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Reimagining the PMO
as a Strategic Driver

The traditional view of the PMO as strictly an execution-focused entity is no longer enough
to meet the demands of today’'s market and consumer demands. Positioned at the cross-
roads of strategy and operations, the modern PMO has the potential to be a critical enabler
of organizational agility, innovation, and strategic execution—if they develop the right core
competencies to remain competitive and impactful.

This checklist provides a structured framework to assess and strengthen the soft and hard
skills needed to transform your PMO into a strategic powerhouse—enabling better decision-

making, smoother execution, and greater organizational agility.
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Laying the Foundation
for Strategic Alignment

The path toward becoming a strategic PMO starts with a solid understanding of its role and
alignment with organizational goals and priorities. Before you can initiate this transforma-

tion, ensure you and your team excel in these 3 foundational areas:

a Align with organizational strategy

Fully understanding the overarching strategy and goals that drive your organiza-
tion’s leadership and revenue is essential to having a seat at the strategic table. As
John Doerr notes in his seminal book on Objectives and Key Results (OKRs), Measure
What Matters, only 7% of employees “fully understand their company’s business
strategies and what's expected of them in order to help achieve the common goals.”
And the same challenge goes for CEOs, who cited a lack of alignment as the top

obstacle between strategy and execution.

It may go without saying, but a PMO disconnected from strategy risks optimizing
execution in the wrong direction, which can lead to wasted resources and missed
opportunities. High performing PMOs avoid this disconnect by linking PMO
objectives and initiatives directly to broader organizational goals, fostering ongoing
communication with leadership and strategic planning teams to ensure full align-
ment across the project portfolio.
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e Develop strategic thinking skills

PMO leaders are doers by nature, but strategic thinking requires a shift in mindset.
This involves zooming out from daily execution to consider the broader business
context, purpose, and long-term goals. To drive more forward-thinking decisions,
train your team to recognize when to pivot from tactical problem-solving to strategic

ideation.

e Master strategic communication

Sometimes, influencing decision-making is as easy as simply reframing the topic—
especially when presenting data. Learn to “speak strategic” with decision-makers by
framing discussions around business outcomes and strategic value and ensuring
your dashboards are tailored to meaningfully align with executive priorities—which
may be different from your day-to-day priorities.
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| Stage 1
Aligning with Organizational Strategy

At this stage of maturity, the PMO focuses on equipping executives with the information

they need to make the most informed decisions.

° Create a single source of truth for project and portfolio data

Establishing a single source of truth is essential but challenging. After all, for it
to be useful, the data can't just be there—it must be consistent and meaningful

across projects to enable comparisons and learning opportunities.

In a sense, building a single source of truth is a test of a PMO’s mettle, of its
ability to understand how the projects it manages work, and what information
is truly important for the decision-making process. It is also a balancing exercise
between the need for complete data vs. the time and energy required needed

from project teams to maintain it.

6 Report effectively on key project and portfolio features

Having a single source of truth for project data is not enough if the data can’t be
quickly interpreted and presented in a way that drives decision-making. To truly
enable better decision-making, ensure your reporting is timely and actionable.
After all, if it takes too long for a team member to generate a report, the data

might already be obsolete by the time it reaches key stakeholders.

e Present information meaningfully to stakeholders

Beyond merely presenting the aforementioned data, the PMO must tailor its
reporting to different stakeholder needs. Understand each stakeholder’s prio-
rities and delivering data in the most accessible format for those priorities is

crucial to fostering effective decision-making.
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‘ ‘ Leadership counts on us to provide trustworthy data that
drives key decisions. Planisware helps us ensure data is
consistent, visible, and reliable, so we can make decisions
faster and with greater confidence.”

Margery Davis-Leeman, Director of Project Planning,
Bristol Myers Squibb (BMS)

Watch the full interview

= Margery Davis-Leeman | Bristol Myers Squibb

e Create a shared view for top-down and bottom-up information exchange

In addition to retrieving, presenting, and formatting data for the C-suite, the
PMO must also ensure data is accessible across project teams, managers, and
business units—the people Andy Grove once described as being “in the trenches”
and thus “in touch with impending changes early.” Facilitating top-down and
bottom-up communication in this way ensures that the PMO helps detect poten-
tial opportunities, threats, and disruptions early and fosters collaboration both
vertically and horizontally across the organization.
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| Stage 2

Measuring and Structuring Strategic Alignment

At this next stage, the PMO incorporates metrics for strategic alignment into its day-to-

day processes and starts to look towards the future.

0 Structure and link views of projects and portfolios

An extension of the previous competencies, the ability to categorize projects and
define strategic groupings based on commonalities is the next step in elevating

the PMO's role in aligning strategy with execution.

This competency involves understanding both project specifics and overarching
company strategy, which is where those different dashboard views of the same
portfolio come into play, enabling the PMO to engage with executives on different
hypotheses around achieving strategic alignment.

6 Build strategic roadmaps

Because they are visual, roadmaps are essential for everyone to gain a compre-
hensive view of the organizations' future plans and priorities, helping executives

and teams align on priorities and anticipate future needs.

‘ ‘ The biggest value that we realized [with Planisware] was...
editing our pipeline in an effective way, ensuring that we’re
working on the right things, the right strategy, bringing the
right products to life to meet our emerging business needs.”

Nick Duncan, R&D Systems Manager, Beam Suntory

Watch the full interview

Nick Duncan | Beam Suntory
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e Implement Objectives and Key Results (OKRs)

A means of achieving the strategic roadmap, OKRs have become increasingly
popular for setting challenging goals with radical transparency and team
accountability. While OKRs originated with Andy Grove, the legendary CEO of
Intel, they've been adopted to great effect by business giants like Google, Netflix,
Salesforce, LinkedIn, Samsung, Siemens, Merck, and Volkswagen, as they offer
an effective way to directly link individual and team contributions with organiza-

tional goals.

Engage in capacity planning

At a high level, capacity management compares a company’s resource forecasts
with its available resources (whether human, financial, material, or technological).
As such, it helps the PMO ensure the right people and tools are in place for
current and future projects—and if not, to hire, outsource, or build additional

resources to handle upcoming projects.

This competency enables the PMO to move past present-day execution to
consider the future, helping stakeholders make informed decisions around
future headcount or CAPEX in support of broader strategic objectives.
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| Stage 3
Leveraging Advanced Tools for Strategic Scenario
Planning

At this level, the PMO uses more advanced tools to explore future possibilities and

scenarios.

° Test what-if scenarios

As the name suggests, what-if scenarios explore potential effects and disrup-
tions and their impact on projects and portfolios. For example: What if a phase
of project A starts late? What if contractor B can't make the deadline for a critical
component? If contractor B is cheaper but contractor C is more reliable, how
does that impact the overall timeline or budget?

By modeling these changes, the PMO can easily assess trade-offs and prepare
for potential challenges, facilitating more informed decision-making for execu-
tive stakeholders.

Run advanced simulations

Building on what-if scenario planning, advanced simulations allow the PMO to
evaluate multiple disruptions simultaneously, providing a more comprehensive
view of possible outcomes. In some cases, when a risk is highly probable or the
adjustments required to maintain portfolio health are significant, it may be
beneficial to save the scenario and its adjustments. By doing so, if and when the
potential event occurs, the PMO can pivot quickly and minimize disruptions to

achieving strategic goals.

//
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e Utilize critical path analysiss

Critical path analysis helps identify the most vital activities that must be completed
on time to avoid delays. When implemented effectively—like Alcon Laboratories’
Senior Director of Portfolio Support and Central Operations Derek Jessup did
with Planisware—this method can help meet challenges like budget reduction
without affecting project milestones:

‘ ‘ It’s been great to have this [governance and escalation]
process automated because we have that escalation
that sends alerts and notifications to specific people
depending on if the risk is classified as high critical,
medium critical, or not critical... This is one of the best
things that we have from Planisware.”

Iliana Martinez-Flores, Project System Coordinator,
Metalsa

Watch the full interview

lliana Martinez-Flores | Metalsa
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The Complete
Checklist

Laying the Foundation for Strategic Alignment
O Align with organizational strategy
O Develop strategic thinking skills

O Master strategic communication

| Stage 1: Aligning with Organizational Strategy

O Create a single source of truth for project and portfolio data
O Report effectively on key project and portfolio features

O Present information meaningfully to stakeholders

O Create a shared view for top-down and bottom-up information exchange

| stage 2: Measuring and Structuring Strategic Alignment
O Structure and link views of projects and portfolios
O Build strategic roadmaps

O Implement Objectives and Key Results (OKRs)

O Engage in capacity planning

| Stage 3: Leveraging Advanced Tools for Strategic Scenario Planning
O Test what-if scenarios
O Run advanced simulations

O Utilize critical path analysis
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About Planisware

‘ ‘ The best part about working with Planisware is just simply the people
that Planisware hires. We’ve had many consultants associated with
Alcon over the years and there’s not one that we would say was not
good. They’re all amazing people. And they’re really invested in the
success of Alcon being able to utilize Planisware. It’s not just a sale or
a number but it’s really that they’re invested in the outcome.”

Derek Jessup, Senior Director, Portfolio Support and Central
Operations, Alcon Laboratories

Watch the full interview

Derek Jessup | Alcon Laboratories

Planisware is a leading business-to-business (“B2B”) provider of Software-as-a-Service
(“SaasS”) in the rapidly growing Project Economy. Planisware’s mission is to provide solu-
tions that help organizations transform how they strategize, plan, and deliver their projects,
project portfolios, programs, and products.

With close to 700 employees across 14 offices, Planisware operates at significant scale serving
around 545 organizational clients in a wide range of verticals and functions across more
than 30 countries worldwide. Planisware's clients include large international companies,
medium-sized businesses, and public sector entities.

Planisware is listed on the regulated market of Euronext Paris (Compartment A, ISIN code

FROO1400PFU4, ticker symbol “PLNW"). For more information, visit: www.planisware.com
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