƴ ǇǊƻƧŜŎǘ ǎǳŎŎŜǎǎ ŀƴŘ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǳŎŎŜǎǎ. 

To first understand if we are successful, we need to define what success means. For the purposes of this 
discussion the following is used as the definition of project success: 

Implementation of a project yields the anticipated benefits to an organization and is delivered 
according to stakeholder expectations (schedule, budget and quality). 

There are a few things to note about this. Projects are approved because they demonstrate an expected 
return on investment (ROI) and support strategic objectives of an organization. For a project to be 
successful it must achieve what it originally set out to do. This includes delivering the features that 
support the anticipated benefits and being adopted by the end user community so that the features are 
realized. 

As well, stakeholders will have expectations with respect to the timeframe, budget and quality of the 
project being delivered. When a project is first conceived there are schedule estimates and budget 
estimates that set initial expectations.  

Projects are often complicated and involve many people with various roles. What is required is a way to 
align these roles so that their efforts are directed at achieving the project goals. Performance 
Management is a framework which can make this happen. 

Breaking down the term Performance Management gets to ǘƘŜ Ǌƻƻǘ ƻŦ ǘƘŜ ƳŜŀƴƛƴƎΦ άtŜǊŦƻǊƳŀƴŎŜέ ŀǎ 
defined in the Merriam-Webster online dictionary includes: 

¶ the execution of an action 

¶ the fulfillment of a claim, promise, or request 

aŀƴŀƎŜƳŜƴǘ ƛǎ άǘƘŜ ŎƻƴŘǳŎǘƛƴƎ ƻǊ ǎǳǇŜǊǾƛǎƛƴƎ ƻŦ ǎƻƳŜǘƘƛƴƎέΦ ¢ŀƪŜƴ ǘƻƎŜǘƘŜǊ tŜǊŦormance 
Management implies overseeing the execution of actions. Measurement is an important aspect of 
ƳŀƴŀƎƛƴƎ ǇŜǊŦƻǊƳŀƴŎŜΦ Lƴ ǘƘŜ ǿƻǊŘǎ ƻŦ tŜǘŜǊ 5ǊǳŎƪŜǊΣ άLŦ ȅƻǳ ŎŀƴΩǘ ƳŜŀǎǳǊŜ ƛǘΣ ȅƻǳ ŎŀƴΩǘ ƳŀƴŀƎŜ ƛǘΦέ 
Important concepts we can draw from these definitions include: 

¶ managing implies playing an active role in determining future success 

¶ managing is guided by measuring progress towards goals 

This paper discusses a Performance Management framework for running projects within an 
organization. Individual organizations would accommodate these concepts to their specific needs. The 
first thing that the framework needs is an owner. Placing this ownership with the Project Management 
Office maximizes the chance of it being deployed within the organization. An example of this was 
demonstrated in a study by Info-ǘŜŎƘ ǊŜǎŜŀǊŎƘ όάLƳǇƭŜƳŜƴǘƛƴƎ ŀ tǊƻƧŜŎǘ aŀƴŀƎŜƳŜƴǘ hŦŦƛŎŜέΣ hŎǘƻōŜǊ 
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2007) which shows that 82% of organizations with a PMO captured and reported project performance 
metrics while only 44% of organizations without a PMO tracked project performance metrics. 

What is a Project Management Office? 

There are many definitions of a Project Management Office. In fact, there are different names to call this 
business unit including the Corporate Project Office or Enterprise Project Office. For this discussion we 
will use the term Project Management Office (PMO). 

For the purposes of this paper, we will be considering a centralized PMO. The mission of this PMO is to 
keep projects on schedule, within budget and in adherence to business strategies and goals. It acts as a 
ŦƻǊƳŀƭ ƎƻǾŜǊƴƛƴƎ ōƻŘȅ ƻǾŜǊǎŜŜƛƴƎ ǊŜǎƻǳǊŎŜǎ ŀƭƭƻŎŀǘŜŘ ǘƻ ǇǊƻƧŜŎǘǎΣ ŀǎ ǿŜƭƭ ŀǎ ŘŜǘŜǊƳƛƴƛƴƎ ŀ ǇǊƻƧŜŎǘΩǎ 
measures and benefits as they relate to the business. The PMO has centralized control over all projects 
and enforces the compliance of projects with policies. 

Research has been performed to understand why PMOs are formed in the first place (Andersen, 
Henriksen, & Aarseth, 2007). It was found PMOs are formed to address the following problems: 

¶ Large differences on how projects are run 

¶ Problems with cost and time overruns 

¶ Lack of qualified project managers 

¶ Lack of holistic practices with regard to project selection and synergies among them  

As well, successful PMOs take on the following responsibilities: 

¶ Establish, develop and manage shared methodologies and processes 

¶ Training and competency development 

¶ Support of projects 

¶ Contribute to the governance processes 

¶ Quality assurance of projects 
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Roles in a Project  

Different people in an organization require different levels of information with different frequencies. 
There are many stakeholders, managers and team members each participating to make a project a 
success. Understanding the information that each requires to be effective is an important step for 
Performance ManageƳŜƴǘΦ [ŜǘΩǎ ƭƻƻƪ ŀǘ ŀ ǎŀƳǇƭŜ ƻŦ ǘƘŜ ǊƻƭŜǎ ƛƴǾƻƭǾŜŘ ƛƴ ŘŜƭƛǾŜǊƛƴƎ ŀ ǇǊƻƧŜŎǘΦ 
Figure 1 provides a typical overview of the stakeholders related to a project. The Customer is the 
Business Project Sponsor and the Business Portfolio Manager. The Delivery team is responsible for 
making the project a reality. The Senior Management Team ultimately has responsibility for ensuring the 
ǇǊƻƧŜŎǘ ŘŜƭƛǾŜǊǎ ōǳǎƛƴŜǎǎ ƎƻŀƭǎΦ [ŜǘΩǎ ƭƻƻƪ ŀt these roles in more detail. 
 

 

Figure 1 - Project Stakeholders 

 
The Senior Management Team sets the strategic objectives for the organization. They decide what 
projects should be implemented to meet those strategic objectives. They have a responsibility to 
monitor the business environment and the progress of the projects to ensure that their strategic 
objectives continue to be relevant and that corporate resources (typically financial) are allocated to the 
right projects. Once the strategy is set, it is up to the rest of the organization to execute it. 
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Portfolio Managers need to optimize the organizational benefits achieved given the available resources . 
They are responsible for a business unit within the organization. For instance, within a Banking 
organization there may be a portfolio manager responsible for the projects related to small business 
banking. Portfolio Managers may need to rebalance the projects in the portfolio due to market changes. 
The types of questions a portfolio manager would ask include: 

¶ What is the current net benefit of my portfolio? 

¶ Which projects are at risk of being below my required ROI? 

¶ If a project is in trouble, are my resources better directed elsewhere? 

Business Project Sponsors ǿŀƴǘ ŀ ōǳǎƛƴŜǎǎ ŦƻŎǳǎŜŘ ǾƛŜǿ ƻŦ άǿƘŜǊŜ ǿŜ ŀǊŜ ŀǘέ ǿƛǘƘ ŀ ǇǊƻƧŜŎǘΦ ¢ƘŜȅ ƻǿƴ 
the business case for the project and are responsible for ensuring it will deliver the business benefits 
initially detailed in the business case. Questions would include: 

¶ Are we going to hit our target delivery date? 

¶ Is the project forecasted to be on budget? 

¶ Are we as project owners holding anything up? 

¶ Should we expect to get the same features that we set out to get? 

¶ Does the delivery team know the business benefits of this project? 

A PMO Director is interested in not only the projects currently being executed but also the ability of the 
organization to deliver better value to its customers in the future. They are also interested in ensuring 
project governance is being followed. Beyond the projects being executed they have an interest in their 
ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ŀōƛƭƛǘȅ ǘƻ Ŏƻƴǘƛƴǳŀƭƭȅ ƛƳǇǊƻǾŜ ŀƴŘ ōŜƛƴƎ ōŜǘǘŜǊ ŀōƭŜ ǘƻ ŘŜƭƛǾŜǊ ǇǊƻƧŜŎǘǎ ƛƴ ǘƘŜ ŦǳǘǳǊŜΦ 
Questions asked would include: 

¶ Are project plans being updated? 

¶ Are lessons learned being updated? 

¶ Are customers satisfied? 

¶ Are customers aware of the project status? 

¶ Are project governance milestones being met? 

¶ Are the Project Managers able to capture project information? 

A Project Manager is responsible for the execution of a project to meet its stated goal within the project 
constraints and within the governance of the project. A Project Manager is a key contributor to ensuring 
data quality about the project is high and that it is collected on a timely basis. A project manager collects 
data such as effort, issues, risks and defects from many sources.  

A Project Manager asks many questions on an ongoing basis: 

¶ Is the project on time? 

¶ Is the project within budget? 

¶ What issues need to be addressed? 

¶ Which risks are about to become issues? 

¶ !ǊŜ ǘƘŜ /ǳǎǘƻƳŜǊΩǎ ǊŜǉǳŜǎǘǎ ōŜƛƴƎ ǎŜǊǾƛŎŜŘ ƛƴ ŀ ǘƛƳŜƭȅ ŦŀǎƘƛƻƴΚ 

¶ ²ƘƛŎƘ ǘŀǎƪǎ ŀǊŜƴΩǘ ŘƻƴŜ ǘƘŀǘ ǎƘƻǳƭŘ ōŜΚ 

¶ Are defects being addressed in reasonable time? 

¶ Are defects converging? 

¶ Are any of my resources over allocated? 
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A Team Member is responsible for execution of the specific tasks allocated to him. Although lowest on 
the management scale, metrics at this level can have the most impact. For instance, if a team member is 
aware of the amount of effort spent on a task vs. the allocated time they can raise a flag when they are 
approaching the allocated time. This allows corrective action  to be put in place before the allocated 
time is exceeded. Ultimately this leads to a better chance of achieving a project schedule and conserving 
budget.  

Specific questions from a team member may include: 

¶ How much time do I have left on my current tasks? 

¶ What tasks are flagged as risks or issues? 

¶ Am I current with my project updates? 

Each of these questions will drive behaviour and ultimately impact the success of a project. The final 
delivery date of a project is significantly influenced by the ability of each team member to deliver within 
the task effort estimates. Should a team member see they are approaching the limit of the allocated 
time they may proactively address the issue by seeking assistance from a senior resource.  
If a team member is aware of a task being flagged as being tied to a risk or issue, they may put priority 
on that task thus reducing the overall chance that the risk will become an issues or that issue resolution 
will become overdue.  

Data quality starts with the team member. If the team member is late getting updates into the project 
system then overall data quality about the project suffers. 

Some organizations have a Resource Manager  who supplies resources as projects demand them. For 
this discussion we are assuming the Project Manager is providing the allocation of resources. 
Table 1 provides a summary of the roles along with sample goals, the frequency that they require 
information and the level of detail that they need it. 

Role Sample Goals Frequency Detail 

Senior Management Team Track the ability of the organization 
to meet its strategic objectives. 

Quarterly Portfolio 

Portfolio Manager 
 

Effective use of available resources. 
Ensure business objectives are met. 

Monthly Project Summary 

Project Sponsor Ensure that the project will deliver 
ROI stated in the business case. 

Weekly Project  

PMO Director Ensure that the customers of the 
PMO are satisfied. 

Monthly Project Summary 

Project Manager Accurately capture the current state 
of the project. 
Manage the project through 
communication and resource 
allocation. 

Weekly Project 

Team Member Complete the current priority tasks 
within the allocated time. 

Daily Tasks 

Table 1 - Sample Information Needs by Role 
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Balanced Scorecard 

So far we have ŜǎǘŀōƭƛǎƘŜŘ ǿƘȅ ǎǳŎŎŜǎǎŦǳƭ ǇǊƻƧŜŎǘ ŘŜƭƛǾŜǊȅ ƛǎ ŦǳƴŘŀƳŜƴǘŀƭ ǘƻ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǳŎŎŜǎǎΣ 
the function of a PMO and the types of roles involved in project delivery. A performance management 
framework is now required to align and manage all the roles contributing to project success. The 
Balanced Scorecard methodology is the framework we will use to incorporate Performance 
Management into project management. Balanced Scorecards are used as a measurement system, a 
communication tool and for strategy management. 

The Balanced Scorecard is a performance management framework with demonstrated success for 
aligning business strategy with job function. It considers both tangible and intangible areas required for 
success. With respect to project management, we can link project execution to strategic objectives and 
business value. 

The original Balanced Scorecard created by (Kaplan & Norton, 1996) consists of four perspectives: 
ŦƛƴŀƴŎƛŀƭΣ ŎǳǎǘƻƳŜǊΣ ƛƴǘŜǊƴŀƭ ǇǊƻŎŜǎǎŜǎ ŀƴŘ ƭŜŀǊƴƛƴƎ ŀƴŘ ƎǊƻǿǘƘΦ [ŜǘΩǎ ŎƻƴǎƛŘŜǊ ŜŀŎƘ ƻƴŜ ƛƴ ŘŜǘŀil and 
apply them to project delivery success. 

Financial Perspective  
The Financial perspective tells whether the strategy execution is leading to bottom-line results. The 
Financial perspective is focused on traditional measures such as profitability, revenue growth and asset 
utilization.  

In the context of projects, the Financial consideration is whether utilization of the assets provided for 
project execution (resources, capital and time) is meeting the expected plan. Often targets for these 
metrics are set as part of a business case when the project is approved. 

Just as financial measures from an overall perspective are traditional, tangible and results oriented so 
are the project metrics such as: 

¶ Variance from original baseline budget to final budget 

¶ Earned value 

Although important, consideration of only the Financial Perspectives causes a number of problems. 
Table 2 lists issues with the financial perspective in the left column (Niven, 2006). The right column 
shows the corresponding issues from in a project context. 
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Financial Perspective Metrics Project Context 

¢ƘŜȅ ŀǊŜ ƴƻǘ ŎƻƴǎƛǎǘŜƴǘ ǿƛǘƘ ǘƻŘŀȅΩǎ ōǳǎƛƴŜǎǎ 
environment, in which most value is created by 
intangible assets 

They do not capture the people and environment 
aspects of which the project success depends on 

Financial measures provide a great άǊŜŀǊǾƛŜǿ ƳƛǊǊƻǊέ ƻŦ 
the past but often lack predictive power 

Future state of the project is not captured by 
financial measures 

Consolidation of financial information tends to promote 
functional silos 

άIƻǘ ǎǇƻǘǎέ ǿƛǘƘƛƴ ǘƘŜ ǇǊƻƧŜŎǘ Ƴŀȅ ōŜ ƘƛŘŘŜƴ ōȅ 
information consolidation 

Long-term value-creating activities may be compromised 
by short-term financial metrics from activities such as 
employee reductions 

Valuable learning and new intellectual property is 
not considered when a project is driven strictly by its 
own metrics 

Most high-level financial measures provide little in the 
way of guidance to lower-level employees in their day-
to-day actions 

An aggregated financial view does not tell individual 
team members how they can make a difference 
today 

Table 2 - Issues with the Financial Perspective 

¢ƘŜ CƛƴŀƴŎƛŀƭ tŜǊǎǇŜŎǘƛǾŜ ǎƘƻǿǎ ǘƘŜ ŜƴŘ ǊŜǎǳƭǘ ƻŦ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ŜŦŦƻǊǘΦ ¢ƘŜ ƻǘƘŜǊ ǇŜǊǎǇŜŎǘƛǾŜǎ ƴŜŜŘ 
to be considered in order to tell where we are headed. 

Customer Perspective  
The customer perspective deals with knowing if the customer is getting the value that they were 
promised. From an organizational perspective, typical questions are: 

¶ Who are the target customers? 

¶ What is the value proposition in serving them? 

¶ What do these customers expect from the project team? 

Typical measures widely used today are: 

¶ Customer satisfaction 

¶ Customer loyalty 

¶ Market share 

¶ Customer acquisition 

In the context of projects, the customers are the stakeholders who are ultimately paying for the project. 
They want to know they are they getting value for their money and whether the project is meeting the 
intended objectives. 
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Internal Perspective  
The Internal Perspective corresponds to the business processes required to make the organization a 
success. In a traditional business this may include product development, production, manufacturing, 
delivery and support service. 

With respect to project management, the internal perspective refers to all the project management 
processes that take place for delivery of the project. The performance of these project management 
processes drives the success of the project. The Project Management Institute formally defines the nine 
knowledge areas: 

¶ Integration 

¶ Scope 

¶ Time 

¶ Cost 

¶ Quality 

¶ Human Resource 

¶ Communications 

¶ Risk 

¶ Procurement 

See (Project Management Institute Inc., 2004) for full details on the nine areas.  

Learning and Growth Perspective  
Learning and Growth (also sometimes known as Learning and Innovation) feed an organization to make 
it better for the future. The objectives and measures in this perspective are the enablers of the other 
three perspectives. 

Traditional measures include: 

¶ Employee skills 

¶ Employee satisfaction 

¶ Availability of information 

¶ Deployment of enabling information technology 

Projects are often very self-centred in that they only care about their own success. For instance, design 
suggestions may be made which would benefit other projects or projects in the future. However, when 
ǘƘŜ ŦƻŎǳǎ ƛǎ ƻƴ άŘŜƭƛǾŜǊ ǘƘŜ ǇǊƻƧŜŎǘ ƻƴ ǘƛƳŜ ŀƴŘ ƻƴ ōǳŘƎŜǘέΣ ǘƘŜǊŜ ƛǎ ƴƻ ǊƻƻƳ ŦƻǊ ŀŎŎommodating 
improving the organization as a whole. 

By measuring the learning and growth during the execution of a project, visibility is given to the 
improvements made to the organization. The learning and growth realized during the execution of the 
project benefits future projects through items such as lessons learned, improved process, better 
templates and technology systems. 
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Strategic Objectives 

The four perspectives address the areas an organization needs to perform well to be a success. The next 
step is to determine the strategic objectives within each perspective which will move us towards our 
Mission or Vision. To clearly communicate what is important to the organization, the number of 
strategic objectives should be kept below 20. 

Each organization will have different strategic objectives. There are common themes with respect to 
project delivery from which we can derive sample strategic objectives. The following list forms a starting 
point from which organizations can derive their own specific strategic objectives. 

1. Deliver projects on time. 

 Even a project delivered on budget but late will have financial impacts. There is a cost to being 
late to market, holding resources longer than planned and missing operational savings. 

2. Deliver projects within budget. 

 A project is approved with a business case. The business case is centred on a budget. An 
increase in budget puts the business case at risk. Additionally, there may not be additional 
funds to draw upon to support an increased budget. 

3. Meet a minimum Return on Investment. 

 
Almost all projects are approved because they meet a minimum ROI. During the life of the 
project both the cost of the project and the opportunity value (such as cost reduction or 
increase in revenues) can change. Understanding ROI helps makes decisions about whether to 
continue with a project. 

4. Keep the customer satisfied. 

 Whether internal or external there is a customer sponsoring the project. They are providing the 
budget and the delivery organization is expecting them to realize the business benefits of 
implementing the project. 

5. Resolve issues quickly. 

 Issues can hold up tasks and put project features in limbo. The quicker a decision is made about 
an issue the sooner work can continue and ambiguity can be cleared up. 

6. Ensure governance milestones are met. 

 
Project governance is in place to ensure projects are delivered consistently and with discipline. 

7. Maintain high project data quality. 

 Decisions are made about projects based on the data being collected and reported. The data 
must be as correct as possible to ensure the right decisions are made. 

8. Schedule resources effectively. 

 Resource scheduling requires a fine balance of having the right people available to perform 
work when it is required vs. having too many resources available and thus increasing costs.  As 
well, too much work allocated to a resource significantly increases the risk of schedule delay. 
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9. Proactively identify and mitigate risks. 

 An unmitigated risk can cause significant delays or increased costs to a project. Managing risks 
effectively manages the future of the project. 

10. Provide high quality deliverables. 

 There is an expected level of quality required in order to achieve the business benefits of a 
project. 

11. Communicate relevant information to stakeholders. 

 
Without communication there can be misunderstanding between stakeholders resulting in 
incorrect expectations and ultimately schedule delays. Communication is a two-way street. It is 
important for project managers to communicate out to the team but also important for them 
to verify that the message has been received and understood. 

12. Educate team on processes and tools. 

 A team works together for the delivery of a project. Having a common understanding of how 
they work within the delivery framework is important for coordinating the team. 

13. Capture lessons learned. 

 During the delivery of a project there are many learnings spanning from a greater 
understanding of the business, better understanding technology and observing gaps and 
benefits of the delivery process. Capturing this knowledge improves the overall ability of an 
organization to deliver future projects. 

14. Identify and address skills gaps. 

 The successful execution of a task is dependent on the abilities of the person performing the 
task. Should a person not be suited for the types of tasks given the overall project can suffer 
from poor quality and schedule delays. 

 
Applying the strategic objectives to the four perspectives and showing the impact each other yields the 
strategy map in Figure 2. 
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PMO Strategy Map 
March 2009 
 

Figure 2 - PMO Strategy Map 
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[ŜǘΩǎ ǘǊŀŎŜ ǘƘǊƻǳƎƘ Ƙƻǿ ŀ ǎǘǊŀǘŜƎƛŎ ƻōƧŜŎǘƛǾŜ in Learning & Growth ultimately enables us to achieve the 
Ƴƛǎǎƛƻƴ ƻŦ άaŀȄƛƳƛȊŜ ŎƻƳǇŀƴȅ ǾŀƭǳŜ ǘƘǊƻǳƎƘ ǎǳŎŎŜǎǎŦǳƭ ǇǊƻƧŜŎǘ ŘŜƭƛǾŜǊȅέΦ {ǘŀǊǘƛƴƎ ǿƛǘƘ ǘƘŜ ǎǘǊŀǘŜƎƛŎ 
objective Educate team on processes and tools we see that it impacts two strategic objectives in Internal 
Processes. The team knowing about the processes and tools at the beginning of the project significantly 
helps the strategic objective Ensure governance milestones are met. As well, the team will have a better 
understanding of the importance of providing up to date information thus improving performance of 
the Maintain high project data quality strategic objective. With high data quality in place the team can 
make better decisions improving the ability to Deliver projects on time. Delivering projects on time 
contributes to Deliver projects within budget and finally to meeting our goal of Maximize company value 
through successful project delivery. 

Metrics 

To understand the measurements we need to make, we first need to determine what we will be 
measuring (the item under measurement). Note that it is important to make a distinction between a 
measurement and a property. For purposes of this discussion, a property is an aspect of the item that is 
known in advance and will not change. A measurement is a set of observations that reduce uncertainty 
where the result is expressed as a quantity. If we look at a specific example for a task, the work estimate 
is a property because it is something we set and the actual amount worked is a measurement because it 
ƛǎ ǎƻƳŜƻƴŜΩǎ όŀ ǘŜŀƳ ƳŜƳōŜǊύ ƻōǎŜǊǾŀǘƛƻƴ ƻŦ Ƙƻǿ ƳǳŎƘ ŜŦŦƻǊǘ ǘƘŀǘ Ƙŀǎ ōŜŜƴ ǎǇŜƴǘ ƻƴ ŀ ǘŀǎƪΦ 

Measurements at times are calculated based on a set of other measurements. For instance, a ǇǊƻƧŜŎǘΩǎ 
current total cost would be the cost of labour which is the actual work times the hourly rate. Table 3 
shows examples of some project items which can be measured during a project. 

Item Possible Measurements 

Tasks Actual Work 

Resource Skill level, Capacity, Satisfaction 

Project Total Cost, Percent complete 

Issues Number of critical issues  

Risks Number of risks without mitigation 

Deliverables Variance to delivery date 

Portfolio Net Business value 

Quality Number of outstanding defects 

Table 3 - Sample Projects Items and Metrics 

As a guiding principle, we will provide people the information that will impact their behaviour and their 
decision making. Other information might be interesting to them but if it does not have those other 
qualities it will not be included so that those roles can focus on the information that is actionable by 
them. 

Once the metrics are decided target valǳŜǎ ŀǊŜ ǊŜǉǳƛǊŜŘΦ hǇŜƴ ŜƴŘŜŘ ǘŀǊƎŜǘǎ ǎǳŎƘ ŀǎ άƳŀƪŜ ŀǎ ƳǳŎƘ 
ƳƻƴŜȅ ŀǎ ǇƻǎǎƛōƭŜέ ƳŀƪŜ ƛǘ ŘƛŦŦƛŎǳƭǘ ǘƻ ŘƛǊŜŎǘ ōŜƘŀǾƛƻǳǊΦ ! ǘŀǊƎŜǘ ǊŜǉǳƛǊŜǎ ŀ ǎǇŜŎƛŦƛŎ ǾŀƭǳŜ ǿƛǘƘ ǎƻƳŜ 
ǘƻƭŜǊŀƴŎŜ ŀǊƻǳƴŘ ƛǘΦ !ƴ ŜȄŀƳǇƭŜ ǘŀǊƎŜǘ ǿƻǳƭŘ ƛǎ άŘŜƭƛǾŜǊ ǘƘŜ ǇǊƻƧŜŎǘ ǿƛǘƘƛƴ р҈ ƻŦ ǘƘŜ ƻǊƛƎƛƴŀƭ ōǳŘƎŜǘΦέ  
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Employees, historical trends, executive interviews, and industry averages are all examples of sources for 
targets. Obtaining target values from people often involves them estimating what the value will be in 
the future. Through calibration exercises (Hubbard, 2007) it is possible for people to improve their 
ability to forecast the future and thus set targets. A relatively minimal time investment is required to 
educate people on this approach and the increased quality of the forecast makes it worth the 
investment. 

Bringing it Together 

²ŜΩǾŜ ƴƻǿ ŎƻǾŜǊŜŘ ǘƘŜ ǘƘǊŜŜ ƛƳǇƻǊǘŀƴǘ ŎƻƴŎŜǇǘǎ ǘƻ ǘƘŜ tŜǊŦƻǊƳŀƴŎŜ aŀƴŀƎŜƳŜƴǘ ŦǊŀƳŜǿƻǊƪΥ ǘƘŜ 
ǇŜƻǇƭŜΣ ǘƘŜ ǎǘǊŀǘŜƎƛŎ ƻōƧŜŎǘƛǾŜǎ ŀƴŘ ƳŜǘǊƛŎǎΦ [ŜǘΩǎ Ǉǳƭƭ ǘƘŜ ŎƻƴŎŜǇǘǎ ǘƻƎŜǘƘŜǊ ōȅ ƭƻƻƪƛƴƎ ŀǘ ŜŀŎƘ ƻŦ ǘƘŜ 
roles, the strategic objectives they would care about and metrics supporting those strategic objectives. 

Senior Management Team  
The Senior Management Team (SMT) needs to ensure that the strategy they put in place for the year is 
on track. If there are changes to the business environment or a project is not going well they will need 
the business information required to take the appropriate action. This business information is mostly 
financial. 

The Senior Management Team focus will be on the large projects that directly impact their customer or 
have a significant organizational impact (such as projects related to acquiring a company). 

Objective Context Sample Metric 

Deliver projects on time. The SMT needs visibility of the timing of the 
projects supporting their strategy. 

Number of projects forecasted 
to be late 

Deliver projects within 
budget. 

The SMT needs visibility of the costs of the 
projects supporting their strategy. 

Forecasted total cost vs. 
baseline total budget 

Meet a minimum ROI. The SMT needs to ensure projects supporting 
their strategy maintain business value. 

Number of project projected 
to not met ROI 

Table 4 - Senior Management Team Metrics 

Portfolio Manager  
A Portfolio Manager typically has responsibility to a specific business unit within an organization. Their 
portfolio of projects support the strategic objectives of that specific business unit. The Portfolio 
Manager needs to make choices on how to allocate resources between projects and thus needs to know 
the health of the projects within the portfolio. 

The needs of the Portfolio Manager are similar to the SMT however; a Portfolio Manager will also want 
information about the quality of the work to incorporate into decisions on project priorities. 
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Objective Context Sample Metric 

Deliver projects on time. The Portfolio Manager needs visibility of the 
timing of the projects supporting their 
strategy. 

Number of projects 
forecasted to be late 

Deliver projects within budget. The SMT needs visibility of the costs of the 
projects supporting their strategy. 

Forecasted total cost vs. 
baseline total budget 

Meet a minimum ROI. The Portfolio Manager needs to ensure 
projects supporting their strategy maintain 
business value. 

Number of project 
projected to not met ROI 

Produce high quality deliverables. Understanding the level of quality being 
delivered on project aids in decision making 
about the projects. 

Number of project with 
low quality 

Table 5 - Portfolio Manager Metrics 

 

Business Project Sponsor  
Similar to the Portfolio Manager, the Business project sponsor is also a Customer of the Delivery team. 
The difference is they have more intimate knowledge of why the project is being undertaken and have a 
stronger vested interest in it being successful. 

Objective Context  Sample Metric 

Deliver projects on time. As the business owner of the project the 
project sponsor will need to update the 
project schedule to communicate with the 
rest of the business.  

Forecasted completion 
date vs. baseline 
completion date 

Deliver projects within budget. As the business owner of the project the 
project sponsor will need to update the 
project budget to communicate with the 
rest of the business. 

Forecasted total cost vs. 
baseline total budget 

Meet a minimum ROI. The business project sponsor will be 
accountable for making decisions about the 
project and therefore needs to know the 
ROI. 

Forecasted ROI of project. 

Resolve issues quickly. The business project sponsor may be a key 
decision maker for issue resolution. 

Number of issues without 
resolution > 7 days 

Produce high quality deliverables. Since the business project sponsor 
ultimately takes the end result to market (or 
implements internally) they will want to 
ensure it is high quality. 

Number of defects in the 
product 

Table 6 - Business Sponsor Metrics 
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PMO Director  
The PMO Director wants to ensure that their organization is delivering projects effectively with the tools 
and processes set out for the organization. Beyond the projects, the PMO Director is interested in the 
ability of their organization to deliver more effectively in the future. 

The PMO Director is interested in projects at the aggregate level. 

Objective Context  Sample Metric 

Deliver projects on time. Being aware of how their organization is 
performing permits the Director to focus 
resources to problems. 

Number of projects forecasted 
to be late 

Deliver projects within budget. Being aware of how their organization is 
performing permits the Director to focus 
resources to problems. 

Number of projects forecasted 
to be over budget 

Produce high quality 
deliverables. 

Should quality be suffering the Director can 
investigate the processes that are failing to 
provide the required quality. 

Number of projects with an 
unacceptable level of defects 

Resolve issues quickly. Issues are a leading indicator of projects 
becoming late, over budget or low quality. 

Number of projects with 
overdue issues 

Keep the customer satisfied. Ultimately, the Director is accountable to the 
business people sponsoring projects which 
their organization is delivering. 

Customer satisfaction score 

Maintain high project data 
quality. 

People (including the customer) will only 
trust reports about projects if they trust the 
data. 

Number of project plans 
overdue to be published 
Number of projects with hours 
scheduled in the past 
Number of projects with 
overdue timesheets 

Ensure governance milestones 
are met. 

The Director is not only responsible for 
setting project governance but ensuring they 
are followed. 

Number of projects with 
overdue governance 
milestones 

Proactively identify and mitigate 
risks. 

Risks are a leading indicator of projects 
becoming late, over budget or low quality. 

Number of projects having 
high impact risks without 
mitigation plans 

Communicate relevant 
information to stakeholders. 

Communication is key to ensuring project 
expectations are correct. 

Communication effectiveness 
survey results 

Schedule resources effectively. The tools and processes the  PMO provides 
are key to managing resource utilization. 

Number of projects with over-
allocated resources 

Capture lessons learned. The Director is responsible for ensuring their 
organization is growing and improving over 
time. 

Number of lessons learned 
published in the past week 

Educate team on processes and 
tools. 

A standardized quiz can be used for project 
members to ensure they are aware of the 
ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǇǊƻŎŜǎǎŜǎ ŀƴŘ ǘƻƻƭǎΦ 

Number of project teams 
below required knowledge 
score. 

Table 7 ς PMO Director Metrics 
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Project Manager  
The Project Manager will have the most metrics with respect to a project. The project manager typically 
monitors the metrics on a weekly basis although some metrics may be looked at daily to initiate change 
as quickly as possible. 

Objective Context  Sample Metric 

Deliver projects on time. The project manager is the person 
responsible for assessing the project state. 

Forecasted end date ς 
Baseline end date 

Deliver projects within budget. The project manager is the person 
responsible for assessing the project state. 

Forecasted budget ς Baseline 
budget 

Produce high quality 
deliverables. 

The project manager is the person 
responsible for assessing the project state. 

Number of outstanding 
defects 

Resolve issues quickly. The project manager is the one who can 
escalate issues to get them resolved. 

Number of issues without 
resolution > 7 days 

Maintain high project data 
quality. 

The project manager produces much of the 
data that drives other metrics. 

Number of days overdue for 
publishing the project plan 
Number of unscheduled hours 
Number of resource late on 
time submission 

Ensure governance milestones 
are met. 

The project manager is responsible for the 
governance deliverables. 

Number of deliverables 
outstanding 

Proactively identify and 
mitigate risks. 

The project manager is the central point for 
collecting risks. 

Number of high impact risks 
without mitigation plans 

Communicate relevant 
information to stakeholders. 

The project manager is the central point for 
communication for the project. 

Communication effectiveness 
survey results 

Schedule resources effectively. The project manager builds and maintains 
the project plan. 

Number of resources over 
utilized 
Number of resources under 
utilized 

Capture lessons learned. The project manager facilitates the 
collection of lessons learned. 

Number of lessons learned 
submitted by the project team 
in the past month 

Educate team on processes and 
tools. 

The project manager facilitates education 
for the team. 

Team score on process quiz 

Table 8 - Project Manager Metrics 
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Team Member  
Team members can have the biggest impact on project delivery since they are responsible for executing 
the tasks. They will likely look at the metrics on a daily basis so they can prioritize their work to made as 
big of impact as possible. 

Objective Context for Team Member Sample Metric 

Deliver projects on time. The project schedule is dependent on its 
composite tasks. A team member has 
impact on the tasks assigned to them and 
thus the overall schedule. 

Number of late tasks. 
Remaining work on started 
tasks. 

Resolve issues quickly. Issue resolution may be assigned to a team 
member thus the team member has direct 
impact on how quickly it is resolved. 

Number of days open on 
assigned issues. 

Provide high quality 
deliverables. 

Team members are the many contributors 
to the deliverables created through the 
project. 

Number of outstanding defects 
on deliverables assigned to 
team member. 

Maintain high project data 
quality 

Team members are ǘƘŜ ΨŜƴŘ ǇƻƛƴǘǎΩ ƻŦ 
measurement for tasks within projects. 

Number of days late on 
updating schedule. 

Proactively identify and 
mitigate risks 

Risks may be assigned to team members for 
mitigation. As well, team members are often 
the best source for risks since they are 
closest to the work being performed. 

Number of days open on 
unmitigated risks. 
Number of risk submissions 
accepted by Project Manager. 

Capture lessons learned A team member is the most likely 
contributor (and user) of lessons learned. 
Many knowledge bases provide the ability to 
rate a submission allowing the quality to be 
measured as well. 

Number of submitted lessons 
learned. 
Rating of submitted lessons 
learned. 

Table 9 - Team Member Metrics 

Dashboards and Scorecards 

To be useful, metrics need to be consolidated and presented in a way that is meaningful to the user. 
Metrics are consolidated into a scorecard which categorizes metrics by Perspectives and Strategic 
Objectives. Each user group has metrics in their scorecard that are applicable to them. 

Metrics that indicate an exception require a way for the user to determine the root cause of the issue 
(or more optimistically, what is causing something to go really well). This analysis is supported by linking 
the metrics to tables and graphs related to that metric. For instance, if the metric was the number of 
projects currently over budget, the metric could link to a list with the names of all the current over 
budget projects. 

Together a scorecard and the associated reports form a dashboard. The dashboard is the single place 
that the user group would go to for the information representing their portion of the business. Figure 3 
shows an example of a  dashboard for a Project Management Office. The scorecard is depicted on the 
left with further analysis through graphs on the right. 
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Figure 3 - Sample PMO Dashboard 

Deploying to the team 

Some of the data will be easily available in an organization while others will not be available at all. 
Building the scorecards is an ongoing process which starts with the data that is easily available. 
Traditionally, results based financial information is usually easily available. Predictive metrics based on 
intangibles in the organization may not be available at all. If information is not available, there is a cost 
to obtaining it. Assessing the business value of the information vs. the cost provides a way to prioritize 
the collection of new information. 

The other decision will be which scorecards to deploy first. Although focus is often on getting 
information to the Senior Management Team as discussed earlier getting metrics to the team members 
can have the greatest impact.  

Undertaking a performance management initiative within a Project Office clarifies what factors are 
important to each of the groups participating in the delivery of projects. It allows those factors to be 
measured and tracked. This provides insight not only about how to improve the organization but also 
what needs to change to ensure the projects are heading in the right direction. Successfully delivering 
projects ultimately leads to the overall success of an organization.  
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Agora Consulting Partners provides its clients with a range 
of proven, leading-edge IT solutions that enable them to 
achieve their business goals more effectively. 

Why Agora 

Business-focused: In our view, technology only delivers value by enabling organizations to profit from 
business opportunities or solve real-ǿƻǊƭŘ ŎƘŀƭƭŜƴƎŜǎΦ ²ƛǘƘ ŜǾŜǊȅ ŜƴƎŀƎŜƳŜƴǘΣ ǿŜ ǎŜŜƪ ǘƻ ǇǊƻǾƛŘŜ ΨǘƘŜ 
ǊƛƎƘǘ ƛƴŦƻǊƳŀǘƛƻƴΣ ŀǘ ǘƘŜ ǊƛƎƘǘ ǘƛƳŜΣ ǘƻ ǘƘŜ ǊƛƎƘǘ ǇŜƻǇƭŜ ƛƴ ǘƘŜ ǊƛƎƘǘ ƳŀƴƴŜǊΦΩ !ƎƻǊŀ ǘŜŀƳ ƳŜƳōŜǊǎ ƘŀǾŜ 
extensive management or operational experience across a range of businesses, so we have an 
appreciation of client needs and expectations, and are passionate about delivering first-class IT solutions 
that produce results.  
 
Disciplined: As IT projects become more complex and timelines shrink, effective project management is 
essential to stay on track and within budget. Agora has developed and consistently applies rigorous 
project-management processes and best-practices that ensure we fully understand the business goals, 
then manage the design, development, quality assurance and implementation phases to deliver the  
expected outcomes. 
 
Experienced: Since our founding in 2002, Agora has worked with a broad range of clients in a variety of 
industry sectors, from financial services, healthcare and retail corporations, to public-sector agencies and 
not-for-profits. These relationships typically extend beyond a single engagement to become  
long-term IT collaborations.  
 
Certified: Agora is a Microsoft Gold Partner with certified competency in all three of our practice areas, 
so clients can count on working with highly qualified consultants possessing all the skills and experience 
needed to successfully complete their project. We maintain and expand the capabilities of our team 
through ongoing training and skill renewal. 
 
Integrity: In situations where our technology platforms or team capabilities are not a good fit with a 
ŎƭƛŜƴǘΩǎ ƴŜŜŘǎΣ ǿŜ ƳŀƪŜ ǘƘƛǎ ŎƭŜŀǊ ŀƴŘ ƻŦǘŜƴ ǎǳƎƎŜǎǘ ƳƻǊŜ ǎǳƛǘŀōƭŜ L¢ ǇǊƻǾƛŘŜǊǎΦ wŀǘƘŜǊ ǘƘŀƴ ΨǇǊŜǘŜƴŘƛƴƎ 
to be all things to all people,Ω ǿŜ ǎǘƛŎƪ ǘƻ what we do best. 
 

 

To learn more, visit www.agorainc.com,  

or contact Craig McQueen at cmcqueen@agorainc.com  
or 416-304-1338 x19. 
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