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PM Maturity Model Overview

The Phase Zero Project Management Maturity Model is designed to assess the capability 
maturity of a Project Management Office (PMO) within an organization.  By assessing 
the maturity of a PMO, organizations can identify areas of improvement, make strategic 
decisions, and better allocate resources to enhance the performance and effectiveness of 
their project management practices. 

Introduction

Key Areas of Assessment
For each maturity level, the model may evaluate various dimensions, such as:  

• Leadership – Roles and Support provided by PMO and organization leaders. 
• Organization – PMO Structure. 
• People – Project Manager roles and capabilities. 
• Tools – Systems and Templates utilized by the PMO. 
• Processes – The PMO methods and how they are utilized. 

Organizations can use various assessment tools, surveys, and consultations to determine 
their PMO’s maturity level. Based on the assessment’s outcome, they can identify areas for 
improvement and develop a roadmap to elevate their PMO’s maturity.  

1. Ad Hoc Project Management: At this level, the PMO and its processes are ad hoc, and 
success is typically due to individual efforts rather than institutionalized practices.  

2. Basic Project Management Organization: The PMO has begun to introduce standardized 
processes, and there’s some consistency in the way projects are managed. There might 
be gaps, and not all projects use standardized processes.  

3. Standard Project Management Organization: At this level, the PMO’s methods and 
practices are standardized across the organization. There’s an established set of best 
practices, and project successes are more predictable.  

4. Enterprise Project Management Organization: Here, the PMO not only has standardized 
processes, but it also has metrics in place to measure project success and performance. 
Continuous improvement becomes a focus, with the PMO actively looking for ways to 
optimize its processes based on measurable outcomes.  

5. Project Management Center of Excellence: The PMO operates at an advanced level 
of maturity, with continuous process improvement embedded in its operations. The 
organization can quickly adapt to changes and manages projects with high efficiency and 
predictability. PMO leaders are a strategic asset for organizational planning. 

Maturity Levels
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Conclusion
The Phase Zero Project Management Maturity Model is a valuable tool for organizations 
aiming to enhance their project management capabilities. By understanding where they stand 
and what they need to improve, organizations can deliver projects more efficiently, better align 
with strategic goals, and achieve a higher return on investment from their projects.  

Phase Zero Maturity Model 
Areas & Capabilities
The Phase Zero Partners Project Management Maturity Model is based in assessing your 
organization’s maturity in five key areas: Leadership, Organization, People, Tools, and 
Process.  Using these five areas can help you define your current progress in each key 
area, create a well-defined vision of your future state, and identify the gaps that need to be 
addressed. 

Level 1: Ad Hoc Project Management
1. Leadership:  
 a. Limited awareness of the importance of structured project management. 
 b. Reactive decision-making.  
 c. Inconsistent direction or guidance on project initiatives.   
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Level 2: Basic Project Management Organization
1. Leadership:  
 a. Clearly defined PMO leader role  
 b. Growing awareness of project management’s value.  
 c. Some sponsorship for creating standardized practices.  
2. Organization:  
 a. Formal or informal PMO might exist.  
 b. Initial attempts to define project roles and responsibilities.  
3. People:  
 a. Some team members might have received formal project management training.  
 b. Recognition of the need for dedicated project management roles.  
4. Tools:  
 a. Exploration of dedicated project management tools or software.  
 b. Initial documentation templates might be introduced.  
5. Processes:  
 a. Basic project management processes introduced.  
 b. Effort to standardize some project stages or elements. 

2. Organization:  
 a. No centralized PMO or clear project management structure.  
 b. Roles and responsibilities for projects are unclear.  
3. People:  
 a. Limited project management training or experience.  
 b. Heavy reliance on individual heroics for project success.  
 c. Project Managers may work in a hybrid role. 
 d. Project Managers lack influence and authority. 
4. Tools:  
 a. Ad hoc tools or no dedicated project management tools in place.  
 b. Heavy reliance on generic tools like spreadsheets or email.  
 c. Few or no templates utilized by the team. 
5. Processes:  
 a. Projects are approached on a case-by-case basis.  
 b. Lack of standard processes or documentation.
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Level 3: Standardized Project 
Management Organization
1. Leadership:  
 a. PMO Leader provides regular oversight and mentoring to Project Managers  
 b. Clear commitment to project management.  
 c. Regular sponsorship and oversight of project initiatives  
2. Organization:  
 a. Established PMO with clear functions and responsibilities.  
 b. Regular collaboration between PMO and other departments. 
3. People:  
 a. Regular training and development in project management.  
 b. Recruitment of experienced project managers.  
 c. Project Manager authority and expertise recognized. 
4. Tools:  
 a. Dedicated project management software in place and widely used.  
 b. Regular use of templates and standardized documentation.  
5. Processes:  
 a. Standardized processes across projects.  
 b. Best practices are documented and shared.

Level 4: Enterprise Project Management Organization
1. Leadership:  
 a. Strategic alignment of projects with organizational goals.  
 b. Investment in continuous improvement initiatives.  
2. Organization:  
 a. PMO is seen as a strategic partner in the organization.  
 b. Defined Key Performance Indicators (KPIs) for project success and performance. 
3. People:  
 a. Continuous training and development opportunities.  
 b. Certification in project management is encouraged or required. 
4. Tools:  
 a. Advanced project management tools with analytics capabilities.  
 b. Integration of tools with other enterprise software.  
5. Processes:  
 a. Process performance is measured and analyzed.  
 b. Regular reviews and refinements based on performance data.
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Level 5: Project Management 
Organization Center of Excellence
1. Leadership:  
 a. Proactive leadership in leveraging project management for strategic advantage.  
 b. Regular reviews of organizational alignment and strategic direction.    
2. Organization:  
 a. PMO plays a central role in strategic planning and execution.  
 b. Seamless collaboration with other business units. 
3. People:  
 a. Emphasis on nurturing in-house project management expertise.  
 b. Regular feedback loops and development paths for project management staff. 
4. Tools:  
 a. Advanced analytics and AI-driven insights for project performance.  
 b. Tools are regularly updated and optimized for organizational needs.  
5. Processes:  
 a. Continuous process improvement is embedded in operations.  
 b. Agile and adaptable processes to meet changing organizational needs.
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Assessing You Organization
1. Define Objectives:   
 a. Determine why you’re conducting the assessment.   
 b. Identify the expected outcomes and benefits.   
2. Assemble the Assessment Team:  
 a. Internal stakeholders (from different departments or project teams).   
 b. External consultants or auditors (if needed for unbiased insights).   
 c. Subject matter experts.   
3. Collect Data:   
 a. Surveys and Questionnaires: Distribute these to team members, managers,
               and other stakeholders to gather perceptions and understandings about current  
     processes.   
 b. Interviews: Conduct one-on-one or group interviews to delve deeper into specific  
               areas.   
 c. Document Analysis: Review organizational documents like process manuals, project  
     reports, training materials, etc.   
4.   Conduct the Assessment:   
 a. Evaluate Current Practices: Compare the organization’s current practices against  
               the criteria defined in the Phase Zero Maturity Model.   
 b. Rate Maturity Levels: Assign a level 1-5 value to the subcategories (Leadership,  
               Organization, People, Tools, and Processes) based on their sophistication and  
      effectiveness. 

Assessing Your Project 
Management Organization’s 
Maturity
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Evaluating the Results
1. Identify Gaps:   
 a. Analyze the difference between the organization’s current state and the desired  
     maturity level.  
 b. Document areas where the organization’s maturity is behind the desired level of  
     maturity.  
2. Develop Recommendations for Each Gap:  
 a. Propose actionable recommendations for improvement.   
 b. Consider a mix of short-term quick wins and long-term strategic improvements.   
 c. Ensure recommendations are realistic given the organization’s context and   
     constraints.   
3. Present Findings to Key Stakeholders:   
 a. Share the results of the assessment.   
 b. Highlight key areas of strength and areas requiring improvement.   
 c. Present the recommendations and discuss the potential roadmap for    
     implementation.

Planning for Your Future
1. Draft a Roadmap for Improvement:   
 a. Develop a structured plan detailing steps for elevating the organization’s maturity.   
 b. Include timelines, required resources, and KPIs to measure progress.   
2. Implement Changes:   
 a. Prioritize recommendations based on impact and feasibility.   
 b. Begin implementing changes, ensuring regular check-ins and updates to   
     stakeholders.   
 c. Monitor progress against the roadmap, adjusting as needed based on outcomes and  
     new learnings.   
3. Re-assess Periodically:  
 a. Set regular intervals (e.g., annually) to reassess the organization’s maturity.   
 b. Use results to refine strategies and continue on the path of improvement.   
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