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Chapter 6 
 

PMO Staffing 
Models 

Figure 6.1 PMO Build Schedule – PMO Staffing Models 

Task	Name	 Resource	
Names	

PMO Build Schedule PMO Manager 
   +Step 1 - Grow PMO Manager Skills - Ongoing Activity PMO Manager 
   +Step 2 - Obtain Executive Support (Chapter 3) PMO Manager 
   +Step 3 - Assessment Period (Chapter 4) PMO Manager 
   +Step 4 - Recommendation Period PMO Manager 
   +Step 5 - Design & Build or Enhance Period (Chapter 5 - 12) PMO Manager 
      Design PMO PMO Manager 
        +Design PMO Core Components PMO Manager 
      -Build PMO  PMO Manager 
         Create PMO Business Management Area on Centralized Repository 
Site (Sections to create are documented in Implementation Phase) PMO Manager 

         +Create PMO Core Components PMO Manager 
         +Create PMO Model (Chapter 5) PMO Manager 
         +Create PMO Maturity Model PMO Manager 
         -Create PMO Staffing Model (Chapter 6) PMO Manager 
            Create a PMO Roles and Responsibilities Staffing Model RACI PMO Manager 
            Create a PMO Organization Model PMO Manager 
            Create a PMO Career Path, moving through Project Coordinator, 
Project Manager, Program Manager, Portfolio Manager PMO Manager 

            Document PMO Build Decisions PMO Manager 
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Questions you should be able to answer after reading 
this chapter: 

1. Describe the value of the PMO Roles and Responsibilities Staffing Model RACI. 

2. What are three common PMO employee qualifications? 

3. When would you hire a permanent employee over a vendor or contractor? Do 
having vendors and contractors make sense for some projects? 

4. Name three typical PMO roles 

5. What is the value of creating a PMO organization chart?  

The PMO staffing model that you use will depend on many different factors, some that 
you can control, and some that you cannot control. These factors will vary from 
industry to industry and from company to company. However, the great thing about 
PMO staffing models and your role, as PMO Manager, is that it is in your hands to 
create and define exactly what your staffing needs are for your organization. It is 
repeatedly heard that people are running PMOs on their own, which is simply not a 
long-term recipe for success. Actually, it would be very challenging for anyone to run a 
PMO alone without some sort of support or administrative help. If you are in that 
position now, there are some recommendations later in this chapter for you to review 
and consider.  

It is interesting that management can be supportive of PMOs, hire you as the PMO 
Manager, but then not give you the staff to support it. PMOs tend to be one of the few 
organizations in which management expects one person to work alone and be 
successful. This is a work environment that, as PMO Manager, you should be prepared 
for and know how to handle if you are ever in this position. Frankly, this typically 
happens because the concept of using a PMO is still new to companies, and therefore, 
management is unwilling to sink a lot of money into an organization that they aren’t 
confident will help the overall company be successful. Unlike human resources or the 
finance organization, your PMO and role as PMO Manager is to make sure that you are 
showing “quick wins” continually and that you are perceived as helping the company 
and adding value. This is turn will help you, by allowing you to hire your PMO staff and 
build your staffing model. 

There are many factors to consider when determining which staffing model is right for 
your organization, and probably the biggest consideration is the PMO model. We just 
covered the different PMO models in Chapter 5, “PMO Models,” and one of your 
decision points was to choose the PMO model for your organization. Now, you will use 
that PMO model to help determine the staff you need to hire for your PMO. Actually, 
the PMO model you chose should give you the insight into the type of staff you need to 
hire. For example, questions like do you need to use permanent company employees, 
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or can you get away with using contractors or vendors. In a supportive PMO, for 
example, hiring a number of highly skilled contractors to “support” or “guide” your 
employees in program or project execution is scenario where you would consider both 
the PMO model and the staffing decision as input. In the supportive example, 
contractors are preferable to hiring permanent employees who are put in the position of 
having to “support” other employees, which often does not turn out that well.   

Previously, we covered the importance of resources, procedures, and infrastructure; 
and if you think about it, the PMO staffing model is all about the people (resources). 
When you have the right people in the roles, where they are most experienced and 
most comfortable, it is paramount for your success as PMO Manager. Your resources 
are the backbone of the organization and without them happy and fully committed to 
the role, you will struggle to be successful. Often, the PMO Manager is also the 
functional manager to the PMO employees, which adds another dynamic to consider 
when staffing your PMO. If you are the functional manager, you act and behave 
differently than you would if you were managing vendors or contractors. As you enter 
the PMO staffing model process, think about how important each resource is to your 
success and build yourself a team that you are proud of and that will take you into the 
future. 

Finally, remember that you should design your staffing model and staffing plan before 
you start hiring your employees and vendors or contractors. This chapter will take you 
down the path to understanding all the different aspects of managing PMO employees 
and various vendors or contractors, but do not forget to run the staffing model by your 
management team for approval and to make sure you have the budget to cover the 
PMO staff that you require. Do not just rush out and start hiring people, get your 
approvals first. 

Let us start looking into PMO staffing models now and determine how to go about 
hiring the right talent for your organization. 
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Building PMO Staffing Model  
When selecting the right PMO staffing model, there are some factors to consider that 
are common to most PMOs.  

One of the first considerations you should take into account when starting to think 
about staffing your PMO is your PMO model. Is your PMO model supportive, directive, 
controlling, or consulting? The PMO model you chose will drive the skill sets needed in 
for your organization. After deciding which PMO model to use, the next step is to set up 
the organization structure within that model. This is an important step because it is very 
possible, for example, to be using a supportive PMO model and have a number of 
different groups focused on different areas of that model. Therefore, you would need 
different staff for those different focus areas. For example, you could hire someone who 
is an expert at using Microsoft® Project to teach and mentor your Project Managers on 
using Microsoft® Project, and in your same organization, you could hire a methodology 
expert to train your Project Managers on methodologies. The Microsoft® Project expert 
and the methodology expert would most likely be two people with very different 
backgrounds, but both needed in your supportive PMO model. Does that make sense? 
Understanding your PMO roles is a big component in understanding the staffing needs 
of your organization. 

One of the simplest and fastest ways to establish the staffing needs for your PMO is to 
create a PMO Roles and Responsibilities Staffing Model (RACI). When you 
understand this process and how it works, you will quickly see how valuable it is. You 
should already be familiar with the RACI model from your previous project work; PMO 
RACI is not that much different because the fundamentals of how to use the model are 
the same. The only exception is that this RACI will be comprised of your PMO service 
offerings and will map to the individual PMO roles needed to provide those services. For 
example, you could have a service offering, “Provide yearly PMO funding” where you 
have a role, such as a “PMO Executive,” mapped in your PMO staffing RACI to that 
offering. Therefore, essentially, you are assigning the PMO Executive the task of 
providing you with the PMO budget for the year. Understanding the staff you need for 
your PMO will highly depend on the services your PMO will provide. This RACI is a tool 
to use to understand your PMO from a services and staffing perspective and will provide 
insight to holes that you have from a services perspective, or from a role/individual 
perspective. In either case, it is a win-win situation to know what is missing so that you 
can easily fill it if needed. You might reach a point where the services that your PMO 
offers are nice but unnecessary, and if you do not have an individual to fill the role, 
then you can cut it from your PMO. Maybe add it back at a later date. This is simply 
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your choice and it is better to cut something earlier than later in the process. Creating 
the PMO staffing RACI is an important process to go through with your management 
team and customers to make sure you set expectations of the services that the PMO 
will offer and their associated roles. By doing this, you should also expect that your 
management team and customers are supporting your resource decisions from the 
start. In most cases, this mapping exercise (between the services offered by the PMO 
and the roles) also becomes an important component in any PMO marketing you do. 
Sometimes, as PMO Manager you need to market and make people understand why 
you are bringing in resources and what services they will be working on within your 
PMO. 

In Chapter 5, “PMO Models,” we talked about developing specific PMO services, and 
now with those services documented, you can attempt to align them to the roles and 
resources needed in your PMO. Let us look at Figure 6.2. PMO Roles and 
Responsibilities Staffing Model RACI, below, which illustrates the expected roles of 
individuals across the top of the RACI and the different PMO services, by group, down 
the left side of the RACI. The intersection cell between the services and the individual 
required to fill that role are completed with the standard R, A, C, I assignments; and is 
the same process and no different from how all RACIs work on projects today. 
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Figure 6.2 PMO Roles and Responsibilities Staffing Model RACI 

 

This sample PMO Roles and Responsibilities Staffing Model RACI is an excellent 
tool to understand the mapping between the services offered by your PMO and staff 
needed to fill those services. By completing each of the major groupings (for example, 
Provide Executive Support for PMO), and then the services within that group (for 
example, Provide PMO Leadership), and then adding the type of commitment in the 
intersecting cell, you will have completed the RACI for your PMO and will have taken a 
huge step in defining your PMO staffing requirements. This is such an important task 
for you, as PMO Manager, to create for your organization because it is going to set the 
foundation for your PMO services and the roles that you need. The PMO staffing RACI is 
something that the PMO Manager is responsible for creating themselves along with the 
support of their executives, customers, and if they exist PMO employees. This RACI  
requires the background knowledge of the company’s organizational politics, knowledge 
of specific PMO requirements, and direction on the different services that the PMO will 
offer, all of which are discussions that are held between management and the PMO 
Manager, and occasionally some or limited PMO employees.  

If you are evaluating an existing PMO, one of the first things you can do to understand 
the current services that the PMO offers, is to complete the same type of RACI for that 
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PMO. This will ground you on the services the existing PMO offers and will highlight the 
areas where that PMO may be short on staff or not offering a particular service. This is 
a smart way to approach creating a new PMO or reviewing an existing PMO.  

As the PMO progresses and time moves on, one of the best practices for PMO 
Managers to follow is to continue to update the PMO RACI and, as any new PMO 
services are introduced, they are added to the RACI and the appropriate staff is hired, 
or found internally, to provide the service. When first creating a PMO, there are a lot of 
unknowns and areas that are unclear, so really, the only method of keeping the RACI 
accurate is to refine and update it as things make more sense and mature. 

PMO Staffing Qualifications 
One of the common challenges that PMO Managers will face when completing the 
staffing model is defining the roles and services for each staff member. The required 
skill sets will differ from role to role, but there are some key qualifications that PMO 
staff members should have that you should look for when you’re hiring your PMO team. 
The qualifications are going to differ dramatically from role to role but, as PMO 
Manager, you need to make sure you are looking for common characteristics for your 
PMO staff members. 

Common PMO team member qualifications and skills include, but are not 
limited to: 

• PMI certification across program and project management, specifically. 
Certification is especially important for the Program and Project Managers in 
the group. 

• Industry experience in your organization’s industry. 
• Formal PMO experience and using standard PMO tools and processes. 
• Strong process and analytical skills tied with sharp decision-making abilities. 
• Strong customer service skills with a focus on listening to the customer. 
• Proven ability to work well in a fast-paced and ever-changing environment. 
• Strong methodology background and experience. 
• Specific experience in that particular role, which might seem obvious, but is 

definitely something to consider and look for when hiring individuals.  
• Strong communication skills. 

Another area where you can find qualifications for PMO employees, is to query the 
various job sites by searching for “PMO”. It is amazing how common the PMO roles are 
and how the job characteristics are similar across the project management industry. 
The job qualifications include, but are not limited to, the following: 

• Bachelor's degree in Business Administration, Computer Science, Information 
Systems, Management Information Systems, Project Management, or 
equivalent experience required. 
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• 10+ years’ program management process and practical experience required, 
which might include software development and design, professional services 
consulting, and/or program management. 

• 8+ years’ experience managing implementations of large-scale projects, multi-
disciplined, cross-functional and highly visible projects/programs, responsible 
for multi-million dollar budgets and a team. 

• Must have excellent, accurate, and effective oral and written communication 
skills as well as positive, customer-focused interpersonal skills and attitude. 

• Must be able to work both independently and as a team, within the PMO, IT 
delivery teams, and with business partners. 

• Must be able to use the Microsoft® Office suite of applications, including 
advanced use of Microsoft Excel.  

• Ability to analyze data and connect the dots, making recommendations to 
management and the project teams in a timely manner. 

• Thorough understanding of project management in an information technology 
environment. 

• Experience performing project management activities within a large, complex 
program preferred. 

• Experience creating and managing detailed project, program, and/or portfolio 
financial data and performing the analysis necessary. 

There is not a huge difference between the common PMO team member qualifications 
and skills and any list obtained from the different job sites, besides specificity to the job 
in particular. As PMO Manager, this list of qualifications gives you a great starting point 
for hiring the right people for your organization. 

PMO Employees—Working with Employees who are 
not assigned or selected by you 
In some cases, PMO Managers do not get to pick and choose who works for them and 
like any other organization they can be left with some employees who are not a good fit 
or who do not want to work there. Especially, if you are a new PMO Manager, and you 
are taking over an existing PMO, you might inherit PMO employees who are not happy 
and who do not want to work in the organization. This happens all the time, and as 
PMO Manager this is something you need to prepare for. Luckily, most functional 
managers deal with the same situation in their organizations as well, so you should be 
able to work with them and with your human resources team to put a plan in place to 
move the individual out of your organization or out of the company. Every company is 
going to handle these types of situations using different processes and procedures, so it 
is a good idea to collaborate with your human resources team to determine how the 
process works in your company. It is so important as PMO Manager to have a team of 
employees and contractors that want to be there and are invested in your success, and 
making the PMO that they work in successful as well. 

Permanent Employees vs. Vendors or Contractors—
What makes sense?  
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One of the challenges that PMO Managers face when defining their staffing models is to 
determine which roles should be staffed with employees and which roles should be 
staffed with vendors or contractors (employees outside of the company). This is a 
common question for PMO Managers as people come and go in the organization. This 
can be a difficult decision to make and depends on a number of factors, such as: 

• What is the organization’s PMO model? Directive, controlling, supportive?  
• Does the project contain company secrets or exclusive information? 
• Are there issues with contractors or vendors seeing budget information for the 

project?  
• Is it a long-term project that will span multiple years and would be too risky to 

give to a vendor or contractor?  
• Does the role require in-depth knowledge of the company?  
• Are there political issues going on within organization that a contractor or 

vendor would not be successful navigating through? 
• Is the project time-based, which includes specific deliverables? 
• Do you need a level of expertise for the project that is not available with an 

employee? 

These are just some of the questions that you need to think about when filling out your 
PMO staffing model. There are definitely conversations that need to occur before 
selecting the type of resource (employee/contractor/vendor) for the role as well. 
Sometimes, it does not matter whether you fill the role with a contractor, vendor, or an 
employee just because of the nature of the role, while other times it clearly does 
matter. Many different people have said that a vendor should fill the Project Manager 
role because he or she can be a neutral third party in managing the effort and will not 
let company politics get in the way of performing the role. If you think about it, a good 
place to start building hiring PMO staff would be to use vendors or contractors as 
Project Managers. There is certainly a good track record of this working across many 
organizations that use the vendor model for Project Managers and they tend to be very 
successful so it is a model you should consider as well. 

Bill’s Thoughts: 

I have been lucky to have built a strong community of vendor and contractor Project 
Managers who I have used in my PMOs for several years. I have made an effort to 
build relationships with both the vendor and contractor Project Managers and with 
several different consulting agencies. Having a relationship with the consulting agencies 
and with the individual vendors and contractors at those companies is beneficial 
because it gives me a network of contacts who I can call upon when needed. Building a 
network of vendors, contractors, and consulting agencies is a good best practice for any 
PMO Manager. 

Permanent Employee Management—PMO Career 
Path 
In some cases, the PMO Manager is actually the functional manager of the PMO 
employees, and in those cases, the functional responsibilities of the company will drive 
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many different responsibilities of the PMO Manager. The following are some company-
specific functional manager tasks that are common to any functional manager, not just 
PMO Managers. These activities can include: 

• Performance Management Activities—Performing yearly performance 
management reviews on employees, such as giving promotions, writing 
performance documentation, and highlighting and monitoring course 
corrections. 

• Employee Training—Providing employee training and making sure 
employees are taking the standard and company mandatory training, such as 
procurement and HR training.  

• Employee Hiring and Dismissal—Hiring and firing all direct employees in 
the organization.   

• Employees’ Personal Administration Management—Administering 
vacation days, time off, sick leaves, and so on. There is whole level of 
administration around employees that managers are responsible for at most 
companies. 

• Career Growth—Growing and shaping employees into future leaders of the 
company. 

There are other managerial responsibilities for which functional managers are 
responsible, but are company-specific. As a PMO Manager, who also has functional 
responsibility for company employees, make sure you are trained in those 
responsibilities and that you take the time to care for and support your employees.  

PMO Career Growth 
As noted, one of the components of being a functional manager is to work with each 
employee and determine how to grow each of them into future leaders and help them 
each progress through their careers at a respectable rate—a rate that is both 
acceptable to the company and to the employee. Employees will move on very quickly if 
they do not feel supported or they do not see a clear path for career growth. This is so 
important for PMO Managers as well because employees in the project management 
field often do move around quickly and can generally be portable from company to 
company, with ease.  

So, as PMO Manager, you want to make sure you are working closely with your 
employees and showing them a career path and the typical timeframe it takes to move 
from position to position. PMI has done an excellent job of defining some minimum 
qualifications for project management professionals to follow when looking to receive 
certifications. Figure 6.3 PMO/PMI Certification Career Path shows a very good 
career path for any PMO Manager to use in their organization and with their employees 
on career discussions. This career model also aligns with current certification 
requirements from PMI and, therefore, PMO employees will see the different 
certifications available and the time requirements for those different certifications. In 
this model, you will also see the time requirements for the main roles of most PMOs. 
The four main roles of a PMO range from Project Coordinator to Portfolio Manager, and 
the recommended years of experience that are associated with each role is also shown. 
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For example, project professionals with 1–3 years’ experience should stay in the Project 
Coordinator role in most PMOs.  

Figure 6.3 PMO/PMI Certification Career Path 

 

The great thing about this career path diagram is that your employees can see both 
their career paths and how their careers align to the industry standard PMI. As you 
work with each employee, depending on their years of experience and current 
certifications, this model gives you a great tool to have meaningful career conversations 
with them. 

Vendor and Contractor Management 
Many PMO Managers struggle when it comes to understanding the process for 
managing vendor and contractor staff. Vendors and contractors are key members of 
PMOs and therefore, it is important to have a structured and organized approach to 
managing them. It can be risky adding vendors and contractors to your program and 
project teams, so make sure you handle each vendor and contractor in a standard and 
repeatable manner. Earlier in the chapter, I mentioned the importance of PMO 
Managers establishing relationships with company-approved consulting agencies. By 
doing so, you can get the best possible candidates, better rates, and a long-term 
relationship with companies that will be beneficial for years to come. 

There are different ways to use vendors and contractors in PMOs today, ranging from 
hiring them as staff augmentation, to hiring full vendor teams to work the whole 
project. Your PMO might experience every one of these vendor models, so be aware of 
them and prepare for them in your PMO. 
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The following are some areas that PMO Managers should focus on when working and 
dealing with vendors and contractors in their organization: 

• SOWs and Purchase Orders - It is important that PMO Managers have a 
standard statement of work (SOW) template that matches the company’s 
requirements and that is aligned to the procurement process. 

• Hold vendors and contractors to the same bar as employees—It is 
important that vendors and contractors are treated the same way from a 
program and project execution perspective. Your company might have rules 
around what vendors or contractors can participate in (for example, no 
company training, no company sponsored morale events, and so on), but 
around execution, everyone is rated the same.  

• Watch PO Spending—Depending on how your PO is set up, you, as PMO 
Manager, need a process to approve timesheets and POs before letting the 
vendor company bill your company. Figure that process out quickly, because 
you are responsible to know what is being spent and if a contractor spends 
too much too early and needs to be let go, it can have a huge impact on the 
program or project.  

• Vendors and contractors are people too—It is very difficult for your 
vendors and contractors to be successful if you have them fill roles where they 
need to make decisions or drive efforts and they have no authority or respect. 
This is very common in companies that tend not to treat the vendors and 
contractors with much respect, which often leaves them frustrated and ready 
to move on. 

• Manage and control roll-off dates—One of the key areas PMO Managers 
need to watch closely is when vendors and contractors are planning or 
scheduled to roll off a project. If the role is for an ongoing need, make sure 
you have plans in place to back-fill that vendor or contractor with an employee 
or another vendor or contractor so there is no impact to program and project 
execution. 

• Performance Manage Tightly—One of the key things the PMO Manager 
can do with their vendors and contractors is to tightly and continually manage 
their performance. Vendors tend to have a high bar and therefore they should 
be performing at a higher level with greater success. You often pay a lot more 
for a vendor than you do for a permanent employee, so you expect more from 
a vendor because you are paying more. 

Typical PMO Roles  
Part of creating the PMO Roles and Responsibilities Staffing Model RACI is to 
define the typical roles and individuals needed in the PMO. Luckily, some of the 
common roles and individuals needed are provided in the following list: 

• PMO Manager 
• PMO Director 
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• PMO Vice President 
• Administrative Assistant to PMO 
• PMO Project Coordinators—you can have more than one of these individuals.  
• Portfolio Manager 
• Program Manager—you can have more than one of these individuals. The 

number of Program Managers you hire will depend on the number of 
programs in the PMO. 

• Project Manager—you can have more than one of these individuals. The 
number of Project Managers you hire will depend on the number of projects in 
the PMO. 

• PMO Methodology Mentors 
• PMO Reporting Analysts 
• PMO Dashboard Team—including Developers or Analysts 
• PMO Resource Managers—you can have more than one of these individuals. 

This will largely depend on the size of the PMO. 
• PMO Finance Managers 
• PMO Trainers—this role tends to have more than one individual; however, the 

role is usually a vendor or a contractor resource and not necessarily an 
employee. 

When defining this list for your organization, it is important to get these roles into an 
Organization model to show and talk to people about what the organizational structure 
will look like when resources are hired and in their roles. Figure 6.4 PMO 
Organization Model, below, provides a view of a standard structure of the typical 
roles in most PMOs. As PMO Manager, you would create this organizational structure 
during the time you are creating the PMO Roles and Responsibilities Staffing 
Model RACI to ensure that you have the different roles accounted for in your PMO. 
The tools will work together very nicely. 

Figure 6.4 PMO Organization Model 

 

This is just a simple example of what a typical PMO organization structure might look 
like and what your organization’s operating model might look like when you are ready 
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to fill those roles. The other important aspect of having a view like this is that you are 
able to see where you can move people or roles under other roles, for the most 
efficient operating model. Visually, this is a good tool for understanding what the 
organization structure is going to look like and where people fit in the structure. It is 
much more difficult to explain who reports to who and various reporting relationships 
without a model like this. 

Tips & Best Practices 

Build your PMO organization model when you are building your PMO Roles 
and Responsibilities Staffing Model RACI because you will often make 
staffing decisions based on discussions you have when creating the RACI.  

PMO Project Coordinator Role 
One of the common roles across many PMOs is the Project Coordinator role, which puts 
junior-level Project Managers in a PMO to assist the various roles in the organization. 
These individuals tend to be right out of college and have little work experience in the 
project management industry. The Project Coordinator works with the Project Manager 
to help successfully drive projects and complete the administrative overhead of 
managing projects. Project Coordinators work as assistants to the PMO Manager and 
are not usually left alone to manage efforts themselves. They help with administrative 
tasks, such as training, hiring, and so on. The premise behind the Project Coordinator 
role is to have it filled by someone new to the project management industry who is 
looking for an opportunity to come into the industry to grow and learn on the job while 
not costing the company a lot of money. This Project Coordinator role to the individual 
filling it, and the company itself, is a win-win for everyone. There has been many 
Project Coordinators that have become successful Project Managers. 

Bill’s Thoughts: 

The Project Coordinator role is something that I have used in a couple PMOs now, and I’m very 
proud of the process I established and set up. I was lucky in my hiring and worked with good 
companies that gave me junior and low-cost applicants who were dedicated to project 
management and willing to learn on the job. I would highly recommend PMO Managers to 
consider hiring Project Coordinators to help grow young and inexperienced project management 
types and to give them a shot in the industry.  

Project Coordinator qualifications and skills include, but are not limited to: 

• University or college graduate. 
• A keen interest in project management, such as becoming a Certified 

Associate in Project Management (CAPM)® and eventually a PMP. 
• Industry experience in your organization’s industry. For example, a software 

person should have worked in software before. 
• Real-life work experience in the business world. You don’t want to hire people 

who have no experience in the business world at all, but depending on where 
and how you are going to use the Project Coordinator, it might be an option. 



The Tactical Guide for Building a PMO 

 

 

17 

• Formal PMO experience and using standard PMO tools and processes. 
• Understanding project environment, scope, goals, deliverables, budget. 
• PMO reporting experience. 

One of the things that you will see right away when reviewing these qualifications is 
that the individual filling them will likely be very young; therefore, your expectations of 
this person shouldn’t be that high. It would be unfair to put a person in a role who has 
little to no project management experience and expect him or her to drive a large, 
complex project. Instead, the right thing to do would be to put this person on a 
complex project supporting the Project Manager, thereby, allowing him or her to learn 
how to manage a project from that Project Manager. As PMO Manager, you should 
check in and regularly connect with the Project Coordinator to ensure that he or she is 
learning and growing. You also need to check with the Project Manager to ensure that 
he or she is getting the expected level of assistance from the Project Coordinator. The 
other consideration when hiring someone at this experience level is that you can expect 
the rate of pay to be very low. Rates and compensation will vary depending on a 
number of factors, and as PMO Manager, you will need to negotiate them with the 
consulting agency or your human resources department. In all, the Project Coordinator 
role has been very successful, and I highly recommend PMO Managers take full 
advantage of this role in their organization. 

PMO New Hire Onboarding Guide 
After analyzing and understanding the various qualifications and staffing requirements 
for your PMO, one of the best practices PMO Managers can do for their employees, 
vendors, or contractors when bringing them into the organization is to create a PMO 
onboarding guide. Most new employees are confused and unsure of exactly what to do 
during the first couple of days/weeks, so an onboarding guide will help get them up and 
running in no time. The onboarding guide does not need to be formal, but it should 
cover some of the following areas: 

• Company security information 
• Company parking pass 
• Company email and network access 
• Company computer and software guidelines 
• PMO marketing materials—including the PMO mission and vision statements 
• PMO centralized repository home page 
• PMO training and process links 
• PMO methodologies 
• PMO centralized status reporting 
• Engineering methodologies 
• PMO vacation or out-of-office calendar 
• Program/project transition guides  

The onboarding guide is a best practice and highly recommended for any PMO. As PMO 
Manager, it is your responsibility to create an onboarding guide for your PMO or give it 
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to a PMO employee as an extra assignment. This is something that will take little time 
to create and will certainly add tremendous value to your organization and to anyone 
new starting your organization looking for some of these routine and common startup 
items. 
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Going It Alone—PMO’s of One 
One of the current industry trends is that companies are creating PMOs with only one 
person. These are called “PMO’s of one.” Companies are going with PMO’s of one when 
they want to have a PMO, but don’t exactly know what to do with it yet, so they don’t 
want to spend a lot of money by fully staffing it until it proves itself. When speaking to 
the PMO Managers in these situations, most feel the weight of the world on their 
shoulders and feel like they are being set up to fail. PMO Managers need some help to 
allow them to be successful and they cannot be successful running a PMO alone. Some 
PMO Managers have used a staffing model where they would “borrow” time from 
Project Managers. In most cases, this did not work out well because they would 
continually hear from those same Project Managers that because the PMO work was 
not part of their full time job or part of their yearly performance responsibilities, the 
“extra” PMO work they were being asked to do would be much lower in priority than 
their actual job. Some of the PMO Managers struggle with where to start building their 
PMO’s processes/procedures, and so on, so therefore need the help of extra employees 
if for anything to bounce off ideas or to get some help running stuff past. The “PMO of 
one” concept is actually a very bad idea and a trend we need to stop sooner than later. 
As PMO Manager, you need to work with your management team to make sure you are 
not put in this situation, and if you are in it, the expectations of what you can deliver 
need adjusting. Large PMOs with various PMO employees can do some great work and 
create many deliverables, while a single individual in a PMO can accomplish very little. 
Sometimes, PMO Managers are put in that type of situation, though, and if you are, the 
following suggestions should at least make it easier and help you be successful: 

• Obtain some contractor support. Even if you can hire some college students 
who have recently graduated, some of them will be begging for a shot in the 
industry. These individuals can come cheap and offer some amazing help to 
your organization. 

• Select the correct PMO model for your staffing model. For example, if you 
have no staff, which appears to be your situation here, your PMO model can 
be supportive (but limited), or directive (but limited). The ”limited” conditions 
are due to you, the PMO Manager, having only so much time in a day to 
provide support, coaching, or mentoring. Therefore, you will be limited in 
scope on what you can accomplish. The same argument applies to the 
directive PMO model, if your PMO is about directing and ensuring your 
Program and Project Managers follow certain standards, your ability to do 
auditing or checking on how well the program or project teams are using 
those standards will also be limited. Again, you will not have enough time to 
track and enforce everyone across all programs and projects.  

• Look for mentoring opportunities within your organization. There are often 
people who want to become a Project Manager and who are willing to learn by 
performing project management related tasks just for the experience. Those 
individuals work well in this scenario, but be careful as well, because they may 
not have a lot of project management experience, which could impact the 
projects they are working on. 
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• Ask your management team for help. Remember, a successful PMO requires 
the management team’s support, and if you are running your PMO alone, this 
is the perfect opportunity to ask for help. 

Bill’s Thoughts: 

It is so important to build relationships with local consulting agencies that will provide you with 
quality PMO resources. I have established relationships with local consulting agencies that 
know exactly what I need and what I am looking for in PMO staff. From Portfolio Managers to 
Project Coordinators, if you are working with 2-3 main agencies that know your requirements 
and know exactly the type of people you want in your PMO, it will be much quicker to get the 
people you need. How important is that when your top Project Manager just left your highest 
priority project and you have nobody available to replace him or her? 

Summary 
As we wrap-up the PMO staffing model chapter, you should realize that building a large 
PMO team is quite a complicated task if you don’t have a process in place to do so in an 
organized fashion you will struggle. As PMO Manager, start the process by completing 
the PMO Roles and Responsibilities Staffing Model RACI, as this will give you a 
good head start on the PMO services that you will offer and which roles you will need to 
perform those services. The RACI mapping exercise will also expose any glaring holes in 
either your services or in your staff (those who are unqualified to perform the services) 
and will give you the data you need to request those resources with your HR team and 
management. As PMO Manager, take real caution and care in hiring your PMO team 
because, in some cases, they can be with you for many years and a bad hire can have 
a negative long-lasting impact. Just as much as a good hire can have a positive impact, 
a bad hire can hurt and destroy your creditability. Make sure you take the time and 
effort when creating a good, solid set of qualifications and standards that will act as 
your minimum bar for hiring people in your organization. If you create this qualification 
list, use it to make smart hiring decisions. Otherwise, settling for lesser-qualified people 
might be okay in some circumstances, but understand that you are taking a risk that 
could impact your PMO.  

PMO Build Decisions: 
1. Decide on roles and which services offerings will be in your PMO. 

2. Decide on which roles initially will be in your PMO.  

3. Decide on the qualifications for your PMO staff. 

4. Decide whether you will hire vendors, contractors, and/or employees, for your 
PMO roles.  

5. Decide which roles are most suitable for vendors and contractors and which 
roles employees must fill. 

6. Decide if you will approach your management team for a PMO Coordinator 
role to help you build and administer the PMO.  
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Chapter Review Answers: 
1. The PMO Roles and Responsibilities Staffing Model RACI describe PMO service 

offerings and the roles needed to provide those offerings. The RACI is 
extremely valuable for understanding how to staff your PMO. 

2. PMO employee qualifications include: industry experience, customer service 
skills, and communication skills. 

3. When deciding to hire a permanent employee over a vendor or contractor 
some considerations to ruminate include: Does the project contain company 
secrets or exclusive information? Are there issues with contractors or vendors 
seeing budget information for the project? Does the role require in-depth 
company knowledge? 

4. Typical PMO roles include PMO Manager, PMO Director, and PMO Project 
Coordinator. 

5. Organization charts provide a view into the organization’s operating model and 
helps you recognize where staff is needed. 


