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Slow Down to Speed 
Up (Stage 0)

Stage Zero is:
‘a deliberate, r igorous investment in pre-project 
activities.’

It’s about ensuring that only the right projects, with 
the right foundations, ever make it to the starting 
line.



WHAT CAN 
THE PMO DO?

• Use frameworks like “Better 
Business Cases”

• Introduce optioneering
• Challenge ‘pet projects’
• Create a formal ‘stage zero’
• Ask better questions, earlier



STRATEGIC FRONT LOADING – STAGE ZERO



Keep It Simple, 
Seriously (KISS)

KISS is:

“a deliberate focus on simplicity, clarity, and 
proportionate governance.”

It’s about making PMO processes easy to 
understand, easy to use, and easy to scale – so 
people can focus on delivery, not admin.



WHAT CAN 
THE PMO DO?

• Audit what is actually used
• Avoid overengineering
• Utilise tools like the 

complexity assessments
• Assess and revamp reports 

based on usability
• Avoid one-size-fits all 

governance



Keeping it Simple



Delivery Over 
Method

“Over Methods” is:

“a deliberate focus on delivery outcomes over 
methodology labels.”

It’s about designing fit-for-purpose approaches that 
match the work, the risk, and the environment –
rather than forcing projects to fit a single method.



WHAT CAN 
THE PMO DO?

• Focus less on labels and more 
on whether delivery is 
working

• Design fit-for -purpose 
approaches

• Define what must be done vs 
what teams can choose

• Understand what the ‘core’ 
governance is.

• C heck out the hybrid 
approach session.



DELIVERY OVER METHODS



Social Learning

Social learning is:

“a deliberate shift from learning through courses to 
learning through connection.”

It’s about building capability by sharing experience, 
reflecting on real work, and learning with and from 
others not just from formal courses.



WHAT CAN 
THE PMO DO?

• Discover reflective practices 
for learning through work

• Introduce a community of 
practice

• Utilise the House of PMO!
• Seek out opportunity to be in 

the same room as other PMO 
people

• Discover opportunities in 
60/30/10



LEARNING THROUGH CONNECTIONS



Integrated PMOs

Integrated PMOs are:

“PMOs embedded into the business, focused on 
improving how the organisation delivers change.”

It’s about moving closer to decision-making, 
connecting strategy to delivery, and shifting 
accountability from managing projects to enabling 
better outcomes.



WHAT CAN 
THE PMO DO?

• Be present where decisions 
are made, not just where 
reports are produced.

• Operate at the portfolio 
management level.

• Act as boundary spanners
• Take responsibility for 

improving delivery capability
• Keep the focus on what 

genuinely helps the 
organisation succeed



THE PATH IS A LONG ONE



Accountable 
Sponsors

Engaging sponsors is:

“a deliberate focus on improving the quality of 
leadership behind change.”

It’s about helping sponsors understand their  role, 
make timely decisions, and actively own outcomes -
without turning them into project managers.



WHAT CAN 
THE PMO DO?

• Define what good sponsorship 
looks like

• Offer short, practical briefings 
or one-to-one coaching

• Explore the role of ‘critical 
friend’

• Identify a single, true sponsor 
for each initiative

• Make it easy for executives to 
engage meaningfully without 
getting lost in the details



CRITICAL FRIENDS TO SPONSORS



Smarter 
Prioritisation

Smarter prioritisation is:

“a deliberate shift from saying yes to everything, to 
making clear, evidence-based trade-offs.”

It’s about aligning work to capacity, value, and 
strategic intent and not treating everything as 
equally urgent.



WHAT CAN 
THE PMO DO?

• Introduce multi -criteria scoring and 
benefits vs effort views

• Show the impact of overload, not 
just the list of work

• Challenge “everything is high 
priority”

• Frame prioritisation as a decision, 
not an exercise.



SMARTER PRIORITISATION



Metrics that Matter

Metrics that matter are:

“ measures that clearly show the impact of PMO 
work on business outcomes.”

It’s about shifting from activity and status reporting 
to evidence of ‘value’, confidence, and strategic 
contribution.



WHAT CAN 
THE PMO DO?

• Challenge the use of reports that 
are not informing decisions

• Learn what executives really 
care about

• Choose fewer, stronger 
measures

• Think about how you can make 
the impact of PMO effort explicit

• Learn about ‘annual value 
reporting’



METRICS THAT MATTER



Deeper into A.I

Deeper into AI and automation is:

“a practical shift towards using AI to reduce low-
value work and improve decision support.

It’s about experimenting safely, starting small, and 
using technology to amplify PMO judgement (think 
better and faster)- not replace it.



WHAT CAN 
THE PMO DO?

• Explore AI features built into 
existing tools

• Start with small, low -risk 
pilots

• Use AI for analysis, summaries 
and decision prep

• Think about how we protect 
judgement and accountability

• Think data and questions – the 
foundation



AI HELPING PMOs THINK BETTER AND FASTER



Digital and Data

A digital and data-driven PMO is:

“a PMO that builds confidence in decisions through 
trusted, meaningful data.”

It’s about discipline before dashboards, insight over 
automation, and analysis over administration.



WHAT CAN 
THE PMO DO?

• Agree what data actually matters
• Clarify definitions and standards
• Establish a reliable rhythm for 

collecting and validating data
• Triangulate data across finance, 

delivery and operations
• Focus on “so what?” and “what 

does this mean?”
• Build trust in what’s being 

presented



DATA DISCIPLINE



PHEW!
What do you think?
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