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Introduction 

The current political environment facing federal agencies is one of extreme 
uncertainty. The economic recession is still dragging on the economy, continuing to push 
the question of recession or depression. As has become the norm, Congress is locked in 
a bipartisan battle over taxes and spending cuts, leaving agencies stuck in limbo as 
legislators try to pass a federal budget. This disagreement has recently reached new 
intensity, resulting in 1.2 million dollars in federal cuts spread across ten years, 
commonly referred to as the Sequester.  These economic woes have made it 
increasingly likely that when the next round of budgets are due federal government 
agencies will be under tremendous scrutiny to ensure that scarce tax dollars are spent 
wisely. This pressure is transferred directly unto the Project Management Office (PMO), 
which is responsible for monitoring and administering increasingly complex, mission 
critical, government IT projects. 

Federal agencies are experiencing a set of constantly moving priorities, changing 
technology, tougher regulations, greater intra-agency dispersion and a drive to become 
more agile. One challenging trend facing many agencies is the need to comply with an 
ever-mounting pile of regulatory initiatives; organizations must balance the most cost 
effective process while complying with all regulations. 

 In order to respond to these pressures, the PMO world also needs to change 
how they view planning, execution and control of projects. This approach involves a new 
concept, called Project Intelligence (PI). PI is an innovation on the standard use of project 
management practices comprised of an overall encompassing view to plan, execute and 
monitor projects. PI uses Business Intelligence methods to leverage historical project 
data to make more informed decisions and greatly enhance project execution.  

  



 

 

 

Challenges in Every Day Projects 

“Technology is challenging as long as it is within one group or department, but it gets complex 

when more people or groups get involved”  

 
 In the current Federal environment, the challenges to successfully completing a 

complex project on time, on budget, and in scope, are becoming increasingly difficult. There 

is more public scrutiny on project cost control with scarcer tax dollars. To make matters 

worse, in times of fiscal uncertainty, the PMO lacks resources and proper tools to 

successfully complete their jobs. By establishing a firm set of project management processes, 

PMOs are forcing IT project managers to abandon previous ad-hoc oversight approaches 

they've been using for years. This is not a welcome change for IT project managers, as 

Duggal explains, "You're changing their religion; you're taking away their freedom [to 

choose]” (Hoffman, T.2005). 

  

 The predominate challenge to PMO effectiveness is that most organizations fail to 

apply a strict set of rules on what projects should be given the scarce resources of the PMO. 

Without these rules, false expectations are created and the PMO, and ultimately the entire 

organization, is set up for failure. The project planning, execution, and closing stages are 

increasingly compressed in order to reduce time spent managing and advance timelines.  

 

 The second major PMO challenge is that projects have become more complex and 

need to be handled differently.  In a recent Performance Management Institute (PMI) study 

of program management in the U.S. Federal Government (PMI, June 2010), program 

managers told PMI that they are now engaging a broader base of stakeholders and doing so 

on a more frequent basis.  These stakeholders are demanding innovative solutions to 

complex issues, but they do not want to compromise on program timelines and budgets. 



 

 

 

One agency reported that in a recent two-year timeframe their number of projects increased 

ten-fold and that the budgets of some these projects increased from $50 million to $5 billion.  

To emphasize the point that federal projects are becoming more complex, 76% of the 

programs evaluated from the PMI study were self-rated as “above average” in terms of 

complexity and 84% were considered “mission critical” (PMI, June 2010).  

 

The Rise of Project Intelligence 
 

 In today’s environment, the project manager (PM) attempts to plan and forecast the 

possible phases in the coming execution cycle. The PM uses tools that are quantitative and 

qualitative in nature but struggles to forecast what lies in the future. The underlying 

deficiencies in most forecasting approaches are that 1) the PM fails in most instances to 

leverage historical data and 2) the PM doesn’t employ current Business Intelligence tools. PI 

combines common mining and modeling tools used in Business Intelligence for complex 

projects with the understanding of Emotional Intelligence for managing people in complex 

projects.  

 



 

 

 

 As an organization begins implementing PI, it is essential to provide reporting and 

data collection needed to support the process. This involves the implementation of a BI tool 

and supporting metrics that will allow the PMO to track performance of the portfolio. 

Oracle Primavera seamlessly combines data storage, report creation and document sharing in 

one software. In real time project managers are able to generate reports, share and edit with 

team members and stakeholders.  

 

Business Intelligence and PI 

 The goal of BI is to improve decision-making, yet those most familiar with BI are 

typically IT specialists rather than business owners. Although most agencies already have an 

Enterprise Resource Planning system and database, the most costly building blocks of the BI 

stack, many find it difficult to invest more in BI. Partly because although there may be some 

efficiency gains, much of the payoff from BI may have less to do with cutting costs and 

more to do with mitigating risk and creating value. 

  

  Agencies benefit from BI because it releases many management accountants from the 

budgeting and reporting cycle, allowing them to spend more time in support of strategy and 

decision-making. However, even if an agency Chief Information Officer can persuade a firm 

to invest in BI, the benefits it offers cannot be delivered without engaging the entire 

organization to use it. The key to achieving a BI project’s objectives is to ensure that the 

mangers who can deliver the project’s benefit are engaged in the investment decision.  



 

 

 

 

People and PI 

“Project management is very easy…it gets messed up when you involve people and 

organizations, that’s where the complexity comes in” [sic] 

 
 In a recent PMI study, program managers from a wide variety of government 

agencies shared their insights on “success factors” and best practices in the effectiveness of 

Project Management (PMI, June 2010). In a variety of agencies, the study uncovered pockets 

of excellence in program management which lead to efficacious outcomes.  PMI found that 

those responsible  

for successful programs have built upon a foundation of technical expertise by adding on 

more intangible success factors such as: a culture of communication, agility, superior 

stakeholder engagement, and active executive support. These best practices are easily 

accessible to any agency with Oracle Primavera solutions which make project management 

materials accessible to all members of the process including team members and stakeholders 

alike.  

 

These success factors touch on several of the pillars of social and emotional intelligence: 

self-awareness, social – awareness, self- management, and relationship management. 

According to the Hay Group Emotional and Social Intelligence is defined as “the capacity 

for recognizing our own feelings and those of others, for motivating ourselves, and for 

managing emotions effectively in ourselves and in others.” Those with strong Social and 

Emotional Intelligence competencies are good at self-assessing which leads to a better 

understanding of one’s role in a team, including personal weaknesses, and intuitive sensing 

of the social undercurrents of a group. Emotional and  



 

 

 

 

Social Intelligence addresses the unpredictable human factor that often de-rails projects. By 

acknowledging individual weaknesses, individuals are better able to work as a unit resulting 

in better implementation of tools and increased program success.  

 

The PMI study started with a potential paradox, “How do you deliver increasingly 

complex programs sooner, cheaper, and better than ever before?” (PMI, June 2010)  This 

impossible contradiction was successfully rebuffed by pockets of highly skilled program 

management offices throughout the U.S. Federal Government.  

 

 

These intangible success factors – people, processes, and tools – in the PMI Study are at 

the core of the PI model.  These success factors can only be implemented through the 

people of an agency using Oracle Primavera.  

 



 

 

 

If a project follows the previously mentioned steps of integrating a robust BI tool that 

has participation at all levels, and then combines that with skilled individuals and 

standardized project the tools and resources of a successful PI plan are at hand. However, 

these two pieces lose momentum without adequate communication, the next step in the PI 

process.    

 

Communication and PI 

In the PMI study done for the public sector (PMI, June 2010) respondents were asked in 

an open-ended question to describe the top three success factors for their programs. One of 

the most prominent themes that emerged from the responses was the need for a culture of 

communication. 

 

So how are agencies engaging stakeholders? How do they garner and leverage executive 

support? The following section delineates best practices that were found when PMI spoke 

with program managers about these ‘success factors’. 

 

A Culture of Communication 
 

• Conduct monthly project management meetings to share program management tools 

(e.g., Earned Value Management tools). 

• Create a regular forum where lessons learned are shared. 

• Establish lines of communication that run up and down the chain of command, 

across the team, and out to all stakeholders. 

• Use collaboration tools to communicate each project's status across the organization. 

In fact, one study participant even used closed-circuit television to broadcast project 

status and information throughout the organization. 



 

 

 

• Develop a project management council that meets monthly and reviews project 

documentation. Extend membership of this council to all stakeholder groups. 

• Facilitate collaboration and education through “brown bag lunch” sessions. Make 

collaboration activities a part of your program/project charter and schedule. 

• Implement metrics and share performance on these metrics with all stakeholders to 

keep everyone up-to- date with the progress of the program. 

 

How Oracle Primavera Helps in Executing Project Intelligence 

 

Oracle Primavera offers robust Business Intelligence (BI) tools that help promote better 

decision making. First, by forecasting trends and actively managing risks, project managers 

are able to see what is coming rather than simply react to it. A key piece of this risk 

management is the ability to leverage key historical data across multiple projects over time. 

This software solution centrally stores all project data – both  past and present – making a 

variety of reports accessible to all members of a project team. Through Oracle Primavera’s 

systems PMs are able to see the connections and interactions between projects which allows 

for the smarter use of resources and overall increased financial discipline. Second, Oracle 

Primavera not only recognizes the benefits of project intelligence but brings them directly 

into the PM office, by serving as an efficient communication vehicle both facilitating 

conversation and storing important data for the project management process. Especially 

important to this process is the variety of ways in which information can be stored and 

shared including dynamic graphics. These graphics allow for an ongoing discussion of key 

data points in a format that is understandable to both project managers and stakeholders 

alike.  Furthermore, gone are the days when a PM has to wade through folder after folder 

hunting for the correct spreadsheet – with Primavera all information is centrally located in a 



 

 

 

format which allows PMs to see the connections between data in a readable format which 

allows them to act more efficiently and effectively. Finally, Oracle Primavera’s tools help 

PMs achieve a level of operational excellence previously not imagined. Through the central 

location of all documents combined with the dynamic capabilities of program management 

tools all the necessary tools to success are at the PMs finger tips. 

Through a variety of customizable software solutions Oracle Primavera allows project 

managers to share real time data with IT specialists, personnel, and stakeholders in a format 

that is user friendly. For example, Oracle Primavera makes real time data available so that 

consistent evaluation can be performed on a regular basis, supplemented by what –if analysis 

to improve portfolios. Oracle Primavera taps into existing BI infrastructure to create a 

variety of graphics and reports that puts power in the hands of individuals giving them the 

best tools possible to leverage  

historical data against future goals. Another important tool in portfolio management is 

the ability to check projects against evolving strategies, goals and objectives, against financial 

feasibility models.  These tools are particularly vital for federal PMs which must demonstrate 

value against goals and budget constraints. In essence Oracle Primavera takes what is known 

about PI and transforms it into a user friendly software interface which facilitates the 

communication and historical business data leverage that is essential to the next level of 

program management success. 

  

Conclusion 

 Given ongoing budget constraints and the push to deliver a better product in less 

time, PI will be essential to the success of federal PMO. As emphasized earlier it is important 

to make the PI process an integral part of project management not just for those in the 

PMO office, but everyone involved in an organization. Once PI has been successfully 



 

 

 

integrated into agency culture, then projects can utilize the power of historical knowledge for 

the implementation of future projects. A possible action plan for Federal PMO’s might 

include the following, which can easily be facilitated by Oracle Primavera:  

 

1. Fully understand the PI concepts detailed in the PI Fact Sheet. 

2. Socialize the PI Fact Sheet with the pertinent stakeholders in your agency. 

3. Obtain agency executive buy-in for the adoption of PI. 

4. Plan, socialize and execute the PI model in your organization.  

5. Monitor and control the implementation of PI.  
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