WEBVTT

1
00:00:00.000 --> 00:00:03.150
Ray Jaffe: a known name in the wor- in the PM world, but it's alright.

2
00:00:04.610 --> 00:00:08.990
Stuart Easton: Excellent. Well, we'll… we'll see how it goes.

3
00:00:09.970 --> 00:00:12.040
Stuart Easton: I didn't actually get a number from

4
00:00:12.200 --> 00:00:14.389
Stuart Easton: Lenora this morning, I usually do.

5
00:00:14.560 --> 00:00:16.089
Stuart Easton: I forgot to ask her.

6
00:00:17.610 --> 00:00:20.170
Ray Jaffe: Well, at this point, it'll be… it'll be who it's gonna be.

7
00:00:20.170 --> 00:00:23.030
Stuart Easton: That's… yeah, exactly. You can change what you can change, right?

8
00:00:23.150 --> 00:00:27.149
Stuart Easton: So, good morning, good afternoon, good evening, depending where you are.

9
00:00:27.910 --> 00:00:31.889
Stuart Easton: as you're coming in… hey, ASHOK.

10
00:00:32.030 --> 00:00:35.549
Stuart Easton: You know what to do. Come in, introduce yourself.

11
00:00:35.820 --> 00:00:38.170
Stuart Easton: Tell us who you are, what you do.

12
00:00:39.180 --> 00:00:53.990
Stuart Easton: And, a little… you know, the Brits love talking about the weather, right? We could talk about the weather for hours. So, tell me a little bit about what's going on, right? It's that time of year where things are getting cold in the north.

13
00:00:54.090 --> 00:00:59.129
Stuart Easton: Getting hot in the south. So, so what's the weather looking like where you are?

14
00:01:01.090 --> 00:01:03.890
Stuart Easton: Coming in, you're very welcome.

15
00:01:06.680 --> 00:01:13.260
Ray Jaffe: Yeah, so, thanks, Stuart, for, having me on, and, looking forward to having a conversation.

16
00:01:14.860 --> 00:01:22.169
Ray Jaffe: Yeah, I'm out of the U.S, in the Philadelphia area, And, the weather is…

17
00:01:22.170 --> 00:01:25.779
Stuart Easton: So let me ask you this. Is there actually a bell with a crack in it?

18
00:01:26.020 --> 00:01:28.010
Ray Jaffe: Well, yeah, of course.

19
00:01:28.010 --> 00:01:28.460
Stuart Easton: The rest?

20
00:01:28.460 --> 00:01:32.039
Ray Jaffe: Not getting it, yes, it's, it's, it's, it's…

21
00:01:32.230 --> 00:01:38.159
Ray Jaffe: much less exciting to see in person than it's made out to be. It was just a bell with a crack.

22
00:01:38.300 --> 00:01:45.679
Ray Jaffe: But, yep, it's close by. Yeah, I'm right outside the Philadelphia, outside of the city of Philadelphia.

23
00:01:45.900 --> 00:01:49.009
Ray Jaffe: And, yeah, we have a good U.S. history, at least.

24
00:01:49.160 --> 00:01:54.679
Ray Jaffe: Our, our November's been amazing, weather-wise. It's been…

25
00:01:54.910 --> 00:01:59.290
Ray Jaffe: about as good as you can get. It's been about 60 degrees every day, and

26
00:02:01.600 --> 00:02:05.130
Ray Jaffe: It's, like, ongoing, ongoing…

27
00:02:05.770 --> 00:02:08.610
Ray Jaffe: Fall. Not ending, not turning to winter yet.

28
00:02:08.610 --> 00:02:23.959
Stuart Easton: That's how it goes, that's how it goes. Alright, so as everybody's coming in, do jump into the chat. ASHOK and Lenora are leading the way. Introduce yourselves, who you are, what you do, and tell us what the weather's like where you are. I'm actually…

29
00:02:23.960 --> 00:02:30.649
Stuart Easton: Not in my normal location. If you've been on our webinars before, you're used to the guitars being behind me.

30
00:02:30.650 --> 00:02:44.530
Stuart Easton: Today it's a little different. I've got a… I've got an old-fashioned drawing board. I don't know if anybody knows what they are, but engineers from, you know, 30 years ago will recognize drawing boards, and I'm actually,

31
00:02:45.470 --> 00:03:02.260
Stuart Easton: come to visit my dear old dad, who is 94 years old, and I was going to say he was an engineer. He is an engineer. He will… he will die an engineer, hence the drawing board. So he's got all his motorbike parts. I actually had to…

32
00:03:02.420 --> 00:03:13.759
Stuart Easton: to do this webinar, I actually had to move bits of motorbike off the… off the desk. So that's his… that's his passion. So I'm actually in Scotland today. It's… it's pretty chilly up here.

33
00:03:13.870 --> 00:03:19.650
Stuart Easton: it's around about freezing, so, you know, that's, that's, that's good.

34
00:03:19.810 --> 00:03:24.420
Stuart Easton: And what we're gonna do today is we're gonna be talking about

35
00:03:24.690 --> 00:03:33.120
Stuart Easton: PMOs past and… maybe we should have done this at Christmas, you know, ghost of PMOs past and future.

36
00:03:33.330 --> 00:03:43.919
Stuart Easton: But that's basically what we're going to be talking about, is, you know, the difference between PMOs that are struggling and PMOs that are thriving.

37
00:03:44.520 --> 00:03:50.199
Stuart Easton: And this whole thing started with a blog post, which we'll come to in a minute.

38
00:03:51.000 --> 00:04:08.890
Stuart Easton: But before I do, I want to encourage you all to jump into the chat and to introduce yourselves. The reason for that, the reason I do this at the beginning so much is because these sessions are always much, much, much more interesting.

39
00:04:09.590 --> 00:04:11.989
Stuart Easton: If… if they're interactive.

40
00:04:12.200 --> 00:04:24.529
Stuart Easton: Right? So Ray and I, we got loads of stuff. If you let us, we will just keep going and going and going and going, right? But what I'm hoping will happen is that you'll jump into the chat.

41
00:04:24.720 --> 00:04:41.430
Stuart Easton: And you'll actually add your thoughts, add your comments, share your experiences, ask questions. I know, I know I shock Will, because he always does, so that's great. But, so, the reason I ask you to jump in and do the whole tell us the weather thing.

42
00:04:41.700 --> 00:04:55.710
Stuart Easton: is so that you know where the chat button is, you've got it open, and then you can join in when the mood takes you. So, without further ado, let's jump in and,

43
00:04:57.430 --> 00:04:59.499
Stuart Easton: Yeah, thank you, ASHOK.

44
00:04:59.510 --> 00:05:18.780
Stuart Easton: So, so let's jump in without, without further ado, and, introduce our guest. You know, again, many of you, this isn't your first time on our webinar, so I'm Stuart, Stuart Easton. I'm the CEO of Transparent Choice, one of the founders.

45
00:05:19.350 --> 00:05:36.510
Stuart Easton: But what I love to do on these webinars is kind of almost set that aside, and just go for a bit of a romp in PMO land, and explore different issues, whether it's benefits, or how to build a value add PMO or whatever.

46
00:05:36.680 --> 00:05:41.999
Stuart Easton: Sometimes we focus more on strategy, sometimes we focus more on tactics.

47
00:05:42.130 --> 00:05:51.700
Stuart Easton: But it's always hopefully fun and energetic. And today's definitely gonna be fun, because the guest this month is Ray Jaffe.

48
00:05:52.720 --> 00:06:05.520
Stuart Easton: And Ray is… can I say a gnarly old war dog, a war horse? You know, just so much experience, it hurts. You know, he's run PMOs at…

49
00:06:05.610 --> 00:06:22.640
Stuart Easton: small organizations like Wells Fargo and First Data, and, you know, those are both in, you know, financial services. Financial services is a pretty brutal environment, frankly, in which to, in which to build and run a PMO.

50
00:06:22.890 --> 00:06:29.130
Stuart Easton: And it's an environment where, you know, executives in those spaces tend to be…

51
00:06:29.620 --> 00:06:36.849
Stuart Easton: those A-type personalities, right? They tend to be very focused on the goal, very focused on driving the business hard.

52
00:06:37.150 --> 00:06:53.130
Stuart Easton: And so to survive in that, you know, Ray obviously has learned a thing or two over the years, and has agreed to share it. So, Ray, you're very welcome to join us. Is there anything that I've missed in the intro there?

53
00:06:53.530 --> 00:07:06.029
Ray Jaffe: No, thank you, Stuart, for the kind intro. An old gnarly dog sounds, sounds both good and bad, I think. Yeah, no, I just, appreciate it, and it's true, I've, I've led some…

54
00:07:06.300 --> 00:07:17.330
Ray Jaffe: PMOs across some pretty large organizations, divisions of Wells Fargo, First Data Canon, for a long time, which is, as people know, camera, copier, printer type world.

55
00:07:18.270 --> 00:07:20.390
Ray Jaffe: And, yeah, I got sort of…

56
00:07:21.810 --> 00:07:28.900
Ray Jaffe: I wouldn't say I left the space, but I sort of took a small detour into some founder-led, private equity-type business.

57
00:07:29.120 --> 00:07:41.449
Ray Jaffe: And I've kind of re-emerged to sort of re-engage in the PMO world, and sort of got to thinking about some trends and changes over time, which sort of led me to dive in and

58
00:07:41.770 --> 00:07:47.820
Ray Jaffe: create a few LinkedIn posts and charts and things that seemed interesting, so

59
00:07:47.940 --> 00:07:49.619
Ray Jaffe: And then we connected through that.

60
00:07:49.950 --> 00:08:03.419
Stuart Easton: We did indeed. We did indeed. So, just before we… before we kick off, just some logistics. So, someone always asks, are we recording it? Yes, we are. It normally takes a day or two for us to turn the recordings around.

61
00:08:03.600 --> 00:08:12.049
Stuart Easton: And the email with the recordings will come from pretty at transparentchoice.com, so look for that email address.

62
00:08:12.070 --> 00:08:25.599
Stuart Easton: I know what it's like these days, we all get so much unsolicited mail, it's easy to just kind of delete stuff without realizing it's actually something you were looking for. So, so Preeti, P-R-E-E-T-I, at transparentchoice.com.

63
00:08:25.920 --> 00:08:27.730
Stuart Easton: She'll send you the email.

64
00:08:27.990 --> 00:08:33.070
Stuart Easton: And in there, there'll probably be a bunch of videos and links and things like that.

65
00:08:35.510 --> 00:08:41.799
Stuart Easton: So… As Ray said, this whole thing started…

66
00:08:41.990 --> 00:08:48.010
Stuart Easton: with a… with a post on LinkedIn, right? Which… which is…

67
00:08:48.160 --> 00:08:53.019
Stuart Easton: Not an unusual way these days for relationships to start.

68
00:08:53.120 --> 00:08:59.089
Stuart Easton: And, this, this is the post that Ray…

69
00:08:59.300 --> 00:09:06.309
Stuart Easton: had shared. Let's see if we can get that to the front. I don't know, is… Ray, is the chat showing as well? Do I need to hide that?

70
00:09:08.490 --> 00:09:09.040
Stuart Easton: No?

71
00:09:09.210 --> 00:09:12.470
Ray Jaffe: No, I think it's gonna be… yeah.

72
00:09:12.470 --> 00:09:12.990
Stuart Easton: Perfect.

73
00:09:12.990 --> 00:09:17.430
Ray Jaffe: Well, yeah, the comments are showing me that's fine.

74
00:09:17.430 --> 00:09:22.919
Stuart Easton: Yeah, okay, all right, well, not quite sure why that is, but there we go.

75
00:09:24.340 --> 00:09:27.830
Stuart Easton: And the point of this… the point of this,

76
00:09:27.900 --> 00:09:46.529
Stuart Easton: post is that, you know, there was sort of a phase where PMOs were on the rise, and everybody, you know, increasing numbers of organizations wanted PMOs, and then it felt like they were under… they were under pressure. And, you know, there were statistics around, still are statistics around.

77
00:09:46.530 --> 00:10:02.469
Stuart Easton: Saying that, you know, 2 out of every 3 PMOs that are… that are initiated fail within 2 years. Over 70% of PMOs are, under… under threat from their executive team shutting them down.

78
00:10:02.640 --> 00:10:21.590
Stuart Easton: But then something interesting happened. You can't sit behind the chat, and Zoom doesn't want… oh, there we go, I can do that. There we go. How's that? So then something interesting happened, which is that, you know, there's been a resurgence. And we could argue about what the dates are on these, but there's been a bit of a resurgence, where suddenly there's a lot of interest in PMOs again.

79
00:10:22.150 --> 00:10:28.600
Stuart Easton: And, so I think what we want to do today is explore that little curve a bit.

80
00:10:28.970 --> 00:10:34.390
Stuart Easton: And understand what's been going on, why, and,

81
00:10:34.570 --> 00:10:44.700
Stuart Easton: and what we can do about it, right? What we should all be doing as professionals in this space to make sure we're doing the things that are adding the value.

82
00:10:44.970 --> 00:10:51.860
Stuart Easton: that are gonna actually, mean that we are one of those, you know, those PMOs that survive and thrive.

83
00:10:53.200 --> 00:10:59.840
Stuart Easton: So let's kick off just… just very briefly, Ray, if you could just give us a couple of minutes on some of your…

84
00:11:00.190 --> 00:11:03.439
Stuart Easton: Past experiences, so people understand where you're coming from.

85
00:11:04.340 --> 00:11:08.969
Ray Jaffe: Sure, so… Like I said, you know, I entered the project management world.

86
00:11:10.630 --> 00:11:13.189
Ray Jaffe: 20 years ago. 25 years ago, maybe.

87
00:11:13.790 --> 00:11:15.099
Ray Jaffe: And…

88
00:11:16.040 --> 00:11:22.499
Ray Jaffe: you know, when I was leading, you know, working as a project manager, then sort of moving up to the ranks, and…

89
00:11:22.740 --> 00:11:29.629
Ray Jaffe: leading a PMO back in the mid-2000s, which is kind of where this chart kind of started from.

90
00:11:29.820 --> 00:11:34.889
Ray Jaffe: It was very much a… you know, it was an exercise in…

91
00:11:35.130 --> 00:11:44.039
Ray Jaffe: documentation, artifacts, control, consistency, and delivery, right? I mean, it was… the primary focus of the PMO was around

92
00:11:44.250 --> 00:11:46.360
Ray Jaffe: consistent delivery, I would say.

93
00:11:46.580 --> 00:11:53.100
Ray Jaffe: Yeah, which was necessary at the time. Changing environment.

94
00:11:53.640 --> 00:11:59.259
Ray Jaffe: usually PMO… I won't say usually, my experience. I'll try and say my experience instead of usually, because I've only…

95
00:11:59.680 --> 00:12:12.959
Ray Jaffe: you know, I can only speak for myself. Pmos are often stood up, or were often stood up, because something went wrong. A project failed, you know, they're having trouble delivering,

96
00:12:14.510 --> 00:12:24.059
Ray Jaffe: they're pulling people out of the business to run projects, and they don't want to be doing that. So there's some reason why the PMOs were being stood up, and it was tactical in nature, I would say, a lot of times.

97
00:12:24.420 --> 00:12:29.620
Ray Jaffe: You know, and I think that was the, you know, that was the environment.

98
00:12:30.100 --> 00:12:35.309
Ray Jaffe: Through my time, at, at Wells, and then…

99
00:12:36.010 --> 00:12:54.959
Ray Jaffe: moving into First Data, and then at Canon, but then there started to be a shift that I saw, and I lived it, and I think we all like to think our PMOs were sort of the, you know, in that top tier, but I think everyone that's been in a PMO would, you know, try to argue it's in the top. So the top-tier PMOs have probably always, I think, had an eye

100
00:12:55.170 --> 00:12:56.910
Ray Jaffe: on value.

101
00:12:57.490 --> 00:13:06.660
Ray Jaffe: And didn't focus so… Sorely, or, or singularly on delivery.

102
00:13:08.410 --> 00:13:14.660
Ray Jaffe: But I think what happened in sort of that 2010 to 2020 period

103
00:13:16.050 --> 00:13:18.940
Ray Jaffe: things were moving fast in corporate America.

104
00:13:19.130 --> 00:13:26.150
Ray Jaffe: The digital transformation was happening, Rapid shifting of priorities, rapid…

105
00:13:26.500 --> 00:13:30.310
Ray Jaffe: need to get to market, so I think more and more, the…

106
00:13:30.670 --> 00:13:35.600
Ray Jaffe: PMO was seen as an overhead mechanism,

107
00:13:36.520 --> 00:13:52.060
Ray Jaffe: you know, obviously they wanted projects delivered well, but at what cost, are we willing to invest, you know, all this time and money and resource into documentation, audits, and artifacts and so on, so if we need these products to roll out? So I think…

108
00:13:52.290 --> 00:14:03.509
Ray Jaffe: PMOs in general came under pressure from executive teams because of how they were viewed, and in some cases, rightfully so, as sort of just a… an administration function.

109
00:14:04.010 --> 00:14:08.080
Ray Jaffe: and then the shift, I think, has started to occur.

110
00:14:08.320 --> 00:14:12.789
Ray Jaffe: And I, you know, I think it sort of occurred organically,

111
00:14:12.950 --> 00:14:26.060
Ray Jaffe: I think also probably occurred through some, you know, really smart people in the industry thinking about it. Stuart's been involved for a long time, others, that said, we need to look at this differently, right? We need to sort of…

112
00:14:26.690 --> 00:14:29.140
Ray Jaffe: Even if we were doing it for a long time.

113
00:14:29.940 --> 00:14:38.710
Ray Jaffe: to be value-faced, we need to reposition ourselves as a value organization, not a delivery organization. Delivery's important, it's fundamental, it's table stakes.

114
00:14:39.020 --> 00:14:41.099
Ray Jaffe: But, at the end of the day.

115
00:14:42.490 --> 00:14:48.969
Ray Jaffe: what the PMO needs to be, I think, and it's sort of what this chart set out to show, is…

116
00:14:49.100 --> 00:14:51.220
Ray Jaffe: An organization that's going to focus on how you

117
00:14:51.680 --> 00:14:57.869
Ray Jaffe: prioritize your projects, what you work on, are your projects aligned to your strategy? You know, are you…

118
00:14:58.050 --> 00:15:04.159
Ray Jaffe: Realizing the benefits, financial or other, that you're expected to get out of the portfolio.

119
00:15:04.370 --> 00:15:08.620
Ray Jaffe: What are the opportunity costs of what you're not doing? Do you… so all the things that…

120
00:15:08.790 --> 00:15:14.470
Ray Jaffe: Holistically across an organization, A group can look at and provide that sort of

121
00:15:14.590 --> 00:15:18.329
Ray Jaffe: Strategic layer that maybe wasn't the focus before.

122
00:15:18.330 --> 00:15:24.070
Stuart Easton: So, so with that… with that in mind, right, let's… I want to challenge the folks on the call now.

123
00:15:24.190 --> 00:15:29.319
Stuart Easton: So jump into the chat. I did warn you we'd be using chat, right? So jump into the chat.

124
00:15:29.620 --> 00:15:32.749
Stuart Easton: And just put one word in there.

125
00:15:33.400 --> 00:15:44.670
Stuart Easton: for your PMO, right, that describes your PMO? What's… what's the first word that comes into mind? You know, so… so Ray was… was talking there about, you know, some are strategic, some are tactical.

126
00:15:44.740 --> 00:16:02.530
Stuart Easton: Some are highly valued, some are, as Sarah's pointed out, rather sadly, some are under threat. So, what are the one or two words that describe your PMO? Let's just give people a second to think about that, because it's…

127
00:16:02.710 --> 00:16:06.579
Stuart Easton: And… and drop it into the… drop it into the chat.

128
00:16:07.750 --> 00:16:09.830
Stuart Easton: Oh, there we go, stretched.

129
00:16:12.000 --> 00:16:14.320
Stuart Easton: That's a good word. Overloaded.

130
00:16:15.310 --> 00:16:17.360
Stuart Easton: What are the… what are the words have we got?

131
00:16:18.300 --> 00:16:22.620
Stuart Easton: Strategic, lucky, undervalued, too, too often.

132
00:16:23.680 --> 00:16:25.020
Stuart Easton: Transactional.

133
00:16:26.770 --> 00:16:27.600
Stuart Easton: Yup.

134
00:16:29.620 --> 00:16:31.840
Stuart Easton: We got any others? Let's have a few more.

135
00:16:32.700 --> 00:16:33.870
Stuart Easton: political.

136
00:16:34.020 --> 00:16:34.640
Ray Jaffe: Hmph.

137
00:16:35.020 --> 00:16:39.230
Stuart Easton: Oh, that's a… that's a good one, ASHOK, actually. That's a… that's a… that's a fun one.

138
00:16:39.540 --> 00:16:41.670
Stuart Easton: Too many priorities.

139
00:16:41.780 --> 00:16:44.030
Stuart Easton: Templates…

140
00:16:44.210 --> 00:16:55.509
Stuart Easton: Some… someone's… someone out there feels like the process, please. So… so actually, I mean, let's start there, and then we'll… we'll come to some of the things that the execs want…

141
00:16:55.630 --> 00:16:57.569
Stuart Easton: want from you.

142
00:16:57.990 --> 00:17:03.200
Stuart Easton: in a while, so that the prioritization and things like that that you were talking about.

143
00:17:03.480 --> 00:17:13.800
Stuart Easton: Ray. But let's kick off with, sort of, what's some of the things that aren't working well? What is… what is it that drove the decline?

144
00:17:14.050 --> 00:17:19.550
Stuart Easton: I was at, where was it? It was the PMO Global… the PMI Global Summit last year.

145
00:17:20.270 --> 00:17:24.430
Stuart Easton: And I met a PMO leader.

146
00:17:24.960 --> 00:17:31.109
Stuart Easton: And I asked him, you know, what's your role? What do you do?

147
00:17:31.790 --> 00:17:36.319
Stuart Easton: And he said, oh, I'm in charge of putting in place the templates and the tools.

148
00:17:39.040 --> 00:17:43.629
Stuart Easton: And… I looked at him, I said, well, do you know what? If I was your CEO,

149
00:17:43.930 --> 00:17:45.820
Stuart Easton: I just decided to fire you.

150
00:17:46.990 --> 00:17:51.239
Stuart Easton: Right? And he was like, what do you mean? You know, what? I said, well.

151
00:17:51.530 --> 00:17:53.160
Stuart Easton: I don't care about that stuff.

152
00:17:53.330 --> 00:17:59.000
Stuart Easton: When you said those words, what I heard was bureaucracy, and you're slowing me down, and just costing me money.

153
00:18:00.460 --> 00:18:06.649
Stuart Easton: And, so Ray, does that… I mean, does that seem like an overly harsh response?

154
00:18:06.650 --> 00:18:10.199
Ray Jaffe: No, I mean, well, you know, from our prior conversation, you know,

155
00:18:10.500 --> 00:18:18.260
Ray Jaffe: No, I don't think it's overly harsh at all. I mean, I think that… in essence, became… the fundamental

156
00:18:18.410 --> 00:18:22.960
Ray Jaffe: issue with how PMOs were viewed. It just became… overly administrative.

157
00:18:23.520 --> 00:18:25.610
Ray Jaffe: And…

158
00:18:25.720 --> 00:18:31.119
Ray Jaffe: you know, I use this slide a lot with my teams from the past, I shared it with you the other day, is, you know.

159
00:18:31.280 --> 00:18:38.260
Ray Jaffe: you certainly, as a project manager, you need tools, right? I mean, you need tools to deliver projects, But…

160
00:18:38.510 --> 00:18:46.440
Ray Jaffe: you know, if you show up, you know, day one to start or lead or transform a PMO and drop the PMBOK,

161
00:18:46.990 --> 00:18:51.839
Ray Jaffe: on someone's desk and say, here's how we're running projects now, you know, the PMO will last

162
00:18:51.940 --> 00:18:58.460
Ray Jaffe: Not very long, right? That's not… That's not what… Executives and boards want.

163
00:18:58.780 --> 00:19:01.860
Ray Jaffe: So, you know, I would, I would tell…

164
00:19:02.140 --> 00:19:16.779
Ray Jaffe: the team that, you know, our tools aren't their tools, in essence. Meaning, you know, if you need a thousand-line project plan to manage the project well, that's wonderful. If you need a 9-tab rake to keep track of everything, that's great.

165
00:19:17.130 --> 00:19:29.379
Ray Jaffe: These aren't, you know, they can be your tools. You don't… you almost… you almost would go out of your way to not show the 1,000-line project plan to the executive team, because then they'll be like, oh, geez, how much time did we spend on this 1,000-line project plan?

166
00:19:29.740 --> 00:19:32.050
Ray Jaffe: So somehow, you know.

167
00:19:32.540 --> 00:19:43.969
Ray Jaffe: taking the tools, the templates, which are fine, and I also, separate conversation, don't think one size fits all. Certain projects, you know, you take some set of tools, another project, you get different set of tools.

168
00:19:44.200 --> 00:19:47.590
Ray Jaffe: But either way, I would say…

169
00:19:47.960 --> 00:19:54.750
Ray Jaffe: you know, the face-out from the PMO and the project management team to the executives and the sponsors should be…

170
00:19:54.950 --> 00:19:57.489
Ray Jaffe: Very simplified as far as tools and templates go.

171
00:20:00.220 --> 00:20:07.499
Stuart Easton: Yeah. Well, and… and… so, so have you seen examples in your career where

172
00:20:08.470 --> 00:20:11.619
Stuart Easton: Well, the PMO focused on those things.

173
00:20:11.990 --> 00:20:18.919
Stuart Easton: And… and just wasn't appreciated, right? Because it, you know, it's hard work. You end up fighting fires all the time when you focus there.

174
00:20:19.300 --> 00:20:32.149
Stuart Easton: You know, so have you seen examples where PMOs end up in this sort of spiral of being tactical, so they're seen as tactical, and then everything becomes tactical?

175
00:20:32.470 --> 00:20:38.009
Ray Jaffe: Oh, sure. I mean, I feel like Wells Fargo is long enough ago that I can use them as an example. So, when…

176
00:20:38.160 --> 00:20:45.610
Ray Jaffe: We, you know, I was at Wells, it was a division of Wells, we created a delivery PMO, but then on top of our PMO, there was

177
00:20:46.440 --> 00:20:48.860
Ray Jaffe: an enterprise PMO.

178
00:20:49.020 --> 00:20:52.019
Ray Jaffe: That sat across the entire organization, and there…

179
00:20:52.560 --> 00:20:57.270
Ray Jaffe: Their sole job was to essentially audit documents.

180
00:20:57.600 --> 00:21:01.160
Ray Jaffe: Push down process, push-down templates to use.

181
00:21:01.650 --> 00:21:12.220
Ray Jaffe: And… the… Business unit that we were working in Had a strong appreciation of

182
00:21:12.420 --> 00:21:16.550
Ray Jaffe: the local PMO, you know, the division-level PMO, because it was…

183
00:21:17.410 --> 00:21:26.299
Ray Jaffe: focused on results, it was focused on driving the value, it was focused on the projects, but then as this enterprise PMO came in and started layering all these sort of additional

184
00:21:27.000 --> 00:21:32.290
Ray Jaffe: Artifacts and documents and templates, the business got turned off.

185
00:21:32.410 --> 00:21:35.909
Ray Jaffe: And… and sort of pulled away from the whole…

186
00:21:37.760 --> 00:21:50.640
Ray Jaffe: the whole structure of project management. So yeah, it was… it was quite… it was quite a break, right? We were… we were clicking along quite well. Then as this enterprise came over, like I said, that was incredibly…

187
00:21:51.320 --> 00:21:54.439
Ray Jaffe: Process, document, driven.

188
00:21:54.700 --> 00:22:02.780
Ray Jaffe: And it, in essence, scared the business leaders away, and said, this… we don't want to work through this.

189
00:22:03.000 --> 00:22:12.219
Stuart Easton: Okay, so here we go. Who was it? Somebody earlier said… sorry, I don't have all the notes in front of me, all the chat in front of me, but somebody earlier said, execs don't know what they want.

190
00:22:12.630 --> 00:22:17.290
Stuart Easton: Right, so what's your experience of that? Do they know what they want from the PMO?

191
00:22:17.760 --> 00:22:25.660
Ray Jaffe: No, not, not, not always, but I, but I think… So, and I, I…

192
00:22:26.040 --> 00:22:31.189
Ray Jaffe: I was quite lucky and fortunate at Canon, I was there for a long time, because I also ran

193
00:22:31.470 --> 00:22:33.830
Ray Jaffe: corporate strategic planning and the PMO.

194
00:22:34.070 --> 00:22:43.430
Ray Jaffe: So that was quite a nice position to be in, right? So I… there was automatically a tie between, you know, what the… what the 3-5 year plan was.

195
00:22:43.580 --> 00:22:49.649
Ray Jaffe: And what the project portfolio was. So that… that was… that was nice. I realize most… a lot of PMOs don't have that luxury.

196
00:22:49.870 --> 00:22:59.659
Ray Jaffe: But… I think… At a high level, executives know what they want.

197
00:22:59.780 --> 00:23:08.589
Ray Jaffe: Right? I do think at, you know, a very macro level, there's certain pillars of strategy they want to go after, there's certain things they want to accomplish, they know what those are.

198
00:23:09.770 --> 00:23:17.370
Ray Jaffe: how to accomplish those, I think, is a lot of times where the break occurs. Like, alright, we want to do this, you know, we want to…

199
00:23:17.490 --> 00:23:25.599
Ray Jaffe: We want to, you know, grow our independent channel of business by X. Great. How do I go about doing that?

200
00:23:25.720 --> 00:23:32.119
Ray Jaffe: What initiatives, what projects do we lay in to do that? And that, I do think, can be a void.

201
00:23:32.720 --> 00:23:37.880
Stuart Easton: Well, so that's really interesting, because, So…

202
00:23:40.290 --> 00:23:44.749
Stuart Easton: when a PMO says, you know, the execs don't know what they want us to do.

203
00:23:45.320 --> 00:23:49.579
Stuart Easton: Often what they mean is, they don't know what PMO services they want them to provide.

204
00:23:50.900 --> 00:23:54.830
Stuart Easton: But interestingly, when you answered that question, that wasn't the way you answered it.

205
00:23:55.020 --> 00:24:05.019
Stuart Easton: You answered it in terms of the business goals, right? What are the business goals they want to deliver? And I think this is the big thing, this is the big mind… the mindset shift.

206
00:24:05.170 --> 00:24:20.400
Stuart Easton: that as a community, right across project delivery, not just PMO, but right across project delivery that we all need to make, is to shift from thinking about the project stuff, the deliverables, the processes that we go through.

207
00:24:20.510 --> 00:24:28.399
Stuart Easton: And to focus on the actual business outcomes, the revenue, or the, you know, new products to market, or whatever it may be.

208
00:24:28.840 --> 00:24:42.379
Stuart Easton: So… so is that… is that a shift that… that you… oh, by the way, before I ask the question, and though, I don't know if everyone here follows Laura Barnard. If you don't, you should.

209
00:24:42.820 --> 00:24:55.680
Stuart Easton: But one of the things that Laura says is, you should never ask your executives what they want you to do, because they will tell you, and they will be wrong.

210
00:24:56.270 --> 00:24:59.310
Stuart Easton: Right? Because they don't know how to run a PMO.

211
00:25:00.480 --> 00:25:04.369
Stuart Easton: So they're gonna, they're gonna say, oh, you should do this, and you should do this, and you should do this.

212
00:25:04.660 --> 00:25:19.700
Stuart Easton: And then, when you do them, they're still unhappy, right? And that's because you didn't start with, what's the pain? What are the problems that they've got? What are the business goals that they've got? And make sure that you're building services around delivering those.

213
00:25:19.780 --> 00:25:24.869
Stuart Easton: So the challenge is, if you ask, what's… what should the PMO do?

214
00:25:24.970 --> 00:25:30.699
Stuart Easton: They're going to tell you the wrong stuff, and then you're going to deliver it, and they're still not going to get the business results they want.

215
00:25:30.840 --> 00:25:34.120
Stuart Easton: So, have you ever been in that situation, Ray, or have you seen that?

216
00:25:34.580 --> 00:25:39.479
Stuart Easton: Where… where you're in the discussion with the business, and they're not quite sure what the PMOs

217
00:25:39.760 --> 00:25:43.359
Stuart Easton: 4, and, and assuming you have.

218
00:25:43.470 --> 00:25:46.550
Stuart Easton: How did you engage that conversation to figure it out?

219
00:25:48.130 --> 00:25:55.609
Ray Jaffe: I would say it's been less the business not knowing what the PMO

220
00:25:55.820 --> 00:26:01.300
Ray Jaffe: was there for… you know, honestly, I think in the past it had been more…

221
00:26:02.460 --> 00:26:07.429
Ray Jaffe: Knowing what they're there for, but not necessarily seeing the value of what they're doing.

222
00:26:08.350 --> 00:26:11.149
Ray Jaffe: So, you know, you're here to run a project.

223
00:26:11.670 --> 00:26:14.100
Ray Jaffe: They were here to, you know.

224
00:26:14.790 --> 00:26:19.490
Ray Jaffe: Make me go through a project plan. You're here to sit down and, you know, do…

225
00:26:20.150 --> 00:26:25.749
Ray Jaffe: pages and pages of required… I think they… my experience would be that I think they knew what the… the…

226
00:26:27.070 --> 00:26:29.610
Ray Jaffe: Well, let me step back for a second.

227
00:26:30.380 --> 00:26:40.049
Ray Jaffe: I may be talking about the project team. If I'm saying the project team, I think they knew what the project manager was there for to help them run the project and try and get something delivered.

228
00:26:40.220 --> 00:26:45.660
Ray Jaffe: On the executive side, or on the business leadership side,

229
00:26:46.590 --> 00:26:52.570
Ray Jaffe: I do think there's not always consensus on how to best leverage a PMO.

230
00:26:53.880 --> 00:26:55.240
Ray Jaffe: I do…

231
00:26:56.390 --> 00:27:05.440
Ray Jaffe: think, you know, there's some school of thought where it's just people just to get stuff done. That's the old school that we want to get away from. I think there, you know, are…

232
00:27:05.810 --> 00:27:12.149
Ray Jaffe: Folks out there that… Understand the strategic value that it could provide.

233
00:27:13.860 --> 00:27:20.049
Ray Jaffe: and I… I'm going to divert for a… because there's two things I do want to touch on real quick, sir, if you don't mind. It's around that is…

234
00:27:20.570 --> 00:27:24.970
Ray Jaffe: you know, Underlying all this is, you know.

235
00:27:25.860 --> 00:27:29.480
Ray Jaffe: You have to build those interpersonal relationships

236
00:27:29.740 --> 00:27:33.180
Ray Jaffe: you know, you have to do it as a project manager, you have to do it as a PMO leader.

237
00:27:33.310 --> 00:27:41.030
Ray Jaffe: Right? I mean, you know, that's the whole influence without authority, the whole how do I… how do I get something done without owning it? So…

238
00:27:41.510 --> 00:27:43.430
Ray Jaffe: You know, you have to…

239
00:27:44.030 --> 00:27:49.020
Ray Jaffe: Build trust within the organization, which, you know, you do a lot of ways, do what you say you're gonna do.

240
00:27:49.410 --> 00:27:52.090
Ray Jaffe: Be very observant as to what's going on in the business.

241
00:27:53.380 --> 00:27:56.650
Ray Jaffe: be a feedback loop. So I, you know.

242
00:27:56.910 --> 00:28:00.800
Ray Jaffe: If you're lucky enough to get a seat at the table, Through your job?

243
00:28:01.020 --> 00:28:04.000
Ray Jaffe: responsibilities and title, that's wonderful. If not, you have to…

244
00:28:04.410 --> 00:28:22.290
Ray Jaffe: you have to work your way in there through relationship building, and… and someone earlier said politics, which is, you know, maybe one way to put it, but it is true. I mean, to… I think to maximize a PMO's effectiveness, to get the message across, you… the PMO leaders have to get a seat at the table.

245
00:28:24.270 --> 00:28:31.259
Ray Jaffe: The other thing I would… I would say, and I'm going a little off track still, I'm sorry, but I wanted to get this point out, would be…

246
00:28:32.050 --> 00:28:33.520
Ray Jaffe: You know, as far as…

247
00:28:34.090 --> 00:28:38.310
Ray Jaffe: the business value from executives down to the PMO, I actually think it's a loop.

248
00:28:38.760 --> 00:28:46.399
Ray Jaffe: Right, I, I think… The business executives say, We want, you know.

249
00:28:46.820 --> 00:28:55.380
Ray Jaffe: here are our strategic priorities, we want them done, basically, and successfully. And that probably is kind of the end of the conversation. And how you get them done

250
00:28:56.750 --> 00:29:01.380
Ray Jaffe: As long as you're not putting the company at risk, or… or doing something that,

251
00:29:01.560 --> 00:29:05.069
Ray Jaffe: is untoward, or something like that. They're like, it's very results-driven.

252
00:29:05.980 --> 00:29:14.359
Ray Jaffe: But, you know, the PMO, and I would… folks on the call, I hope, take advantage of this, and others, you know, it's a really a singular…

253
00:29:15.340 --> 00:29:17.640
Ray Jaffe: Opportunity within an organization to have

254
00:29:18.520 --> 00:29:22.660
Ray Jaffe: Visibility across an entire organization and all…

255
00:29:22.850 --> 00:29:26.949
Ray Jaffe: The business functions, and the strategies, and how they interplay with each other.

256
00:29:27.170 --> 00:29:33.400
Ray Jaffe: So, I think a super high-performing PMO actually can synthesize that and bring that back.

257
00:29:34.110 --> 00:29:37.460
Ray Jaffe: with its own… take on…

258
00:29:38.120 --> 00:29:43.559
Ray Jaffe: how the strategy's impacting what else can be done. So, you know, strategy comes down, PMO,

259
00:29:44.210 --> 00:29:48.639
Ray Jaffe: Prioritizes, works with the portfolio, delivers, and…

260
00:29:48.990 --> 00:30:01.189
Ray Jaffe: getting their tentacles across the entire organization can bring that feedback back and say, hey, we're doing these things, we think there's other opportunities to do A, B, or C. Like, to me, that would be your top 1% performing PMO.

261
00:30:03.450 --> 00:30:07.429
Stuart Easton: Yeah, and it's really interesting, because I think,

262
00:30:08.970 --> 00:30:11.629
Stuart Easton: 15 years ago, I think that would have been the top 1%.

263
00:30:12.250 --> 00:30:16.130
Stuart Easton: Now it's probably 3%, right?

264
00:30:16.410 --> 00:30:20.870
Stuart Easton: You know, still not high enough, but it's moving in the right direction.

265
00:30:21.150 --> 00:30:25.010
Stuart Easton: And, you know, there's been a bunch of voices, actually, for the last…

266
00:30:25.860 --> 00:30:41.220
Stuart Easton: as long as I've been doing it, who've been talking about this, you know, and it's the Laura Barnards, the Joe Puz, the House of PMO crew, Eileen and Lindsay, certainly we've been banging the strum, is that it's all about,

267
00:30:41.410 --> 00:30:58.839
Stuart Easton: you know, here I am in Scotland, I don't have any ducks, sorry guys. But it's all about… it's all about the egg, not the duck, right? So… so nobody cares about your duck. They don't care if you have a boy duck or a gold duck. They don't care about your project, the details of your project. They just want… they just want the value, they want the egg, right?

268
00:30:59.230 --> 00:31:01.500
Stuart Easton: And…

269
00:31:02.060 --> 00:31:10.650
Stuart Easton: the… the… what Ray was talking about there is actually the advanced jiu-jitsu version, where we're not just talking about delivering the eggs.

270
00:31:10.930 --> 00:31:16.209
Stuart Easton: We're talking about maximizing the number of eggs and the quality of the eggs that we're getting from the farm.

271
00:31:16.480 --> 00:31:33.420
Stuart Easton: Right? Which is… which is really great. That's when you're doing real benefits management, portfolio management, whatever you want to call it. It's, you know, it's really digging in there and delivering that. So the… the PMI, as an example.

272
00:31:34.480 --> 00:31:38.450
Stuart Easton: Published some research last year, tail end of last year, I think it was.

273
00:31:38.590 --> 00:31:47.289
Stuart Easton: Where they asked, a whole bunch of executives What the, number one…

274
00:31:47.830 --> 00:31:53.320
Stuart Easton: thing that they wanted, capability that they wanted, support that they wanted from the PMO was.

275
00:31:54.120 --> 00:32:03.309
Stuart Easton: And, and the executives rated strategic alignment. So, Philip, the stuff that you're talking about, the intake, the prioritization.

276
00:32:03.460 --> 00:32:06.980
Stuart Easton: Right? Strategic alignment was rated number one by the executives.

277
00:32:07.340 --> 00:32:16.300
Stuart Easton: Now, I would be delighted if the PMO community also rated it number 1, but they didn't. It was, like, number 7 or number 8, something like that?

278
00:32:17.000 --> 00:32:24.319
Stuart Easton: So there's this mismatch between what the executives want and what the PMOs

279
00:32:24.440 --> 00:32:27.959
Stuart Easton: are delivering, and what they… what the PMOs think is important.

280
00:32:28.240 --> 00:32:32.830
Stuart Easton: And so, you know, going back to Ray's curve, right, the downward curve

281
00:32:33.040 --> 00:32:35.759
Stuart Easton: At some level, it's caused by that mismatch.

282
00:32:36.090 --> 00:32:40.610
Stuart Easton: Right? What the execs want is they want to maximize the business value they get from their investment.

283
00:32:41.760 --> 00:32:53.370
Stuart Easton: And I think what's driving the uptick… and I think, you know, Ray, when you first published that, I kind of lobbed a comment in that said, I think those are two separate curves.

284
00:32:53.470 --> 00:32:57.609
Stuart Easton: Right? The downward curve is those PMOs that are very tactical.

285
00:32:57.780 --> 00:33:01.320
Stuart Easton: And the upward curve is PMOs that are more strategic.

286
00:33:01.660 --> 00:33:13.010
Stuart Easton: So, so it's all… it's all about, you know, how do we… how do we drive that value? And strategic alignment is one of the biggest levers you've got to do that. So, and you've mentioned that a couple of times already.

287
00:33:13.010 --> 00:33:19.620
Ray Jaffe: Oh, I mean, 100% agree, Stuart. I mean, it's… you know, I would advocate almost Not all… any…

288
00:33:19.760 --> 00:33:26.120
Ray Jaffe: PMO, where it's running, you know, a portfolio and private… There should be…

289
00:33:26.400 --> 00:33:31.780
Ray Jaffe: A very clear mapping between, you know, the strategic pillars for the organization.

290
00:33:32.350 --> 00:33:37.280
Ray Jaffe: And what the… and how that initiative ties to that strategic pillar.

291
00:33:37.790 --> 00:33:46.880
Ray Jaffe: or one of the strategic pillars, right? So, I mean, it almost could… it almost could truly be a mapping exercise. Yes, you have strategic pillars A, B, and C,

292
00:33:47.100 --> 00:33:51.670
Ray Jaffe: Initiative 1 maps to strategic pillars A and B, both.

293
00:33:51.840 --> 00:33:56.200
Ray Jaffe: wonderful, that's probably going to be very important. You know, project number two.

294
00:33:56.310 --> 00:34:05.340
Ray Jaffe: maps to the compliance side of Strategic Pillar C. Okay, you know, that's… That's… they have to…

295
00:34:06.750 --> 00:34:11.740
Ray Jaffe: You almost have to map it back, right, to the strategic pillars, because…

296
00:34:12.719 --> 00:34:24.139
Ray Jaffe: And, and I do agree with you that That is job one, because… you know, perfectly delivering

297
00:34:25.409 --> 00:34:27.570
Ray Jaffe: A non-strategic project.

298
00:34:28.070 --> 00:34:30.830
Ray Jaffe: Is exponentially less valuable.

299
00:34:31.389 --> 00:34:35.659
Ray Jaffe: Then imperfectly delivering A high-value project.

300
00:34:35.969 --> 00:34:40.560
Ray Jaffe: Right? I mean, so… You have to get… What you're working on right.

301
00:34:41.190 --> 00:34:47.860
Ray Jaffe: And then, delivery's important, but like I said, it's exponentially better to imperfectly deliver

302
00:34:48.260 --> 00:34:51.260
Ray Jaffe: A strategically aligned project that perfectly deliver.

303
00:34:52.400 --> 00:34:56.280
Ray Jaffe: A project that is not really part of your value add.

304
00:34:58.430 --> 00:35:05.489
Stuart Easton: Absolutely, and again, a bit more PMI research. They did a study a while ago.

305
00:35:05.740 --> 00:35:12.930
Stuart Easton: And they looked at, you know, a gazillion portfolios around the world, and discovered that in the typical portfolio.

306
00:35:13.170 --> 00:35:20.129
Stuart Easton: Right, and nobody really has a typical portfolio, but the average is that one project in five, 20% of projects.

307
00:35:20.920 --> 00:35:25.220
Stuart Easton: Are so badly aligned with the goals of the organization that they should be stopped immediately.

308
00:35:25.740 --> 00:35:27.639
Stuart Easton: Right, now, what does that mean?

309
00:35:28.110 --> 00:35:33.960
Stuart Easton: That means that there are teams out there putting… breaking their necks Trying to deliver stuff.

310
00:35:34.260 --> 00:35:36.740
Stuart Easton: That is of no use to the organization.

311
00:35:38.280 --> 00:35:43.059
Stuart Easton: And… So they are working really hard to execute stuff well.

312
00:35:43.800 --> 00:36:03.440
Stuart Easton: that they just shouldn't be doing. And it was Drucker, right? Was it Peter Drucker who said there's nothing so useless as doing something with great efficiency that shouldn't be done at all, right? I'm sure Drucker said it in slightly more coherent terms than that, but it was something along those lines.

313
00:36:03.730 --> 00:36:08.779
Stuart Easton: And… and so the… the strategic alignment thing is… is so important.

314
00:36:08.920 --> 00:36:12.280
Stuart Easton: Right? But I think there's… before… before you even get to that.

315
00:36:12.960 --> 00:36:17.609
Stuart Easton: there's a mindset thing. So, Ray, you know, the first time you and I spoke.

316
00:36:17.810 --> 00:36:25.730
Stuart Easton: Right? The thing that just leapt out of the screen was Was… was your mindset?

317
00:36:26.660 --> 00:36:32.270
Stuart Easton: Because your mindset, and you've done it on this call as well, without even noticing,

318
00:36:32.500 --> 00:36:36.189
Stuart Easton: So, Philip, on rice?

319
00:36:36.750 --> 00:36:50.900
Stuart Easton: Can I… so, Lenora, are you… are you listening in? So, let's drop into the chat the project prioritization guide, so that Philip can download that and get… get started.

320
00:36:51.380 --> 00:36:53.879
Stuart Easton: And also the Benefits Management book.

321
00:36:54.010 --> 00:36:59.409
Stuart Easton: because this… there is a process, there's a whole system.

322
00:36:59.630 --> 00:37:04.910
Stuart Easton: for maximizing the ROI from your portfolio.

323
00:37:05.140 --> 00:37:12.520
Stuart Easton: Right, and different people call it different things, but the easiest way to think about it, from my point of view, is around

324
00:37:12.650 --> 00:37:26.919
Stuart Easton: thank you, ASHOK, is around, doing benefits, you know, thinking of it as a benefits management. What we're trying to do is maximize the benefits, the contra… benefits means the contribution to your strategy, right?

325
00:37:27.020 --> 00:37:39.820
Stuart Easton: So we're trying to maximize the contribution to your strategy across the portfolio. Not just within… it's not… it's not enough just to look after the egg within a project, we're trying to… we're trying to maximize the output from the… from the duck farm.

326
00:37:40.130 --> 00:37:42.840
Stuart Easton: Right? That's what we're trying to… trying to achieve here.

327
00:37:44.200 --> 00:37:49.579
Stuart Easton: So, let's talk… come back to that. So let's come back to the mindset, Ray, because…

328
00:37:49.970 --> 00:37:55.659
Stuart Easton: When we first spoke, it was really clear that your mindset is not oriented around

329
00:37:56.330 --> 00:38:00.599
Stuart Easton: Templates, tools, processes, measuring deliverables, compliance.

330
00:38:00.940 --> 00:38:08.120
Stuart Easton: You know, those things might be important, But that's not where you… Orient yourself.

331
00:38:08.290 --> 00:38:10.840
Stuart Easton: Right, so do you want to talk a little bit about that?

332
00:38:11.390 --> 00:38:13.589
Ray Jaffe: Yeah, no, and I agree, I mean.

333
00:38:13.910 --> 00:38:21.080
Ray Jaffe: It is not. I mean, I really have always oriented myself towards

334
00:38:23.070 --> 00:38:29.210
Ray Jaffe: the portfolio management side of things, like we've talked about, the, you know, the value that I…

335
00:38:29.660 --> 00:38:36.600
Ray Jaffe: maybe I'll pat myself on the back, you know, but not really. It just, you know…

336
00:38:38.100 --> 00:38:44.280
Ray Jaffe: I never felt like… The tools were the most important thing.

337
00:38:44.920 --> 00:38:49.040
Ray Jaffe: You know, like I said earlier in the call.

338
00:38:49.670 --> 00:38:57.659
Ray Jaffe: I think you need to use whatever tools are appropriate to get your project done effectively. I don't… it's not about mandating, you know, using

339
00:38:58.390 --> 00:39:01.359
Ray Jaffe: 15 different artifacts with every project.

340
00:39:01.660 --> 00:39:09.150
Ray Jaffe: It's not about who can build the biggest project plan, It's about… delivering

341
00:39:09.370 --> 00:39:12.949
Ray Jaffe: The value of the project you're working on that

342
00:39:13.800 --> 00:39:17.590
Ray Jaffe: you, through working with the PMO,

343
00:39:19.650 --> 00:39:22.700
Ray Jaffe: and the relationship that PMO has with the executive team, trust.

344
00:39:23.570 --> 00:39:31.359
Ray Jaffe: is incredibly valuable for the organization, and that, frankly, will trickle down to the project team itself, right?

345
00:39:32.090 --> 00:39:33.510
Ray Jaffe: People in the business.

346
00:39:34.010 --> 00:39:38.760
Ray Jaffe: I feel like they have a pretty good feel for when they're working on something that is really important.

347
00:39:39.290 --> 00:39:42.130
Ray Jaffe: and something that… Why are we doing this?

348
00:39:42.400 --> 00:39:45.649
Ray Jaffe: So… you know.

349
00:39:45.790 --> 00:39:55.080
Ray Jaffe: sometimes in the past, I've certainly had projects where it's not always the case, and sort of the, you know, the project manager takes on the added responsibility of

350
00:39:55.660 --> 00:40:05.210
Ray Jaffe: being the… the cheerleader for the project, saying, hey, you know, let's get this done, you know, we really need to get this done, it's important, and everyone's like, well, if you say so…

351
00:40:05.490 --> 00:40:16.310
Ray Jaffe: You know, it… Again, to your point, if you have… Good prioritization, portfolio management, alignment.

352
00:40:16.550 --> 00:40:18.460
Ray Jaffe: at the executive PMO level.

353
00:40:19.150 --> 00:40:22.989
Ray Jaffe: Then the cheerleading doesn't have to happen, because everyone knows it's the right thing to work on.

354
00:40:23.620 --> 00:40:26.680
Ray Jaffe: And at that point,

355
00:40:27.790 --> 00:40:35.809
Ray Jaffe: you know, frankly, at that point, all the tools, templates, and process, they all become easier, because everyone's on board, right? And you're not trying to…

356
00:40:36.350 --> 00:40:40.920
Ray Jaffe: you know, Pull, you know, from people You know…

357
00:40:41.200 --> 00:40:51.259
Ray Jaffe: constantly, you know, did you do this? You're walking off your checklist, you know, everyone's motivated to get it done, because they know it's right. So, there's so many reasons why I think the…

358
00:40:51.940 --> 00:40:58.699
Ray Jaffe: You know, they just say that about requirements, you know, forever ago, it's the same about product credentials, you know.

359
00:40:58.920 --> 00:41:00.700
Ray Jaffe: Getting it right at the beginning.

360
00:41:00.830 --> 00:41:04.589
Ray Jaffe: Has a trickle-down positive benefit effect across the organization.

361
00:41:04.960 --> 00:41:12.470
Ray Jaffe: Getting it wrong at the beginning creates a lot of… Headache, rework.

362
00:41:12.860 --> 00:41:13.670
Ray Jaffe: Scrap.

363
00:41:14.010 --> 00:41:14.840
Ray Jaffe: So…

364
00:41:15.940 --> 00:41:29.320
Stuart Easton: Yeah, too right. So Kasim made an interesting point, that the PMI is, you know, there's a lot of the… there's a lot of change at the PMI over the last couple of years, in terms of what they focus on.

365
00:41:29.450 --> 00:41:40.949
Stuart Easton: So, you know, the talent triangle's been updated, they've got new competencies that they talk about, we've got the more framework, power skills, right, all this stuff.

366
00:41:41.790 --> 00:41:53.390
Stuart Easton: And and… last year? Was it last year, or the end of the year before? Anyway, it was pretty recent that they… they changed the definition of value.

367
00:41:53.640 --> 00:42:00.430
Stuart Easton: you know, project success, I should say, to being, you know, the project delivered more value

368
00:42:00.590 --> 00:42:05.460
Stuart Easton: You know, the value that is worth the cost and effort to deliver the project, right?

369
00:42:05.910 --> 00:42:14.599
Stuart Easton: And, yeah, okay, great, fabulous, that's… it's only 50 years too late to say that.

370
00:42:15.750 --> 00:42:29.530
Stuart Easton: So you've got, you know, a couple of million members of the PMI, or whatever the number is these days, and I think there's a hardcore within that group who get it, right, who are moving and leading the charge, but there's a huge…

371
00:42:30.240 --> 00:42:37.900
Stuart Easton: Majority that… that haven't made that that mind shift.

372
00:42:38.140 --> 00:42:41.279
Stuart Easton: First. So, if you were… so if you were coaching.

373
00:42:41.940 --> 00:42:49.200
Stuart Easton: a PMO, you know, someone who's come up through the project management ranks, they're steeped in PMOK,

374
00:42:49.320 --> 00:42:54.559
Stuart Easton: and all the rest of it. Let's go up as far as PMBOK 6, maybe, right?

375
00:42:54.860 --> 00:43:01.769
Stuart Easton: You know, they're steeped in the PMBOK methodologies and everything else, and they're transitioning to becoming a PMO.

376
00:43:02.170 --> 00:43:06.640
Stuart Easton: What advice would you give them, and what would you recommend they do differently?

377
00:43:07.280 --> 00:43:20.069
Stuart Easton: Because it's about mindset, right? To go from that tactical implementation mindset to a strategic PMO mindset. So it's not so much… not so much the tasks they do, it's that mindset that I'm trying to get.

378
00:43:20.070 --> 00:43:24.199
Ray Jaffe: No, it's a good point, and you know, I… I struggle a little bit, because I…

379
00:43:25.370 --> 00:43:35.649
Ray Jaffe: I think the mindset that I… clearly you and I share, and I think others do, it's hard for me to actually envision not having that mindset, where you're…

380
00:43:36.200 --> 00:43:43.039
Ray Jaffe: You're… everyone in the organization At some level, is there to…

381
00:43:43.470 --> 00:43:55.760
Ray Jaffe: maximize value for that organization, right? Whatever role and capacity they're in, right? So… So… With that said…

382
00:43:56.480 --> 00:44:02.299
Ray Jaffe: You know, maybe from a coaching perspective, You think about…

383
00:44:03.820 --> 00:44:15.799
Ray Jaffe: what's most valuable for a company, right? How, you know, frankly, how they make money, how they keep people happy, how they become good corporate citizens, and, you know, whatever else their goals are.

384
00:44:15.920 --> 00:44:19.260
Ray Jaffe: It's…

385
00:44:21.830 --> 00:44:28.059
Ray Jaffe: you know, just to be real candid, I mean, it's not in a PMBOK. I mean, you know, it's just, you know…

386
00:44:28.570 --> 00:44:30.289
Ray Jaffe: The board of directors

387
00:44:31.490 --> 00:44:39.009
Ray Jaffe: doesn't care what's in the PMBOK, has never read the PMBOK, and is probably very uninterested in the PMBOK.

388
00:44:40.910 --> 00:44:41.780
Ray Jaffe: It's…

389
00:44:42.660 --> 00:44:51.289
Ray Jaffe: Yeah. Hopefully no one from PMI is on there, I'm getting in trouble, but I mean, that's… I mean, it's… it's… they're practitioner tools, right? So…

390
00:44:51.400 --> 00:44:55.199
Ray Jaffe: So, just sort of like, you know, as an accountant has a calculator.

391
00:44:55.570 --> 00:44:58.909
Ray Jaffe: You know, no one on the board cares what kind of calculator your accountant has.

392
00:44:59.580 --> 00:45:08.350
Ray Jaffe: They just need to make sure the financials are right, right, and the accounting's correct. So, you know, at the end of the day, if you think about a PMO as.

393
00:45:08.830 --> 00:45:11.710
Ray Jaffe: Driving value for an organization.

394
00:45:14.200 --> 00:45:16.629
Ray Jaffe: You know, the tools really do take a backseat.

395
00:45:17.000 --> 00:45:22.719
Ray Jaffe: to… Are you helping guide what the company's working on?

396
00:45:23.940 --> 00:45:27.970
Ray Jaffe: Are you… Driving value, and are you doing it

397
00:45:28.330 --> 00:45:30.799
Ray Jaffe: you know, I think they probably would care more

398
00:45:31.100 --> 00:45:40.050
Ray Jaffe: You know, are you doing it in a productive, proactive, sort of collaborative way to get results where, you know, the organization

399
00:45:40.540 --> 00:45:49.380
Ray Jaffe: feels good about the projects, and change management's easier because, you know, it's being done in a very collaborative fashion, right? So I think there's a lot of things that

400
00:45:49.700 --> 00:45:52.060
Ray Jaffe: Go in line before the toolset.

401
00:45:52.270 --> 00:45:57.460
Ray Jaffe: So, you know, anyone that would be starting, leading, transforming a PMO, that would be…

402
00:45:57.960 --> 00:45:59.949
Ray Jaffe: a conversation I'd like to have with them.

403
00:46:02.050 --> 00:46:07.970
Stuart Easton: There we go. So, so you heard it here, folks, and I did not… I did not prime…

404
00:46:08.430 --> 00:46:09.770
Stuart Easton: Ray, too much.

405
00:46:10.280 --> 00:46:11.530
Ray Jaffe: That's true.

406
00:46:12.850 --> 00:46:20.740
Stuart Easton: To say that, right? But the… because, I mean, we spend all our time doing prioritization and capacity planning. That's… that's what we do.

407
00:46:20.790 --> 00:46:36.139
Stuart Easton: But it really is, you know, as I said earlier, the PMI research shows that it's the thing that is front of mind for executives. It's the thing that drives value. And the way I think about it is that the…

408
00:46:37.200 --> 00:46:50.950
Stuart Easton: you know, the PMO, in a way, has got two big levers, right? There's the execution of projects, but then there's the portfolio management, which is the alignment and the capacity planning, and how do we make the most use of those resources?

409
00:46:51.930 --> 00:46:52.920
Stuart Easton: And…

410
00:46:53.100 --> 00:47:05.550
Stuart Easton: So I think of those as, you know, that portfolio management dimension, which is the strategic alignment piece, and how are we using our resources? Are we aligning our resources to maximize the impact?

411
00:47:06.520 --> 00:47:13.249
Stuart Easton: That bit is about how do we maximize the potential value to the organization from the portfolio?

412
00:47:14.260 --> 00:47:25.159
Stuart Easton: And then the execution piece, which is the templates, tools, methodologies, even your project governance processes, right? That is about how do we not destroy that potential value?

413
00:47:26.240 --> 00:47:31.020
Stuart Easton: And so, so the best you can ever do on execution is 100%.

414
00:47:31.730 --> 00:47:36.329
Stuart Easton: But on strategic alignment, the upside is unlimited, effectively.

415
00:47:36.530 --> 00:47:39.299
Stuart Easton: Right? Because… because you can… you can say, well.

416
00:47:39.500 --> 00:47:51.129
Stuart Easton: heck, if I can start joining together the, you know, the needs of the business over there, with the capabilities of the business over here, with, you know, with systems deficiencies over here.

417
00:47:51.620 --> 00:47:54.490
Stuart Easton: then I can drive extra value.

418
00:47:55.070 --> 00:48:08.940
Stuart Easton: Right? It's not just, I'm going to deliver 100%. I could take that to 120, 130%, because I'm… because I'm really understanding the business and helping put the pieces together and drive those decisions. And that's the 1% you were talking about, I think, Ray.

419
00:48:08.940 --> 00:48:17.519
Ray Jaffe: I totally agree. I mean, I've had examples, and I can't recall times I've been much happier in my professional career where

420
00:48:17.820 --> 00:48:36.849
Ray Jaffe: a project manager, someone in the PMO, comes back and says, I'm working on this project, and I'm working with these folks, and I… and in doing it, it looks like there's also something that could be done over here, and then they engage with the sponsor, who's probably, you know, the owner of that business area, and they go, oh, that's interesting, I think we could do something there. And now, all of a sudden, they haven't just gone

421
00:48:37.300 --> 00:48:43.609
Ray Jaffe: So now you're… you are above… like, that's a great way to put it, Stuart. You're… you're above 100%, right? 100% is…

422
00:48:44.570 --> 00:48:48.369
Ray Jaffe: You have a value-add project, you execute it wonderfully.

423
00:48:49.300 --> 00:48:53.689
Ray Jaffe: That's 100%. Now, not only do you have the very own project, you execute it wonderfully.

424
00:48:53.850 --> 00:48:56.900
Ray Jaffe: Through that, you've now come up with

425
00:48:57.020 --> 00:49:05.620
Ray Jaffe: additional true value-added items that can bubble up through the organization and also get prioritized to get done, that's… that's above and beyond.

426
00:49:06.160 --> 00:49:06.680
Stuart Easton: Yeah.

427
00:49:06.990 --> 00:49:07.720
Stuart Easton: Yeah.

428
00:49:07.950 --> 00:49:10.959
Stuart Easton: Well, and, and the, the,

429
00:49:11.770 --> 00:49:19.489
Stuart Easton: you know, there's sort of three dimensions that we look at. One is just… The prioritization, the strategic alignment.

430
00:49:19.770 --> 00:49:22.659
Stuart Easton: And if you can just eliminate that 20% of waste.

431
00:49:23.640 --> 00:49:30.440
Stuart Easton: You've gone from 100% to, you know, 125% or something, right, in terms of value.

432
00:49:30.670 --> 00:49:36.689
Stuart Easton: Then, then if you can, really focus on delivering benefits.

433
00:49:37.290 --> 00:49:42.600
Stuart Easton: and, you know, that typical…

434
00:49:42.800 --> 00:49:52.469
Stuart Easton: if you look at the Oxford University data, you know, they looked at something like 22,000 projects of all stripes around the world.

435
00:49:52.810 --> 00:49:57.230
Stuart Easton: And, around about a third of projects deliver the benefit.

436
00:49:57.720 --> 00:49:59.479
Stuart Easton: That's not good enough, guys.

437
00:49:59.810 --> 00:50:08.310
Stuart Easton: Right? If I was investing, and you only actually delivered the goods a third of the time, right? If on Amazon.

438
00:50:08.850 --> 00:50:14.870
Stuart Easton: Right? Only 1 out of 3 orders on Amazon turned up. You would stop using Amazon, right?

439
00:50:15.790 --> 00:50:21.800
Stuart Easton: Well, that's why PMOs are under pressure, because you're delivering one in three of those parcels.

440
00:50:22.440 --> 00:50:24.459
Stuart Easton: And that sucks!

441
00:50:24.570 --> 00:50:33.450
Stuart Easton: So, by focusing on a proper benefits, excuse me, benefits management, Again, it's partly mindset, partly… frameworks.

442
00:50:33.590 --> 00:50:40.350
Stuart Easton: Excuse me, then you can dramatically increase that percentage of projects that deliver Deliver the value.

443
00:50:40.970 --> 00:50:41.840
Stuart Easton: And I…

444
00:50:41.910 --> 00:50:43.420
Ray Jaffe: Oh, sorry, Stuart.

445
00:50:43.420 --> 00:50:44.740
Stuart Easton: Yeah, yeah, no, no, go ahead, go ahead.

446
00:50:44.740 --> 00:50:47.949
Ray Jaffe: No, no, you know, early in the chat, somebody

447
00:50:48.270 --> 00:50:54.139
Ray Jaffe: had put down stretched, or something like that, for how their PMO, you know, how they think about their PMOs stretched.

448
00:50:54.570 --> 00:51:03.340
Ray Jaffe: Which, again, You know, it's possible that all the work's done, and that you're truly only left with

449
00:51:03.930 --> 00:51:07.369
Ray Jaffe: High-value projects to execute, and you're still stretched.

450
00:51:07.590 --> 00:51:11.460
Ray Jaffe: But it's also possible the PMOs stretched because of that work.

451
00:51:11.610 --> 00:51:12.759
Ray Jaffe: Hasn't been done.

452
00:51:12.970 --> 00:51:16.310
Ray Jaffe: And there does need to be a culling back of…

453
00:51:16.950 --> 00:51:21.899
Ray Jaffe: Of what is in the portfolio. So you can get…

454
00:51:22.400 --> 00:51:25.650
Ray Jaffe: Resources focused on the highest value items, for sure.

455
00:51:26.540 --> 00:51:34.560
Stuart Easton: Yeah, absolutely. And coming back to that stretched idea, the third lever, the third big lever in terms of driving value.

456
00:51:34.860 --> 00:51:41.510
Stuart Easton: is exactly that. If you can stop overloading your people, Then guess what happens?

457
00:51:42.630 --> 00:51:47.119
Stuart Easton: Right? Projects go faster. You get more projects done with better quality.

458
00:51:47.310 --> 00:51:56.950
Stuart Easton: And, you know, we've all been there, right? Where you're trying to do too much. Actually, we had this discussion in our own marketing team just this morning.

459
00:51:57.100 --> 00:52:03.750
Stuart Easton: About, or just yesterday, rather. About, okay, you know, lots of, lots of really good ideas, folks.

460
00:52:05.520 --> 00:52:07.340
Stuart Easton: Which ones are we gonna not do?

461
00:52:07.710 --> 00:52:10.570
Stuart Easton: So that we can actually deliver them.

462
00:52:10.710 --> 00:52:22.239
Stuart Easton: And, so, being able to right-size that portfolio, to turn it into a deliverable roadmap, right, these are the things that really accelerate project delivery. I mean, you get more projects done.

463
00:52:22.550 --> 00:52:25.380
Stuart Easton: And… and so it's these techniques, it's these…

464
00:52:25.550 --> 00:52:35.759
Stuart Easton: capabilities, you know, strategic alignment, strategic thinking, looking for, you know, focusing on the value of the project, not on the deliverables of the project, on the value of the project.

465
00:52:35.930 --> 00:52:46.720
Stuart Easton: And then maximizing the flow through… these are the things that really help accelerate and amplify the value across the organization. And at the end of the day.

466
00:52:47.690 --> 00:52:49.240
Stuart Easton: That's what your execs want.

467
00:52:49.590 --> 00:52:51.339
Stuart Easton: They just want the eggs.

468
00:52:51.970 --> 00:52:56.029
Stuart Easton: You know, yes, of course they want projects to finish on time and on budget.

469
00:52:57.190 --> 00:52:59.239
Stuart Easton: But what they really want is the egg.

470
00:52:59.610 --> 00:53:06.220
Stuart Easton: And, you know, so Ray, so this is an interesting one. I was… I was speaking at a…

471
00:53:06.420 --> 00:53:09.690
Stuart Easton: PMI… Austria event the other week.

472
00:53:10.560 --> 00:53:13.720
Stuart Easton: Part of the conversation was,

473
00:53:14.450 --> 00:53:16.580
Stuart Easton: You know, you're on a project.

474
00:53:17.010 --> 00:53:25.849
Stuart Easton: And you're running a project, and the project is, gonna go over… over… over budget and over time.

475
00:53:26.820 --> 00:53:29.450
Stuart Easton: So, should… you know, what should you do?

476
00:53:29.560 --> 00:53:33.670
Stuart Easton: Should you? I'll give you two options. I know which one you're gonna pick, by the way.

477
00:53:34.850 --> 00:53:42.410
Stuart Easton: Behind door A, right, is, we're gonna, we're gonna, we're gonna cut the scope so that we can deliver on time and on budget.

478
00:53:42.550 --> 00:53:53.550
Stuart Easton: Door B is we're going to engage our sponsor on a conversation about extending time slash money.

479
00:53:54.090 --> 00:53:55.950
Stuart Easton: So that we can defend the egg.

480
00:53:57.430 --> 00:54:00.840
Stuart Easton: So, which, which door would you, would you open?

481
00:54:01.270 --> 00:54:11.519
Ray Jaffe: Right, well, you know, it's, it's, it's… It's certainly Door 2. You know, I… You know, the only…

482
00:54:11.990 --> 00:54:23.999
Ray Jaffe: In 90 plus instances, it would be Door 2, right? I mean, I guess there's some conversations to be had if you're talking about how much money, and how much time, and how little scope is being cut, that door one could be

483
00:54:24.420 --> 00:54:27.389
Ray Jaffe: Entertain, like, you're still getting 95% of the value.

484
00:54:27.650 --> 00:54:30.129
Ray Jaffe: And you're not having to trade off.

485
00:54:30.410 --> 00:54:32.529
Ray Jaffe: You know, a 40% overrun.

486
00:54:32.690 --> 00:54:34.399
Ray Jaffe: Maybe that is okay.

487
00:54:34.670 --> 00:54:39.059
Ray Jaffe: But most of the time, B-door 2. But I mean, there is a…

488
00:54:39.580 --> 00:54:43.390
Ray Jaffe: It is door 2, but I will say, like, just putting, like, that…

489
00:54:43.760 --> 00:54:53.780
Ray Jaffe: when I was, you know, on the executive side of things, like, there… I mean, there is a speed-to-market component, though, also, right, that does have to be considered, depending on what you're in and what you're doing, so…

490
00:54:54.050 --> 00:55:02.590
Ray Jaffe: You know, first data… Did have a saying, and this was at a very… you know,

491
00:55:03.930 --> 00:55:10.100
Ray Jaffe: very fluid time of tech… technological change and advancement. It's like when things like…

492
00:55:10.620 --> 00:55:16.199
Ray Jaffe: Google Wallet were coming out, and wallets and payless cards, it was, it was, speed over perfection.

493
00:55:16.950 --> 00:55:22.900
Ray Jaffe: Right? So, there was real value to get… getting to the marketplace first.

494
00:55:24.020 --> 00:55:32.350
Ray Jaffe: And that's where, in that case, that's where sometimes the value, you know, lay. So… You would sacrifice some.

495
00:55:32.850 --> 00:55:37.389
Ray Jaffe: some edges of the project to get there. So anyway, I…

496
00:55:38.280 --> 00:55:42.369
Ray Jaffe: Most of the time, door 2, but I just want to give that a little caveat.

497
00:55:42.620 --> 00:55:51.510
Stuart Easton: No, I think… well, I think… I think that is door two. What you're doing now is door two. Yeah. Right? Door two is having that discussion.

498
00:55:52.530 --> 00:55:59.499
Ray Jaffe: Well, that's, that's… you always have, right, there's always, yeah, yeah, there always should be a discussion, there…

499
00:55:59.660 --> 00:56:02.529
Ray Jaffe: I mean, that should be… I think that's just sort of…

500
00:56:02.860 --> 00:56:11.230
Ray Jaffe: just going to product delivery, that's, like, fundamental, right? Constant communication, discussions… I sort of had, you know.

501
00:56:11.640 --> 00:56:20.760
Ray Jaffe: a rule, not really a rule, but, you know, I would never really want to see a project go from green to red. Like, that's something…

502
00:56:20.870 --> 00:56:23.770
Ray Jaffe: Something fell through the cracks if that happened.

503
00:56:23.770 --> 00:56:24.230
Stuart Easton: Right.

504
00:56:24.230 --> 00:56:28.450
Ray Jaffe: Because… Maybe there is the real outlier

505
00:56:28.800 --> 00:56:31.110
Ray Jaffe: time where that happens, but most of the time.

506
00:56:32.400 --> 00:56:38.310
Ray Jaffe: somebody should have known something was not trending right, right? And boil it up, that's the whole point of

507
00:56:38.820 --> 00:56:43.100
Ray Jaffe: Getting visibility on some of these things, and keeping lines of communication open.

508
00:56:43.640 --> 00:56:54.550
Stuart Easton: Fabulous. So, I've got… I can't believe it's… it's 5 minutes to the top of the hour already. So I've got one really unfair question for you before we go. So, you know.

509
00:56:54.550 --> 00:57:04.729
Stuart Easton: So that curve that you've drawn, I think, is two curves. I think there's a population of PMOs who are declining, and I think there's a separate population of value-oriented PMOs who are growing.

510
00:57:05.040 --> 00:57:11.879
Stuart Easton: So, question to you is, what's the future of the PMO? What does that look like?

511
00:57:14.860 --> 00:57:23.120
Ray Jaffe: how many words can I go without saying AI? No, so, you know, obviously, taking that out of

512
00:57:23.580 --> 00:57:31.019
Ray Jaffe: the equation, because, I mean, it will be in the equation as part of it. I think it's sort of what we were talking about earlier, where…

513
00:57:31.650 --> 00:57:35.820
Ray Jaffe: You know, not only does… the PMO

514
00:57:35.980 --> 00:57:44.450
Ray Jaffe: Have a seat at the table, As far as corporate planning, And… strategy.

515
00:57:44.560 --> 00:57:53.810
Ray Jaffe: But it's so embedded… An understanding of the business, that it almost functions as

516
00:57:54.270 --> 00:58:00.969
Ray Jaffe: as its own value creation machine. Not only are you just helping the executives

517
00:58:02.460 --> 00:58:08.120
Ray Jaffe: put a value on the portfolio prioritize. You're actually… creating…

518
00:58:08.240 --> 00:58:14.699
Ray Jaffe: new opportunities for the organization, because of your sort of singular opportunity to have visibility

519
00:58:15.110 --> 00:58:20.539
Ray Jaffe: Across all the business, right? I mean, finance has visibility across finance. HR has visibility across people.

520
00:58:20.650 --> 00:58:24.510
Ray Jaffe: No one really has visibility, other than maybe the CEO and COO.

521
00:58:25.930 --> 00:58:33.920
Ray Jaffe: Across an entire organization, and can bring that back into… new…

522
00:58:34.370 --> 00:58:43.620
Ray Jaffe: value-add improvements for a company, so I… that's where I would… I like to… would like to see it go, and then… then the value, sort of.

523
00:58:45.060 --> 00:58:49.129
Ray Jaffe: would be unquestioned, right? Because it now almost goes…

524
00:58:49.950 --> 00:58:55.969
Ray Jaffe: From an administrative function to a business development function, in a way.

525
00:58:55.970 --> 00:58:56.460
Stuart Easton: There you go.

526
00:58:56.740 --> 00:58:57.669
Stuart Easton: There you go.

527
00:58:57.950 --> 00:59:02.440
Stuart Easton: That's it. And I would say,

528
00:59:02.560 --> 00:59:11.100
Stuart Easton: for me, I think one of the key things is to become more commercial. So by that, I mean, yes, of course, be focusing on how do we deliver maximal value.

529
00:59:11.320 --> 00:59:20.270
Stuart Easton: But then, how do we make sure that we're making that visible, right? Marketing that capability. So, you know, actually tracking

530
00:59:20.520 --> 00:59:23.470
Stuart Easton: You know, so that PMO,

531
00:59:23.740 --> 00:59:29.520
Stuart Easton: who… when I asked him what you do, and he said, oh, I look after the templates, tools, and process.

532
00:59:29.750 --> 00:59:37.899
Stuart Easton: Right? If he'd said, oh, I helped generate $20 million of extra revenue and cut 10% off our cost line.

533
00:59:38.820 --> 00:59:42.010
Stuart Easton: I had to… right, I'm not cutting that guy.

534
00:59:42.150 --> 00:59:45.830
Ray Jaffe: Oh, what do you do? Yeah, tell me more. Tell me more about how you do that, what you do.

535
00:59:45.830 --> 00:59:54.650
Stuart Easton: You got it, you got it. So there's… so by commercial, I mean actually talking in those terms and marketing the success, right?

536
00:59:55.070 --> 01:00:01.009
Stuart Easton: So I think, you know, there's a… of course AI is part of it, but I don't think…

537
01:00:02.370 --> 01:00:06.930
Stuart Easton: That's an important tool, but I don't think that's the important outcome.

538
01:00:07.040 --> 01:00:17.680
Stuart Easton: I think the important outcome is shifting the mindset and the focus to be about delivering that strategy. That's kind of what I would think.

539
01:00:17.910 --> 01:00:21.000
Stuart Easton: But I've been wrong before, so we'll see.

540
01:00:21.380 --> 01:00:23.870
Ray Jaffe: And I think it's, it's, you know…

541
01:00:25.270 --> 01:00:29.209
Ray Jaffe: One of the ways it's going to develop is just by having leaders in

542
01:00:29.870 --> 01:00:32.980
Ray Jaffe: PMOs that are able to fashion that

543
01:00:33.490 --> 01:00:45.960
Ray Jaffe: sort of executive level… those executive level relationships, and… and… and even put, you know, there's… we… now we're out of time, and there's other, like, where does the PMO report in an organization? What's best? Like, how… how do you… how do you…

544
01:00:46.420 --> 01:00:48.240
Ray Jaffe: How do you fashion, sort of.

545
01:00:48.600 --> 01:00:53.130
Ray Jaffe: To get to the place where we're talking about, which is kind of… utopia.

546
01:00:53.830 --> 01:00:57.590
Ray Jaffe: Right, it's hard… I admit, it's hard to get there if you're…

547
01:00:57.770 --> 01:01:00.260
Ray Jaffe: Sitting in a sub-sub of a group.

548
01:01:01.230 --> 01:01:02.800
Ray Jaffe: And you have a lot of…

549
01:01:03.130 --> 01:01:06.660
Ray Jaffe: barriers to cross to get to the table, so… They're, there's something.

550
01:01:06.660 --> 01:01:12.180
Stuart Easton: But bear in mind, right, so I agree with that. However, Every man's…

551
01:01:13.240 --> 01:01:19.290
Stuart Easton: floor is another man's ceiling, right? So… so every part of the organization has a strategy.

552
01:01:20.760 --> 01:01:31.529
Stuart Easton: Right? It might just be a little strategy for my little part of the organization, but every part of the organization has a strategy. And so, again, if you're just that little… that PMO who's just been shifted off

553
01:01:31.750 --> 01:01:37.720
Stuart Easton: From reporting to the MD to being… to reporting to the… the director of IT.

554
01:01:38.330 --> 01:01:43.930
Stuart Easton: then it's time to help really align the IT stuff with the business strategy, and really help them

555
01:01:44.180 --> 01:01:45.910
Stuart Easton: Maximize the value.

556
01:01:46.060 --> 01:01:55.710
Stuart Easton: You may not get to have the conversation with the MD anymore, but you can certainly figure out what the goals are of your team, and help maximize those.

557
01:01:55.990 --> 01:02:02.080
Ray Jaffe: You can. I think the one caution I would have about that is the more localized it gets, the less

558
01:02:02.910 --> 01:02:06.290
Ray Jaffe: this sort of, I feel like, you know, utopia where it goes.

559
01:02:06.470 --> 01:02:14.819
Ray Jaffe: Vision can happen, because you're too micro, and you're not macro enough across the organization to actually see all the leverage and bring that back.

560
01:02:14.820 --> 01:02:22.209
Stuart Easton: And I think, taking it to its natural conclusion, we stop talking about PMOs altogether, and we stopped talking about

561
01:02:22.320 --> 01:02:35.689
Stuart Easton: you know, a strategy delivery office or something that not only covers projects and the change transformation side, but also ties that together with BAU and how to optimize BAU.

562
01:02:35.690 --> 01:02:50.300
Stuart Easton: Because it should be one, you know, since we're living in utopia for a moment, it should be one coordinated unit, right? Or at least one coordinated strategy that gets executed. So, so we are out of time, right? But…

563
01:02:50.320 --> 01:02:56.890
Stuart Easton: I know you do a little bit of consulting, not a load, but you do a little bit of consulting. How should people reach out if they want to talk to you?

564
01:02:57.020 --> 01:03:06.579
Ray Jaffe: Oh, yeah, I mean, anyone on the… just LinkedIn, it's the easiest. I mean, I'm happy to connect with anyone that's been on the call, just… the only thing I ask, it's a little… I know that people are different, just…

565
01:03:06.920 --> 01:03:09.410
Ray Jaffe: If you shoot me a connection, just say, hey.

566
01:03:09.700 --> 01:03:12.589
Ray Jaffe: Her doing a call, or want to connect about this, versus just…

567
01:03:13.110 --> 01:03:19.830
Ray Jaffe: a random invite. I know people have different philosophies, but a little bit of context is super helpful, so I know it's.

568
01:03:19.830 --> 01:03:20.550
Stuart Easton: If you're like me.

569
01:03:20.550 --> 01:03:21.839
Ray Jaffe: What's the,

570
01:03:21.840 --> 01:03:34.720
Stuart Easton: If you're like me, I get, like, 50 LinkedIn requests a day from random people, and some of them are good and some of them are not. Fantastic. So the final thing from my side is,

571
01:03:34.860 --> 01:03:42.220
Stuart Easton: You know, if you want to know more about that strategic alignment, the portfolio management piece.

572
01:03:42.480 --> 01:03:50.549
Stuart Easton: You know, Lenora pasted some things that you can go and read, but I'd encourage you just to grab time with me or one of the team.

573
01:03:50.710 --> 01:04:07.770
Stuart Easton: To kind of walk you through some of the best practices and start thinking about how do you get engagement and support from the organization to make the changes that you need to make? Because that's the hard bit, right, is getting the support to make the change, if you're coming from that more tactical point of view.

574
01:04:07.880 --> 01:04:21.219
Stuart Easton: How do you make the change? So, you know, we've got workshops, and ebooks, and videos, and goodness knows what else. We've got all kinds of stuff. So grab some time, and we'll just signpost you to some of the best resources.

575
01:04:21.380 --> 01:04:35.789
Stuart Easton: One of the things that I… that we do, we're just launching formally, we've been doing this for a few months now, and I think, Sarah, you might have been part of the first one of these, is we've developed a sort of a half-day…

576
01:04:36.020 --> 01:04:39.009
Stuart Easton: Masterclass on benefits management.

577
01:04:39.210 --> 01:04:43.649
Stuart Easton: And the point of that is to try and get not just the project community.

578
01:04:43.970 --> 01:04:52.479
Stuart Easton: But to get the strategy community, the finance people, senior leaders engaged in that process, so that they understand.

579
01:04:52.630 --> 01:04:54.790
Stuart Easton: What their role is.

580
01:04:54.920 --> 01:05:05.540
Stuart Easton: in maximizing the ROI, from the portfolio. So we… we were just launching that workshop as a… as a product, if you like.

581
01:05:05.940 --> 01:05:10.079
Stuart Easton: So, if you're interested in that, go grab

582
01:05:10.310 --> 01:05:16.650
Stuart Easton: sometime, and let's… let's talk about it. Lenora's just put the link there, in the… in the chat.

583
01:05:17.160 --> 01:05:24.269
Stuart Easton: And what we've seen where we've done this, and where we've successfully got some of the leadership to join.

584
01:05:24.470 --> 01:05:28.449
Stuart Easton: Is that suddenly the conversation shifts away from

585
01:05:28.710 --> 01:05:34.710
Stuart Easton: you know, tactical PMO, and it becomes about business. How do we maximize business impact?

586
01:05:34.850 --> 01:05:41.379
Stuart Easton: And the leadership teams, you know, when they've gone through this masterclass, they understand

587
01:05:42.120 --> 01:05:56.969
Stuart Easton: why they're not getting the value that they should… that they want, and what they need to do differently, and what they need to empower you to do differently to make it happen. So, it's a really good place to start if, if that's… that's where you are on the journey.

588
01:05:57.300 --> 01:06:06.140
Stuart Easton: So, so, with that, I just want to thank Ray, obviously, for joining and sharing with us today. I always love it when we have

589
01:06:06.900 --> 01:06:10.670
Stuart Easton: Practitioners who've got the scars to… to…

590
01:06:10.810 --> 01:06:14.699
Stuart Easton: You know, prove that it can be done, but that it's not always easy.

591
01:06:14.920 --> 01:06:23.569
Stuart Easton: So, you know, thank you, Ray. One of the biggest things that people get often is just figuring out that, hey, it's not only me, I'm not the only one.

592
01:06:25.000 --> 01:06:28.170
Ray Jaffe: Well, thanks for having me, Mr. Stewart. This was great. I really… it's…

593
01:06:28.300 --> 01:06:30.870
Ray Jaffe: It's a great… I really enjoyed the conversation, Natasha.

594
01:06:30.870 --> 01:06:37.740
Stuart Easton: Oh, listen, you just got the Royal Ascent. ASHOK's saying, we need Ray back, so that's… that's a… that's a big thumbs up on that one.

595
01:06:38.000 --> 01:06:55.799
Stuart Easton: And thank you all for turning up and participating. These sessions are so much better when you guys participate. It helps us stay motivated, but it means that we can steer the conversation to the things that you're interested in, so thank you for joining and participating.

596
01:06:55.860 --> 01:07:04.469
Stuart Easton: Sarah, good luck. Philip, I look forward to speaking with you soon. And ASHOK, we need to get together for a… for a… for a drink at some point.

597
01:07:04.550 --> 01:07:10.799
Stuart Easton: when I get back from Scotland. So, good stuff. Folks, thank you very much for joining.

598
01:07:11.280 --> 01:07:12.500
Ray Jaffe: Alright, thanks, everyone.

599
01:07:12.500 --> 01:07:15.430
Stuart Easton: And, really look forward to hearing from you all.

600
01:07:15.630 --> 01:07:16.570
Stuart Easton: Take care.


