International Journal of Theory of Organization and Practice (IJTOP) 3(2) -2023

ONAL I, Contents available at the publisher website: GAFTIM.COM e
& \o International Journal of Theory of Organization and KL
) Practice (IJTOP) GAF-TIM

: Journal homepage: https://journals.gaftim.com/index.php/ijtop/index h%t,wmmﬂ,y“"’w

Role of Organization Project Management Maturity Model (OPM3) in Leveraging

Program and Project Management Practices

Mounir El Khatib?, Aya Yaish?, Samya Alblooshi2

1 Associate Professor, Hamdan bin Mohamad Smart University, School of Business & Quality Management, Dubai. UAE

2 Graduate Business Management, Hamdan bin Mohamad Smart University, School of Business & Quality Management,

Dubai, UAE.

ARTICLE INFO

Keywords:

Project Management, Program
Management, Organization Project
Management Maturity Model, OPM3,
Practices

Received: Aug, 16,2023
Accepted: Oct, 02,2023
Published: Dec, 22,2023

ABSTRACT

Successful projects require appropriate tools and effective management
practices. Managers need to have a clear insight into project goals and use
outstanding skills to implement them accordingly. They also must maintain
a balance between customer satisfaction levels and profit maximization
goals. The Organizational Project Management Maturity Model (OPM3) is
among the critical tools for generating standardized outcomes in
organizational projects. This study analyzed the overall features of OPM3,
its purposes, components, SWOT analysis and its key success factors. The
researchers conducted an investigation among organizations that use the
model in the UAE. They administered written questionnaires among the
participants and analyzed both the qualitative and qualitative data using
tables and charts. Based on the findings, the main purpose of the model is
to incorporate critical portfolio management and programs into
organizational projects. The tool allows project managers to standardize
measure and control the outcomes effectively. The major success factor is
the generation of optimized outcomes since the OPM3 model allows for the
continuous identification of gaps and improvement of processes. The major
challenges associated with OPM3 implementation was rigidity and lack of
clear governance structures in most organizations. The researchers
conclude that written policies and procedures in addition to excellent
management skills can maximize the benefits of OPM3 models among the
UAE organizations.

1. INTRODUCTION

results and regulating critical tasks to align them

The primary objective of any organization is to
maximize returns from all investments. The
managers look forward to running smooth
operations up to the project maturity levels and
achieve the anticipated outcomes within the
speculated duration. The Organizational Project
Management Maturity Model (OPM3) offers a
suitable platform for generating standardized

with the pre-determined goals (Nikolaenko &
Sidorov, 2023). The model serves the key purpose
of enhancing accuracy since the continuous
improvement of processes prevents repetitive
errors. In addition to the promotion of efficiency,
OPM3 facilitates the identification of project scope
and risk analysis processes (Guangshe et al., 2008).
OPM3 allows project managers to assess
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organizational capabilities and determine suitable
ways of bridging the existing efficiency gaps
(Machado et al,, 2021). It has five key levels that
include the initial, structured, Organizational
Standards and Institutional Processes, managed
process as well as the optimized process
respectively (Desai & Corporate, 2007). Project
managers should adhere to all the steps such that
their activities can align with the desired levels of
customer satisfaction and profit maximization
goals. An analysis of OPM3 usage among UAE firms
indicated that the model pays a vital role in
optimizing and standardizing project outcomes
(Domingues & Ribeiro, 2023). A majority of the
respondents pointed out that they have
experienced positive changes in performance after
adopting the project management model.

The key strengths associated with OPM3 usage
among the firms include the ability to align
operations with the four pillars of profit, people,
efficiency and performance (Jaleel & Azhar K
Mansur, 2013). Most managers understand the
significance of the model in optimizing the quality
of project outcomes. Additionally, most of them
have considerable knowledge and experience
concerning the integration of the OPM3 model into
project operations (H. M. Alzoubi, In’airat, et al,,
2022; M. El Khatib et al., 2021). Some of the key
opportunities for improvement include the
integration of different project management
facilities and the acquisition of certified OPM3
applications to optimize the qualities of output (M.
Alshurideh, Almasaeid, El Khatib, et al., 2022; M. M.
El Khatib & Ahmed, 2020). However, most of the
firms experience challenges in attaining the
desired results. The SWOT analysis outcomes
indicate that most firms have rigid organizational
structures and lack effective employee
empowerment programs. Proper planning, talent
development and precise OPM3 implementation
policies can help the organizational managers in
UAE to mitigate challenges while maximizing the
benefits of the model.

1. LITERATURE REVIEW

1.1. OPM3

Managing projects goes beyond implementing the
knowledge, skills, tools and techniques (Kent
Crawford, 2006). The simple use of project
management without control and standardization
can result in repeated errors and failures among a
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portfolio of projects (R. S. Al-Maroof, Alhumaid, et
al, 2021). Organizations usually go through slow
and hard learning process in order to achieve
success in managing projects (I. Akour et al., 2023;
M. M. El Khatib et al., 2019). According to (Zahra
Naserietal., 2021) (M. Alzoubi et al., 2021; Mubeen
et al, 2022), organizational maturity in project
management can be defined as degree to which the
organization  practices the  organizational
management of projects (Alhamad et al, 2021;
Farrukh et al.,, 2023). This can be described as, the
more mature an organization is in project
management based on standard, results better
their performance in managing projects. While
(Bento et al,, 2019) explain the Maturity model as
the means by which all projects in an organization
are managed and executed in a regulated,
disciplined, and systematic manner, using
established best practices (I. Akour et al., 2022; M.
El Khatib et al., 2021; M. T. Nuseir, Aljumah, & El-
Refae, 2022). The degree or level of capability or
expertise regarding project management is
referred as “maturity”. An organization is mature
when it can deal perfectly with its projects (E. &S,
2021) (H. M. Alzoubi, Alshurideh, Kurdi, et al,,
2022). So, project management maturity refers to
organization’s competency in managing projects
and includes the amount to which it utilizes a
methodology for project planning and control,
multi-project  integration, and continuous
development.

1.2. The Purpose of OPM3

According to PMI, the purpose of this model is to
incorporate the results of several researches on
best practices in organizational processes of
Portfolio Management, Programs and Projects and
in processes of  Project  Management,
Standardization, Measurement, Control and
Continuous Improvement (Wijaksono etal., 2020).
Moreover, James Pennypacker describes it as “the
purpose of a project management maturity model
is to provide a model of progressive improvement
in project management systems and processes that
can be used to assess an organization’s capabilities
and to provide an improvement path” (A. L
Aljumah et al, 2021a). Organizational Project
Management Maturity Model helps organization to
develop multiple project delivery systems of
program management and align projects to
strategic objectives the organizations are trying to
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accomplish. Schlitter states that OPM3 provides
guidance regarding how to following:
e Articulate project success
e Measure project performance
e Make the delivery of projects more
predictable
e Help projects work together instead of
against each other in a multi-project
environment (A. I. Aljumah et al,, 2021b;
Ghazal, Al-Dmour, et al., 2023).

1.3. OPM3 Main Components and Levels
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khatib, Beshwari, et al.,, 2023; Louzi, Alzoubi, El
Khatib, et al.,, 2022) (A. Al-Kassem et al., 2013). The
first model is the Capability Maturity Model based
on the structure of the Software Engineering
Institute. This model is widely accepted as a
standard for assessment of organizational maturity
in several process areas (Abudaqa et al,, 2022; A. L.
Aljumah, Shahroor, et al,, 2022; Lee, Wong, et al,,
2023). The second dimension consists of the nine
PMI knowledge areas. Each of the knowledge areas
are further decomposed into key elements that
provide more specific determination of project

Organizational Project Management Maturity =~ management maturity. (Figure.1) shows the
Model consists of two-dimensional model  (El Project Management Maturity Model.
Level 1 Level 2 Level 3 Level 4 Level 5
PM Initial Structured Organizational Managed Optimizing
Solutions Process Process Standards Process Process
Project Management and and
Maturity Model Standards | Institutionalized
Process
Project
Integration
Management (5)
Scope SE|
Management (6]
T Maturity Levels
Management (5)
Cost
Management (5)
Quality PMI
Management (4) Know'edge
Project
Hunan Areas
Resource
Management (4)
Communications Each knowledge area is broken down into specific
Management (4) components. Specific components are used to measure
Risk maturity and develop action plans. The number of
Management (5) components associated with each knowledge area is
Procurement presented parenthetically following the title of the
Management (4) knowledge area.

(Figure.1) Project Management Maturity Model (Pennypacker, 2002).

The Project Management Maturity Model can be
broken down into five distinctive levels:

1. Level 1 Initial Process: Management
understands the definition of a project,
there are accepted processes, and is aware
of the need for project management (Tarigq,
Alshurideh, Akour, & Al-Hawary, 2022).

2. Level 2 Structured Processes and
Standards: Many project management
processes exist in the organization, but
they are not considered an organizational
standard (Tarig, Alshurideh, Akour, Al-
Hawary, et al, 2022). Management
supports the implementation of project
management, but there is no consistent
understanding, involvement nor
compliance for all projects. There are basic
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track of project cost, schedule and technical
performance with manually collected data
(H. Alzoubi et al, 2022; M. T. Nuseir,
Aljumah, & El Refae, 2022a).

3. Level 3 Organizational Standards and
Institutional Processes: All project
management processes are established as
organizational standards (Kassem &
Martinez, 2022). Most projects use these
processes and  management  has
institutionalized the processes and
standards with proper documentation
existing on all processes and standards.
Regular involvement of management input
and approval of key decisions and
documents in key project issues (A. Al-
Maroof et al.,, 2021; A. I. Aljumah, Nuseir, et
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al., 2022a; Ghazal, Hasan, Abdullah, et al,,
2023). Project management processes are
normally automated with each project is
evaluated and managed with consideration
of other projects (I. Akour et al,, 2021; M. T.
Nuseir et al., 2021).

4. Level 4 Managed Process: Projects are
managed with consideration of the project
performance in the past and expected
future. Management uses metrics to make
decisions regarding the project and
understand the impacts on other projects
(H. M. Alzoubi, Ahmed, et al., 2022; M. El
Khatib, Khadim, et al., 2023; M. T. Nuseir,
Aljumah, & El Refae, 2022b). Project
information is incorporated with other
corporate systems to optimized business
decisions and processes and standards are
documented to support the use of such
metrics to make project decisions (A. H. Al-
Kassem, 2017; M. M. El Khatib et al., 2023;
Louzi, Alzoubi, Alshurideh, et al, 2022).
Management recognizes it role in the
project management process and executes
it well, managing at the right level, and
clearly differentiating management styles
and project management requirements for
different sizes or complexities of projects.

Project management processes and
standards are integrated with other
corporate  processes and  systems

(Alshawabkeh et al., 2021; Amiri et al,
2020; M. El Khatib et al.,, 2023).

5. Level 5 Optimizing Processes: Processes
are in place and used to improve project
management activities. Lessons learned
are examined and used to improve project
management processes, standards, and
documentation (I. A. Akour et al.,, 2022; A.
H. Al-Kassem et al., 2022). Management
and the organization are focused on
efficiently manage projects and continuous
improvement. Data collected during
execution are used to understand the
performance of projects and making
organizational management decision for
the future (M. T. Alshurideh, Alzoubi,
Ghazal, et al,, 2022).

This standard seeks to improve organizations in an
orderly manner in terms of project management,
programs and portfolios by translating successful
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strategy into successful results in a coherent way
that can be guessed through the three elements,
Knowledge element, Assessment element, and
Improvement element (Aityassine et al,, 2022; H.
Al-Kassem, 2014; Almasaeid et al., 2022).

e Knowledge Element:

Introduce the contents of OPM3 including an
operational summary, a listing explanation to
understand organizational project management,
definition and application toward organizational
management maturity, terms of OPM3 standard,
OPM3 steps, OPM3’s supplements, glossary, and
signs (PMI OPM3, 2003)

e Assessment Element:

Endorses the organization to evaluate its current
organizational project  management  and
organizational project management maturity to be
compared with OPM3 standard (Bawaneh et al,
2023; M. El Khatib, Ibrahim, et al., 2023).

¢ Improvement element:

After perfuming the assessment process, the
organization can specify new set of capabilities,
which supports the organization to model a basis
of plans for future optimization (Nadzri et al,,
2023). Also, it 1is effectively supporting
organizations to increase their efficiency through
these points:

1. Integrating knowledge of the OPM3
community through various companies
and websites.

2. Recognition and formation of acceptable
and tested OPM3 practices in general (M. T.
Alshurideh, Alzoubi, Ghazal, et al., 2022;
Ghazal, Hasan, Alzoubi, et al., 2023; Yasir et
al.,, 2022).

3. Providing support to organizations to
assess their current maturity and the
necessary step to reach the highest level of
maturity in the future.

4. A constraint on the evaluation of structured
practices to OPM3 and the comparison of
best practices.

5. Develop a guideline based on the results of
the evaluation to guide organizations to
further improvements.

6. Provide support in making organizational
decisions to be fully prepared for any
possible changes (M. T. Alshurideh, Alquqga,
Alzoubi, Al Kurdi, & Alhamad, 2023).

1.4.Role

of OPM3 in Improving Program
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Management Especially in Government Sector
By understanding OPM maturity, the strategic
objectives of the organization will be easily
accessible by aligning the evolving project
management and organizational requirements (A.
Aljumah et al,, 2020; M. El Khatib et al., 2022). In
addition, once biased organization can evaluate
future IT applications, PM, product knowledge,
management skill sets, just as with any decision to
support important business or other services
(Ahmed & Nabeel Al Amiri, 2022). Since the main
objective of any organization is to create a
competitive advantage, it is important that
organizations value business processes (Gulseven
& Ahmed, 2022). PMI (2003) describes the role
opm3 plays in this regard as follows: OPM3 is a
standard placed under PMI. The purpose is to
provide a way for organizations to understand
OPM3 and to measure their maturity against a
comprehensive and board-based set of best
practices and management of organizational
projects. OPM3 also helps organizations wishing to
increase  their = maturity @by  managing
organizational projects for planning and
improvement (H. M. Alzoubi, Sahawneh, Alhamad,
et al,, 2022; M. El Khatib et al., 2020; M. T. Nuseir,
2020). (M-8) Although the OPM3 model is
comprehensive, little research has been done to
determine the role that knowledge management
plays in organizational maturity. (R. S. Al-Maroof,
Alnazzawi, etal., 2021; M. T. Alshurideh, Alzoubi, El
khatib, et al., 2022; M. M. El Khatib & Ahmed, 2018),
and many others have started this work, however,
only (M. Alshurideh et al., 2023) created his images
of knowledge sharing roles, transfer and managed
knowledge capabilities Play in the company's
project management process. His study suggests
that he does not investigate the links between the
management of knowledge organization maturity
in project management organization maturity in
project management; and thus, became the intent
of this investigation (Elkhatib, M., Al Hosani, A., Al
Hosani, [, & Albuflasa, 2022). Through the
preparation of several interviews with government
organization in the United Arab Emirates it became
clear that the role and responsibilities of the
program manager in OPM3 are:

1- Defining the scope of project

2- Planning the scope of project

3- Activity and resource planning for projects

4- Developing schedules and timescales for
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projects
5- Cost estimating of project
6- Budgeting for projects
7- Completing documentation
8- Risk analysis
9- Risk management
10- Progress monitoring
11- Team management
12- Scalability and portability analysis
13- Quality control
14- Conflict resolution
15- Coaching and mentoring
16- Greater agility
17- Greater capability to choose the right
projects to enact business strategies
18- Greater capability to deliver projects
successfully, consistently, and predictably
19-Increased  benefit realization from
programs
20- Increased freedom of action-taking
21- Increased agility
22- Better collaboration among organizational
units
23- Reduced bureaucracy
24- Personnel aligned to the organization's
policies and processes
25- Improved decision-making
26- Increased inter-operability among teams
27- Better performance data for executives
28- Increased productivity
29- Data-driven, proactive,
confident execution
1.5.SWOT analysis, OPM3 role in program
management, focus on components that interact
to program management
This model is based on continuous approaches
while other models have several separate levels
and it Revert to the PMPOK (M. Alshurideh,
Alzoubi, Alshurideh, et al., 2022). It can help the
project to get improve and achieve successful
results from change management processes, so
that it focuses on implementing its strategy with
high success and continuity as predicted by its
standards (M. El Khatib, Khayat, et al.,, 2023; M. T.
Nuseir & Aljumah, 2020). Promote the affair
between organization strategy and projects
preformed, provide projects projected and
dependable, the organization can exceed the
efficiency (Abudaqa et al, 2021; El Kkhatib,
Mahmood, et al, 2023). The organization
implements projects and allocates resources

quantifiable,
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correctly and there is a clear understanding of the
links between strategic vision and initiatives that
support the vision, objectives and outcomes to be
achieved through portfolios, programs, projects,
and stakeholder interests that are in line with
market requirements (AlDhaheri et al., 2023; M. El
Khatib, Alzoubi, et al., 2023; Ghazal, Hasan, Ahmad,
et al, 2023). Challenges in the OPM3 can be
technical, domain management, the cost and
reschedule, hardly in achieving the best practices
in classical project areas, and improper to apply PM
to general operational tasks were directed as the
main challenges for WSRC to apply PM principle to
enhance efficiency and meet strategic goals (A.
Aljumah et al,, 2023; Gaytan et al.,, 2023; E. Khatib
etal, 2021). To resolve these challenges, the use of
OPM3 methodology to support and analyse OPMM
WSRC and apply PPP management principles
(knowledge, skills, tools and techniques) and best
practices to obtain results was assessed (R. S. Al-
Maroof, Alahbabi, et al., 2022) (Al-Kassem et al,
2012; Aziz et al,, 2023). However, there have been
some constraints limiting the strength of this
evaluation that have affected the scope such as the
limited evaluation time, limited number of
residents to conduct the assessment, and existing
sources such as OPM3 Product Suite, which is
under development in the evaluation (M. El Khatib
etal, 2022; Lee, Nawanir, et al., 2023). Considering
this, the process has gone through several stages
(standardization, measurement, monitoring and
improvement) and two areas of OPM3 (project
management and software management) and
avoided portfolio management (PMI OPM3, 2006).

1.6. Critical Success Factors for OPM3

This methodology applies four stages of
development to the existing processes:
Standardize Measure, Control, and Continuous
Improvement (M. T. Alshurideh et al, 2023).
Organizations must adopt a process-improvement
approach in organizational project management
(H. M. Alzoubi et al., 2019; Nuseira & Aljumahb,
2020). They must identify the gaps in maturity that
reduce business performance then apply the
suitable disciplines to achieve continuous
improvement (H. M. Alzoubi, Ghazal, El khatib, et
al, 2022; M. T. Nuseir & Aljumah, 2022). So, an
assessment of the whole processes in the
organization must be conducted to identify the
gaps and weak points (H. M. Alzoubi et al., 2020;
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Blooshi et al., 2023; M. Nuseir & Elrefae, 2022). The
second step is to measure the maturity level of the
organization in terms of project management. Then
corrective measures must be considered to
eliminate all the weak points and to fill the gaps in
the organization’s processes (Ahmed et al.,, 2022; R.
S. Al-Maroof, Alnazzawi, et al, 2022). Top
management must understand the value of project
management and program management and align
them with the corporate and business strategy (A.
[. Aljumah, Nuseir, et al., 2022¢; Khan et al., 2022).
Continuous improvement programs shall be in
place throughout the organization to accomplish
the target maturity level (A. I. Aljumah, Nuseir, et
al., 2022b; H. Alzoubi & Ahmed, 2019). Recent
study by Strausser & Barney identified four key
success factors for implementing and sustaining
organizational project management maturity: 1)
Executive support 2) Program management best
practices 3) Process management infrastructure 4)
Program management best practices (H. M.
Alzoubi, Kurdi, Alshurideh, et al., 2022; M. El
Khatib, Alnagbi, et al., 2023).

1.7. Assessment and Gaps to Support Program
Management
Studies shows that corporations around the world
are losing billions in wasted project spending and
the main reason is the lack of alignment between
projects and corporate strategy (Amiri et al., 2020;
M. T. Nuseir, 2021; Varma et al, 2023). Most
organizations either have no, or only an unofficial
benefits management process for associating and
managing the value relationship between strategic
value decisions, project value delivery, and
operational value fulfilment (Al-Awamleh et al,,
2022; Arshad et al., 2023; M. El Khatib, Zitar, et al.,
2023). Many organizations do not practice on base-
lining current business performance to gauge and
measure improvement (H. M. Alzoubi, Alshurideh,
Al Kurdi, et al, 2022). Inadequate benefits
management processes prevent the formulation of
program and project success and this creates a
largely uncountable degree of benefits leakage (H.
Alzoubi et al., 2020; M. El Khatib, Ahmed, et al.,,
2023; Hani Al-Kassem, 2021; Sakkthivel et al.,
2022). After All, there is a language barrier
between business management and project
management and most project managers still
unable to communicate project management in
terms of business (Al-Dmour et al.,, 2023; Mat Som
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& Kassem, 2013). Additionally, project managers
lack the ability to relate business success measures
at the project level and don’t tie project
management to business performance (M. T.
Alshurideh, Alquqga, Alzoubi, Al Kurdi, &
Hamadneh, 2023; H. M. Alzoubi, Kurdi, Akour, et al.,
2022; M. El Khatib, Beshwari, et al., 2023). Lastly,
organizations are unwilling to commit to long-term
process performance improvement and lacking an
organizational perspective to project management
(M. T. Alshurideh et al,, 2023; M. T. Nuseir et al,,
2020).

1.8. Research Questions

The research questions for this report we will

following:

1. The correlations between project program
and portfolio and the OPM3.

2. The correlations between program and
portfolio and  strategies in the
organizations.

3. The correlations between the level of the
OPM3 and the program and portfolio
characteristics in the organizations?

1.9. Research Objectives

e To highlight the effect of OPM3 at the
organizations.

e Provision information of programs and
portfolios at the companies and organizations
in the UAE.

e Definition of programs and portfolios on the
organization.

e We will evaluate the factors and tools that
improve a programs and portfolios to ensure
the achievement of strategic objectives at the
organizations.

2. METHODOLOGY DESIGN

In this section we describe how the study was
conducted and discussed the method of research
used in this study, the samples, the procedures and
the data collection tool. Therefore, the
methodology is divided into three stages (The final
draft of GanttChart can be found in APPENDIX):
Stage 1:

In the first stage, we collected historical
information in the field of programs and portfolios
from websites, magazines, conferences and other
sources available to collect this information.

Stage 2:

In the second stage, first interview was conducted
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with 13 people with experience in the field of
programs and portfolios in different organizations,
which includes an interview with Dr. Ahmed
Altrawnah at RTA, the consultant of PMO; and
others interviews that make it from others
organization. The design of the study is a
descriptive cross-sectional study and the sampling
method is the non-probabilistic sampling type,
which is the method of snowball sampling, where
the persons interviewed were identified by the
organization's personnel concerned with the
programs and portfolios. Similar questions and two
parts were used for each interview (part one seven
questions each interview and part two: seventeen
questions for each interview). These questions
include the definition of programs and portfolios of
the organizations, why Alignment with the
strategy, what and why methodology is used,
different aspects in the program like CSF (critical
success factors), different aspects in the program
like KDF (key deficiency factors), its relationship
with programs, number and complexity of
programs, in which industries and which areas,
what program governance is challenging and other
questions that depend on organization. Second
interview made by contact with concerned by a
telephone with three persons from different
companies like RTA, TRA and ADNOG, that include
10 questions about Organization Project
Management Maturity Model OPM3 that the Key
strategic challenges for project and program
management in government, how can OPM3
address these issues, Steps that the OPM3 can take
to strengthen project and program management
across the government and other questions for
OPM3.

Stage 3:

For concluding the method which is by collecting as
much data as possible on programs and portfolios
and OPM3 of the Organization, we realized the
need to make interview questions as clear as
possible to the reader to answer them in order to
obtain results and ensure reliability and validity.
We conducted the interviews among the manager
and experts in project management of the different
organizations in UAE Dr. Munire designed close-
ended questionnaires for our analysis it will be
easy for us to present it in the form of graphs. The
final draft of interviews can be referred in
APPENDIX.
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3. DATA COLLECTION

Collected Data (Based on All Interviews):
* 1 if available, 0 if not available

** 0 mean good, 1 means bad

Program aligned *PMO *Qualitative & *Criteria to *Criteria to **Key
with storage - existence Quantitative measure measure Deficiency
learner progress success Defined
ADNOC - Jassem 0 None Schedule. 1 0
Quality.
Cost.
Stakeholder
Satisfaction
Etisalat- Samya 1 Both Schedule 1 1
RTA - Layla 0 None Schedule + 1 1
customer
satisfaction
RTA - Asagirh 1 None Schedule 1 1
DEWA- Abdulla 0 Both Schedule 1 1
Ajman Digital 1 Qualitative Schedule 1 1
Government -
Afra
ADNOC GAS - 1 Both Schedule 0 0
Ahmed
Dubai 0 None Schedule 1 1
Municipality -
Alia
Dubai 1 Both Schedule 1 0
Municipality -
Saeed
Almarzooqi
DHA - Hessa 1 Both Schedule 1 1
DHA - Ayesha 0 Both Schedule + 1 1
customer
satisfaction
Emirates Group - 1 Both None 0 1
Sumaya
Emirates Global 1 None Customer 1 0
Aluminum - satisfaction
Sumaya

Collected Data (Group Project Questionnaire):

In order to gain better understanding of how can
OPM3 address the issues and steps that OPM3 can
be taken to strength project and program
management across the government, we
interviewed three managers across RTA, ADNOC
and Etisalat company thus to get their opinion

https.//doi.org/10.54489/ijtop.v3i2.316

towards the method of OPM3. Therefore following
questions are the main focus in the interview:

1.

What are key strategic challenges for
project and program and management in
your organization?

How can OPM3 address these issues?
What are the steps can be taken to
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strengthen project  and program
management across the government?

4. How can OPM3 handle the issue of
integrated approach to the development of
organization wide program management
policy and oversight of agency
implementation and reason we need it in
organization?

Initially, we conducted our first interview with Mr.
Ahmed Altarawneh, who manages projects in RTA
which he mentioned the main challenges for
project and program management includes
alignment to strategy, contribution to strategic
direction and goals, buy-in, management of change,
availability of trained and certified staff, data and
information capture and analytics, proper project
health and  performance  measurements,
availability of resources on financial and otherwise
also end user satisfaction and acceptance. And he
advised that OPM3 can address these issues since
OPM3 is methodological and can govern the
implementation, deployment, performance, KSF,
help align and standardize thus to allocate the
whole organization on one page. Also the steps
mentioned by Mr. Ahmed to strengthen the project
and program management across the government
by showing a clear steps and process with
alignment across whole organization. And with
integration approach to the development and well
known policy and governance, OPM3 is a mature
and can significantly payoff the result. The second
interview completed by Shiva Pillai who works on
key focal point for ONE-ERP projects in ADNOC and
he mentioned the strategic challenges for project
and program from ONE-ERP project perspective,
standardization of business process and its
measuring KPI's against each of the business
process is a big challenge. Also, Mr. Shavia advised
to address these issues from the KPI's which are
measured on every 2 Qtr’s so that continuous
improvement is taking place. Moreover, the steps
of OPM3 can be followed to strengthen project and
Table 1:
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program management across the government can
be as following few points: 1) greater agility, 2)
greater capability to choose the right projects to
enact business strategies, 4) greater capability to
deliver projects successfully, consistently, and
predictably, 5) increased benefit realization from
programs. Also, Mr. Shavia mentioned the
integration approach to the development of the
organization wide program management policy
and oversight of agency implementation are
needed in OPM3 since its structured discovery of
their organization portfolio, program and project
management practices. The third interview done
with Mr. Yasser A Zaki, he is Sr. director at
corporate program management of Etisalat
Company, mentioned challenges of strategic as
allocating to budgeting and recourses/teams for
strategy execution and need to stretch the
communication for strategy. Moreover, in able
OPM3 to address the issues through the
improvement cycle, which itis much easy to handle
OPM3 if there is written policies, procedures or
documented information to support solving those
challenges. And steps can be taken to strengthen
project and program management across the
government such as improving happens within
certain tier that can improved by OPM3. Also, Mr.
Yasser mentioned integration approach to the
development and well known policy and oversight
of the agency implementation issues can be handle
by OPM3 since there is currently similar set of
policies and procedures for project management
execution which can support for governance,
meetings for progress updates, sharing and
communicating strategies to the staff management
and to the Group of CEO on quarterly bases.

5. DATA ANALYSIS

5.1. Data Analysis (Based on All Interviews)
Following table demonstrate the list of elements
availability and existence in different organization
located in UAE allocated for program purpose:

Organization - PMO Quantitative Qualitative Criteria to Criteria to
Done by Learner Data Data measure measure

progress success
ADNOC - Jassem X X

https.//doi.org/10.54489/ijtop.v3i2.316
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Etisalat - Samya X X X X X

RTA - Asagirh X X X

Ajman Digital X X X X
Government - Afra

Dubai Municipality - X X
Alia

DHA - Hessa X X X

Emirates Group - X X X
Sumaya

Following table shows the list of criteria used in
each organization to measure the progress, and
most criteria used below is schedule which used as
evidence that program is met on time or delayed
for some reasons:

Table 2: the list of criteria used in each organization

Organization - Schedule Quality Cost Stakeholder Satisfaction
Done by Learner

Etisalat - Samya X

RTA - Asagirh X

Ajman Digital X
Government
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Dubai Municipality - X
Alia

Dubai Municipality - X
Saeed Almarzooqi

DHA - Hessa X
DHA - Ayesha X
Emirates Group -
Sumaya

Emirates Global

Aluminum - Sumaya

(Figure 1) pie chart indicates the percentages of

Fig.1 Key Deficiency Factors
m Good = Bad

Bad
69%

good and bad key deficiency factors extracted from
all organization which are listed above table:
Figure (1)

SWOT Analysis Based on all interviews

Below SWOT analysis are selected for three
organization supporting to define the internal
factors of the organization which represented as
(strength and weakness) also the external factors
of the organization which are represented as
(opportunities and threats) thus to support in
program management:

1. ADNOC

STRENGTH

WEEKNESSES

e Organization is aligned with strategy of
four pillars (People, Profit, Efficient and
performance)

e We'll defined organization structure for

e Un-availably of a clear scope

e Un-clear list of users to be involved

e Un-sufficient training's to employees
[ ]

Un-effective organizational change

the program such as (Steering Committee, management and business process
weekly meetings and programmed head engineering
for guidance on risks and issues)
e Business units are clear with process and
using ERP system for mature PMIS
OPPORTUNITIES THREATS

e Each business have subject matter expert
e Available criteria to measure the success

e Resisting to changes might cause over due
to deliver latest solution and business to the
market

2. Etisalat

STRENGTH

WEEKNESSES

e Required information are agreed from
begging of program including qualitative
and quantitative if any.

e PMI method is followed to manage

e Large number of stakeholders involved
compared to managing an individual project
which is less involvement.

e More accountable people leads to any

https.//doi.org/10.54489/ijtop.v3i2.316
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program

Etisalat managers have  enough
experience and knowledge on projects
Programs in Etisalat are archived by
meeting constrains (Time, Cost and
Recourses)

Programs are aligned with the
organization strategy

changes affects another domain

e un-sufficient communication and updates
received on time from project manager
when one project is impacted

OPPORTUNITIES

THREATS

Give program and project managers
certain power of decision making

Agree on governance plan at begging of
program

Program manager ability to apply best
and suitable techniques to the existing
process of managing program.

e Not much tools and techniques used to
manage the program

e Un-clear idea/ benefit of the program at
each activity

e Un-clear list of buy-in (support and sign-off)
to be involved in every stage of the program

e Un-sufficient communication through
downward and upward

e un-clear governance structure and
escalation

3. RTA

STRENGTH

WEEKNESSES

PMI method is followed to manage
program

Programs are aligned with strategy
Required information and monitoring a

e Align cross departments of the priority of
the program

e Program mangers not always planning for
contingencies and preparing we'll for worst

specific program both available scenario
e Budget are secured and divided among
internal teams
e Available tools such as Typical Office
Templates a and OPMS)
e Project management mature organization
e Project management plans are we'll
developed, executed, monitored and
controlled.
OPPORTUNITIES THREATS

Clear communication plan from the
beginning

We'll competing on the region level with
Etisalat

Systematic survey completed for overall
transportation and check the ratings
Conduct risk assessment around critical
success factors to increase project success

e No plan for mitigation held with vendors
and external customers if things didn't went
right

SWOT Analysis on Group Project Questionnaire
1. ADNOC

| STRENGTH

| WEEKNESSES
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e Measuring KPIs against each of the
business process
e OPM3 avail great agility and more

e Lack of system availability as the plan is to
go for one network service
e Possible of miscommunication as the key

productivity personal for each activity is yet to be defined
e The Program (ONE-ERP) covers
organization vision and mission
OPPORTUNITIES THREATS

e Unify other business process such as HR
across all sub-companies

e Employees that resist the change
e System replace arole of an individual in the

e Integrate facilities for usage of more organization
resources
2. Etisalat
STRENGTH WEEKNESSES
e Strengthen the communication e No written policies and procedures as part
e Execution of challenges

e Lack of employees
decision making

empowerment in

OPPORTUNITIES

THREATS

e Go for Future certified with OPM3
e Avail written rules and policies

e Unclear structure
e Poor message deliver from management to
the employee

3. RTA
STRENGTH WEEKNESSES
e Integration, standardized and well e Dependence on PM as main tool to execute
informed policies strategy
OPPORTUNITIES THREATS

e Integrate more facilities

e Poor reliability

6. RECOMMENDATION

Regarding data analysis and research results, we
propose the following:

We recommend organizing a session in
organizations management in following companies
such as Etisalat, RTA and ADNOC and brief about
OPM3 and why it's important to be considered.
Also we would recommend for those organization
specifically the central PMO to learn about OPM3
and the benefits thus to implement a proper OPM3
in their organization to deliver projects, program
and portfolio with alignment on government
strategy. Also, since there was people who were
resisting to share information, we would also
recommend them to be more open and accepting to
exchange the knowledge with the learner and
themselves thus to accelerate the transmission and
be more aware of what's happening globally. We
recommend integration system/program for all
facility level in an organization to drive the vision
of an organization and management support in
order to be more efficient.

https.//doi.org/10.54489/ijtop.v3i2.316

7. CONCLUSION
Managing projects is a very critical and most
demanding task in many organizations. It’s the key
engine of the executing projects, programs and
portfolios. Moreover, without proper
communication of the strategy into the lower
functions of the organization, there will be
challenges faced in obtaining the objective and goal
of the strategy which has been set by executives of
the organization. As the result, the duty of OPM3
comes as implementing the best practices and
improving the current process, thus to organize
and deliver the purpose of the strategy effectively
and efficiently, by aligning the strategy of the
organization on projects, programs and portfolio.
Also, the most criteria used in organizations
around UAE to measure the progress are the
schedule or the timeline of the project and program
overall delivery following with
satisfaction then cost and quality. Moreover,
qualitative and quantitative data are both essential
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used to manage the program, and each used base
on availability and accessibility of the project
manager into those and here the PMO job comes to
support the project manager to reach the
information with minimum challenge. Also, it is
worth to mention OPM3 is model which is
established by PMI and if it's implemented
correctly it will help UAE organization to be more
efficient hence it's a maturity model for
organizational project management. Throughout
the interviews, mainly 2 of the organization did not
found qualitative nor quantitative data to be use in
their program. Furthermore, tight schedule given
to employee who wants management support in
completing the program of individual organization
can be challenging, therefore PMO supportis highly
required in this matter to accelerate the process
and provide the needed reports in timely matter.
Although most of the organization do not have
OPM3 in their organization, the interview
conducted with them resulted to make them very
interested to know more and see how it will be
beneficial to their organization goal. And most of
them declared as their organization do have their
own practices and certain method done internally
and similar to OPM3.
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