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The world of PMO moves very fast and it is very important that Leaders and 
Practitioners take stock of their current performance and ways of working and take 
the time to identify areas for improvement. 

It is widely acknowledged within the industry that PMOs often fail, the Wellingtone 
State of Project Management Survey annual research (and others) suggest that many 
respondents do not feel they are value adding business partners.

Having said that, organisations do appear to understand the value that PMOs can 
bring to their project management practice. They do not however know how to design 
and leverage a PMO on a consistent basis to drive their strategic goals forward.

Welcome
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Value of PMO in the Future

PMO Disbanded in 2019 PMO Structures

Level of Satisfaction

Somewhat dissatisfied

Somewhat satisfied

Very dissatisfied

30%

Very satisfied

Neither satisfied or 
unsatisfied

DIVISIONAL 60%
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An interesting fact about the PPM and PMO industry is that it 
gives the perception that it is changing all the time with ‘new’ 
ideas being injected into the environment. 

But as Henry Ford intimated, nothing new really gets invented; 
only iterations on the innovation that has come before us reach 
the surface of the industry.

Innovation in the context of PMO is therefore not about inventing new ways to ‘do’ project 
management or governance processes, but instead about thinking differently to engage 
PMO Customers better and for the long term using what is already out there in a smarter 
way.

PMO Innovation is about changing the mindset.

PMO performance covers many facets and innovation can be found across all of them if 
PMO Leaders and Practitioners change their mindset to focus on the organisational PPM 
DNA – the culture that drives, delivers and succeeds at change.

Once PMOs understand their DNA thread, it is possible to do some reflective practice and 
identify the areas where innovation will take the PMO to the next level of maturity. Where 
could your PMO innovate?

PPM Innovation 01
I invented nothing new, I simply assembled 
the discoveries of other men behind whom 
there was centuries of work

Henry Ford

This e-book is going to focus on Learning and specifically how to develop strategies 
that have learning at the heart of them to support organisations and indiviuals.

Let’s change your PMO Mindset.
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Identify Training Partners: Finding random 
courses online when team members ask 
does not work for the long term. Although 
it does provide a consistent flow of learning 
opportunities it can confuse individuals 
with mixed messages. Taking the time to 
find a training partner whose values align 
with your organisation, who can work as 
a true Partner with you to support your 
step to the next level of maturity and is 
focused on long term relationships is key to 
bringing learning into strategy successfully. 

Address all levels of the organisation: It 
is vital to identify the primary audiences 
for learning, I.e. the people that will 
apply the new capabilities in their work. 
But to ensure they can apply their new 
capabilities it is also important to identify 
any secondary and supporting roles such 
as line managers, key decision makers and 
gatekeepers and ensure they have the 
necessary knowledge and capabilities to 
support the project practitioners. 

KEY PMO CHALLENGE: 
 
How to bring learning into the strategy 
and future roadmap of PMO to bring 
out the best in the team, and the 
organisational culture?

PRACTICAL TIPS FOR TODAY: 

Acknowledge the need for new skills: 
Diversity is important in PMO teams, 
both in its personnel, and the services it 
might offer to its internal Customers. This 
means that the skills and competencies 
needed in PMO teams vary. As a Leader it 
is important to acknowledge that the team 
need more than the perceived ‘traditional’ 
development paths to succeed in the 
modern work economy.

Analyse and reflect: You can’t know where 
you are going unless you know where you 
are. The starting point is always getting to 
grips with where you are now, so take the 
time to analyse the position of your PMO 
in relation to the organisational maturity, 
as well as the skills you have versus what 
services you wish to offer in the future.

Learning in the workplace is no longer a commodity. 
The work economy of today demands that the focus 
of Leaders is trained firmly on the wellbeing of their 
teams, and the development of capability is high on 
the agenda of professional (and personal) wellbeing.

Following the recent unprecedented growth in online 
learning, for PMO Leaders there are vastly more 
options than there has ever been for developing the 
capability of their teams.

   The PMO Mindset
Changing 02

Wellingtone have a 
FREE Dr PMO clinic 
for all its Training 
Clients, FOREVER?
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Learning in the workplace, when poorly planned, can easily become a “tick the box” exercise, 
a band aid solution to a serious problem, and a waste of both time and money. In some 
workplaces learning is seen as an employee benefit, and something that is done “just 
because” or when there is a bit of budget left to spend. When this happens, it is both a 
wasted opportunity to truly engage and motivate employees and to give them the tools and 
skills to deliver strategic objectives. 

Learning can take many forms, from on the job and learning from experience to short, 
recorded webinars to lengthy courses and workshops with formal qualifications. The price of 
any one learning solution can vary, from many thousands of pounds to being entirely free of 
charge. Likewise, the value of the learning solution can vary, from transforming an individual 
or team to enable them to deliver business objectives to having no impact whatsoever other 
than potentially filling up some time. The company Udemy completed some research into 
the benefits seen from successful learning programmes and they include:

To realise all these benefits, it takes commitment and investment, and an intentional 
approach to learning. It means that somewhere in the organisation there is a plan and 
overview for who needs to learn what, how and when it will happen, and how the expected 
results of learning will be tracked to ensure there is return of investment in time and money. 
Organisations cannot afford to keep sending employees on training events that do not yield 
intended results. In short; learning must be strategic. 

THE “WHY” 
LEARNING AS A DRIVER OF 
STRATEGIC OBJECTIVES

03

 > Increased productivity

 > Increased revenue

 > Improved morale, retention, and experience

 > Enhanced support for business continuity

 > Project Managers  do not have an opportunity to collaborate
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APM Accredited  
PMO Practitioner

APM Accredited  
PMO Leader

APM Accredited 
Project Assurance 

Practitioner

APM Accredited 
Change Management 

Practitioner

APM Accredited  
Agile for PPM 
Professionals

Public Training 
Courses Dates
We have authored more courses that have been independently 
Accredited by the APM than any other organisation. You can benefit 
from our ground-breaking training through these public courses.

OCT 2022 In-Person

NOV 2022 Remote

OCT 2022 In-Person

Q3 & Q4

Q3 & Q4

Q3 & Q4

DEC 2022 Remote

SEP 2022 Remote

Q3 & Q4

NOV 2022 Remote

SEP 2022 Remote

Q3 & Q4

DEC 2022 Remote

JUL 2022 Remote

JUL 2022 Remote

BOOK HERE

BOOK HERE

BOOK HERE

BOOK HERE

BOOK HERE
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Your learning strategy should articulate your objectives and how to achieve them, and 
should answer the following questions:

 > What are your performance goals and gaps? 
 > How will you select the right learning solution? 
 > How will learning be transferred from classroom to workplace?
 > How will learning be evaluated?

There is a difference between existing performance gaps that are manifested by problems 
such as delays, cost overruns, non-compliance or errors on the one hand and future 
expected performance gaps that are identified by comparing the expectations and needs 
of future work compared to existing competence in the organisation. A learning strategy, 
and the practice of thinking strategically about learning, seeks to eliminate the occurrence 
of existing performance problems by pro-actively addressing anticipated gaps. However, 
as with all plans it is impossible to foresee absolutely everything and there may be existing 
problems you have to deal with before it is possible to start looking to the future. 

Often leaders are faced with the questions “why?” when they are asked to invest in a learning 
package or career framework for teams. 
The most used metrics for learning performance such as registration, participation, and 
satisfaction do not resound with many organisations, because they do not answer the critical 
“Why?” question. Instead, leaders should learn to articulate how better learning programmes 
contribute to significant results for the organisation. 
As a PMO, you are in an excellent position to articulate the Why and to build the learning 
strategy for PPM practitioners within the organisation. A good place to start is to approach 
the learning strategy as you would any other initiative – by applying a robust benefits 
realisation process and framework. 
In order to identify, track and realise benefits from learning you must first identify metrics 
that demonstrate value. This comes from understanding:

 > Where you are now (benchmark)
 > Where you want to go (roadmap)
 > What success looks like (outcomes)

Learning Strategy

Performance goals and gaps

Thinking About a 
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Perspectives Learner Programme/Project Organisation Outcomes

Where are you 
now

Feeling like a cog in the wheel, 
no real career path, or visible 
roadmap

Resourcing projects with 
individuals who are available 
rather than looking at core skills

Strategic objectives and 
desired outcomes are not fully 
communicated or understood

Where do you 
want to go

Feeling valued, with a clear 
line of sight of what the future 
holds

Resourcing done at the right level 
considering skills and interests of 
team members

Strategic objectives are 
devised, communicated, 
and driven by leadership 
considering the skillsets in 
their teams

What success 
looks like

Career framework that 
provides a view on options and 
directions tailored to individual 
skillsets

Projects supported by 
experienced and supporting 
inexperienced individuals to add 
value as they develop

All individuals passionate 
about the future of the 
organisation and their place 
within it

Each of these points needs to be viewed from three (3) perspectives: 

Once performance gaps are identified they can then be analysed to identify the root cause, 
and this will enable you to answer a very important question: 

Is learning the answer to our performance problems?!

Some performance gaps are not resolved by gaining new skills or knowledge, but by 
reviewing processes and tools. 

By identifying the root cause of the performance gap, you will also be able to identify the 
audience for the potential learning, it might not always be who you first thought!

Do not limit your thinking of “learning” to just “training”, or the traditional topics you 
might find in a classroom or manual such as rules, how to use a tool or how to follow 
a process. Whereas those factors are important, individuals and teams in the modern 
workplace also need a critical understanding of practices and ways of working, and have 
the right mindset and values to think critically and pro-actively about the work they 
have to do. 

Learning can, and should, address all levels of needs to ensure sustainable success for 
the individual, the team and the business!

Once your goals and gaps are clear and you have confirmed that learning is indeed the 
answer to address your performance gaps it is then vital that your select the right type of 
intervention. This ensures both that you achieve the intended goals, and that you do not 
waste time and resources going in-depth on a topic that only requires a basic overview.

Blooms Taxonomy underpins a lot of modern thinking around learning and whereas you as 
a PMO does not need to be a learning and development expert it is a useful tool for planning 
learning interventions. It was created in the 1950s and designed to classify levels of learning 
into different categories. Its usefulness in the context of building learning strategies is that it 
highlights that there are different levels of learning (i.e to what extent one masters a subject) 
and therefore we should look at each learning situation separately to see what level is 
required, and therefore what type of learning is required.

Selecting the right intervention
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Knowledge / Awareness / 
Remember / Information

Aplication / Using 
Knowledge

Analysis / 
Identifying 

patterns / Trends

Synthesis /  
Recreating 

/  Design & 
Modification

Evaluation 
/ Critical 
thought

Comprehension / 
Understanding of 

information and theory
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As a general rule, for the lower levels of the taxonomy relatively “light touch” solutions 
may be enough, such as newsletters, briefings and short webinars. It is also possible that 
some of the free resources available on for example LinkedIn can be helpful for general 
awareness. However, once you start looking for Application and above the learning 
intervention must be more in depth and require more and more application and 
practice such as workshops, simulations and actual working experience and it is vital 
that any learning solutions are carefully considered to make sure they are relevant 
and valuable to your organisation. 

Keep in mind that learning happens in multiple ways – it is not just about 
training or getting people into a classroom. In fact, according to the research 
behind the 70/20/10 principle what we get from formal training (i.e. a course) 
only accounts for 10% of actual learning. Learning from others, such as 
coaching or shadowing accounts for 20% and the majority – as much as 
70% of learning comes from doing, i.e. having the opportunity to try things 
out, practice and being allowed to make mistakes. 
This should be considered in your learning strategy to ensure you do 
not rely on courses or textbooks alone to close your performance 
gaps – you should also identify ways to enable coaching, shadowing 
and learning by doing! 

Should you make or buy? If you have internal resources with 
relevant expertise and the time to both create appropriate 
learning resources (guides, handbooks, courses etc), it might 
be a cost efficient and attractive option to build the learning 
intervention in-house. This also has the added benefit 
that anything that is created should be tailored to the 
processes and practices in the organisation. 

However, it is important to remember that expertise 
in a subject matter does not automatically equate 
to being able to articulate this for others to 
understand, so do consider these questions:

 > Do we have internal expertise in the 
subject matter?

 > Do we have internal expertise 
and capacity to creating and 
maintaining learning resources?

 > Do we have capacity to deliver 
training? A make in house 
decision can be false economy 
if it diverts internal experts 
from their primary 
activities! 

 > Do we have the skills 
to deliver training? 
Delivering training 
is a skill and not 
everyone has it. 
The way training 
is delivered can 
make or break 
the learning so 
think carefully 
about who 
can and 
should 
deliver 
training. 
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The explosion of online content for learners has been hugely beneficial for the project 
management industry, and for individuals has provided an opportunity to learn topics that 
were previously out of reach, either from a cost or a strategy perspective.

As a Leader it is important to see that this has brought pluses and minuses to PMO 
(and delivery) teams. It has enabled many PMOs to offer new services due to the new 
competencies that individuals have taken the time to learn, but it also has created ‘experts’. 
The art of project management (and all its enabling processes) is honed through experience, 
so it is disconcerting to see the number of individuals who perceive themselves to be experts 
following attendance of one short, free, course.

This leads to the concept of accredited versus opinion-based courses. 

Accredited courses are either owned and maintained by a recognised best practice 
organisation utilising strict review and publishing processes, or are courses created 

by commercial organisations in response to the needs of their clients that are 
independently assessed by best practice bodies to validate their content, approach, 

and nature.

Accredited courses are typically more expensive than those that have not been 
independently assessed for balanced content, alignment of ethos with the nature of the 
topic, and practicality for delegates. 

Opinion based courses on the other hand can contain useful information and ideas on 
approaches, but they rarely provide a balanced view of the subject matter and instead tend 
to be focused on the opinion of a commercial organisation, or even a single person or group.

As a Leader developing a strategy based on learning, it is important to consider the level of 
capability you are striving towards, along with how important it is that the competencies 
being developed are based on best practice.

WELLINGTONE

In the world of project management there are numerous certifications available (PRINCE2, 
PMI, APM, Scrum Master etc). These carry immense value in terms of validating knowledge, 
formalising experience and recognising and motivating individuals. However, certificates 
are not silver bullets to your performance gaps and it is important to remember that what 
makes a good project manager is not the number of certificates they may have completed, 
but rather the width and breadth of their competence, their people skills, experience and 
decision-making capabilities. 
Do not allow yourself to become “certificate blind”, i.e. so focused on ensuring certificates 
are achieved that the education and learning that should come before it is sacrificed. 

 > Focus on the Why and what specific performance gaps you have, certification is not 
necessarily the solution!

 > Ensure you choose a certification that aligns with your way of working to ensure the 
employee can apply what they learn in the classroom to real life

 > Choose a partner that can help you devise the right approach, considering more than 
the end of course assessment

 > Align your organisation’s career path to a certification framework
 > Choose a level of certification that is appropriate for your audience
 > Be wary of bargains – training courses that offer certificate preparation for very low 

fees may not always help solve your performance gaps  

Certificate-blindness

Opinion versus Accreditation
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Most mature organisations have a career framework that is grounded in HR Best Practice. 
Many of those frameworks include the role of project manager (and variations), but lots still 
fail to acknowledge the PMO roles. 

This gap can exist for a variety of reasons:

 > The PMO responsibilities are not perceived as a skillset in their own right, and instead 
part of the project management competencies

 > PMO is perceived a steppingstone to project management in terms of competencies
 > The PMO itself is not a respected Business partner
 > The responsibilities of the PMO are split across various teams and people
 > The Business has not matured its career frameworks to consider the maturity of the 

organisation from a Project Management perspective

The APM Body of Knowledge did not include or acknowledge the term PMO until the latest 
iteration (7th edition). This shift in the industry can also be one of the reasons that the PMO 
is not considered in career frameworks – organisations simply haven’t caught up.

Developing a career framework for all project professionals (including PMO) is a key 
driver for success as individuals with a path are more likely to remain motivated. Likewise, 
organisations are more likely to attract high calibre individuals who are driven to improve 
themselves and those in the teams around them.

Most courses have some pre-requisites to them, and it is important for Leaders to identify 
these and take them seriously. After all an introductory course is no more appropriate for 
someone with lots of experience, than a higher-level qualification is for those beginning their 
journey.

Allowing team members to attend courses that are outside of their needs and capabilities (in 
either direction) is dangerous and can serve only to damage the confidence, motivation, and 
learnability of individuals.

It is almost impossible to police this for online self-paced courses, so ensuring as a Leader 
that thought and research is put into learning opportunities will not only encourage your 
team to continue learning, but also to continue to support innovation within the team.

Career Frameworks

Experience Matters
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Learning transfer is often the missing link to seeing results from investment in learning. 
What is it? Well in short it is when learning is transferred from a book or classroom (or other 
source) into reality, i.e. it is used in a practical way. 
If learning is not transferred it means it remains a theoretical concept that may have been 
discussed or looked at in a course, but that does not have any impact on the learners work 
or life. 

How can we ensure learning is transferred? There are three key factors that must be met:

Learning must be relevant to the learners’ work in terms of topics and content as well as 
the practical applicability and the level of complexity. The PMO is in an excellent position to 
evaluate potential learning solutions to ensure they are relevant to the learners, and aligned 
with how the organisation needs to work to achieve its goals. 

Learners must be able to apply learning at work, meaning they should not be hampered 
by processes, tools or policies that contradict what they have learned, or managers who do 
not recognise the new ways of working or the new skills brought to the job

Learning must be reinforced so that the desired new behaviours and practices are used. 
In order to achieve this it can be necessary to engage those that influence how employees 
perform their work, such as their line managers to ensure they understand what is expected 
of their employee and can support them in the right way.

Learning transfer

Learning was 
relevant to the 
learners’ group

Learning is 
reinforced

Learners 
are able 
to apply 

learning at 
work
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It is easy to fall into the trap of planning the work, doing the work and only then realising 
that you have not yet thought about what or how to evaluate your results! Good evaluation 
starts in the planning stages of any work. In fact – it should be one of the first things you 
decide, already when you establish the metrics you will achieve and benchmark your current 
performance. 

It is also vital to ensure evaluation has been planned from the outset to ensure you have the 
necessary resources and capacity to do the evaluation, once it is time. 

As mentioned in the previous section “The Business Case for Learning as a Strategy” learning 
can be evaluated in different ways, and look at different levels of results. The most common 
model for learning evaluation is the Kirkpatrick Model, created by Donald Kirkpatrick in 1959 
(and since updated in 1975, and 1993) and outlining four levels at which learning can be 
evaluated:

Reaction - I.e what learners think of the learning event (this is your classic post-
course survey)

Learning – what learners have actually learned. This can be evaluated through 
quizzes, tests, presentations and interviews

Behaviour – to what degree has the learners changed what they do as a result of the 
learning?

Results – what business impact does the change in behaviour have? This is arguably 
the most meaningful measurement from a strategic and business point of view, and 
also arguably the most difficult to measure, and requires that you have identified a 
clear “Why” and business value metrics to measure before the learning intervention.

Learning evaluation

1
2
3
4
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A common obstacle for learners is how to fit 
learning around their current job and tasks. 
It is very challenging to try to absorb new 
learning whilst also managing the demands 
of a ringing phone and a never-ending email 
inbox, not to mention the demands of life 
outside of work. 

Giving team members the opportunity to 
take a step back from the day to day to focus 
on their development is a really important 
step in developing trust between employer 
and employee. Not allowing the time and 
headspace can also lead to exam fails which 
will impact an individual personally, and 
publicly with their peers.

As a Leader allowing the team to commit 
to the work required (homework, pre-read, 
exam time) is fundamental to helping people 
grow. 

SETTING LEARNERS 
UP FOR SUCCESS

05
This is also a reason why ensuring your 
learning strategy addresses all levels of the 
organisation is vital, because the power 
to safeguard employees’ time and ensure 
they have the space and capacity to commit 
to learning typically sits with their line 
managers. As a minimum line managers 
must be considered as high power/ mixed 
interest in your stakeholder engagement 
plan and be involved and informed 
accordingly.

A practical way of engaging with line 
managers can be to hold a briefing meeting 
to inform them of learning plans, content, 
expectations for the employee and to 
highlight the new behaviours and skills the 
manager should expect and encourage. 
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You are probably familiar with Peter 
Druecker’s famous quote “Culture eats 
strategy for breakfast”. What it means is 
even the best laid plans will fail if not aligned 
with, or supported by, the culture in the 
organisation. 

A PMO is often in a good position to reach 
across the organisation and engage with 
multiple departments and stakeholders, and 
can therefore be in a position to influence 
corporate culture. Even if you are not, there 
are things you can do to enforce a learning 
culture:

As a PMO leader ensure your team members 
have access to relevant, timely learning 
and that you as a leader reinforce the right 
behaviours.

A LEARNING 
CULTURE

06

 > Be aware of how you support learners 
in your organisation to translate theory 
into practice in your workplace and 
make sure that what you ask them 
to do (as part of governance and 
assurance for example) aligns with what 
they have learned.

 > Establish easy to access and community 
based learning opportunities such as 
lunch and learns, regular webinars, 
forums and discussions. This is a cost 
efficient way of building engagement 
across the community and sharing 
learnings between peers – provided the 
events are well managed and facilitated

 > Encourage people to ask for help 
and use mistakes and questions 
as an opportunity to learn – not an 
opportunity to scold or publicly shame 
people.

 > Be open about your own learning needs 
and the steps you take to meet them, 
and how you apply new knowledge and 
skills to work

Culture 
eats
strategy 
f o r
break
fast
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Creating an effective strategy that is informed by learning requires steps that may seem 
familiar but are often missed:

Define Success ensures that the expected outcomes are understood, the target audience is 
identified, the change the organization wants to see if articulated, and key Stakeholders are 
identified.

Benchmark needs data to understand the current state and the gap to the future state, 
determines where information is stored, and ensure that access is provided to that data for 
measuring against the outcomes.

Create Metrics ensures that Key Performance Indicators are identified to monitor progress 
towards the outcomes the teams are expecting, and measure value.

Identify Content that is appropriate and applicable to the outcomes the organization wants 
to see, that has tangible links to the career path, and ensure a change management strategy.

Develop Framework that helps to evaluate progress of individuals against their own 
development needs, provides a variety of learning opportunities, caters for different learning 
styles, and customization opportunities.

Share Results with the organization regularly to ensure that momentum is kept up by all 
teams that are incorporated into the career framework with a defined communications 
strategy.

Strategy
Building a Learning 

Define Success

Identify Content

Benchmark

Develop Framework

Create Metrics

Communicate

07
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