
P R O J E C T  C E N T R A L  A S S U R A N C E

Without knowledge, you don’t have control
The complete PMO: governed, controlled, trained, proven.
How the PMO is set up, how your team runs it every month, how your people are trained to run it, and how it is independently assured.
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Your organisation runs it and owns every decision
Independent assurance, kept separate from delivery
Gate: your Sponsor or board decides on evidence

154 PCA library document (see key, panel 9)
B Matching letters link steps across the sheet

Roles, timings and tolerances are the library’s proposed defaults, confirmed by your organisation.
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1 Set up
Your team builds the PMO with the PMO library: six stages, each closed only on evidence. Gate: your PMO Lead lists the evidence, an
independent assessor samples it, your Sponsor decides: exit, exit with conditions, or remain.

Day 0: five decisions start it
1. Name the Sponsor and the PMO Lead
2. Confirm the scope and the projects used as
evidence

3. Choose the PMO model and the service level
for each function
4. Grant access to registers, systems and records
5. Agree Day 0 and the mobilisation plan

001 168

Days 1 to 10
Establish ownership
Sponsor and PMO Director
appointed; every project listed;
interim reporting; folders built

Diagnose
Days 0 to 10

An evidence-backed starting position C

Exit evidence: All 63 controls rated on maturity, evidence and consistency;
exclusions justified; critical and major gaps agreed; baseline signed by Day 10
154 168

Days 11 to 30
Stabilise controls
Health reviews; one data date;
opening cost position reconciled;
authority map approved

Stabilise
To about Day
30

Stop uncontrolled exposure
Exit evidence: Every critical gap closed or under a dated action with an
interim control; governance, delegated authority, one data date, document
control and notice diaries operating
010 011 141

Days 31 to 60
Operate one full cycle
Integrated cost and programme
reviews; first validated dashboard;
portfolio board held

Control
After cycle 2

Make the core cycles repeatable
Exit evidence: Mandatory controls at maturity 3 or above; two monthly cycles
of cost, schedule, risk and change closed on time
Cycles 1 and 2 run in panel 2 →
039 060 064 070 075

Days 61 to 90
Prove and improve
Second cycle; traceability tested;
approvals sampled; permanent
organisation funded

Integrate
After cycle 3

Reconcile data and workstreams
Exit evidence: Cross-control reconciliations pass in two consecutive cycles;
one system of record for each data domain
037 151

By Day 90
First validated portfolio report and a
P3M3 maturity baseline

Assure
Day 120 or later

Prove the controls operate B

Exit evidence: Mandatory controls at maturity 4 or above and independently
verified; no critical or major finding open without an approved action
031 154

Then
Your team, trained through the PMO
Academy (panel 5), runs the PMO,
with independent assurance kept
separate (panel 3)
200

Optimise
Under your
ownership

Sustain and improve
Exit evidence: Target maturity reached on the verified score; remaining
actions in your improvement backlog; re-assessment dates set
Your team then runs panel 2 itself →
007 027

3 Assured independently
Every submission is checked before it is used, and assurance is kept separate from delivery: no one assures their own work, and the appointed authority still decides.

Signed project submissions
Cost, schedule, risk and change records, signed by the Project Director, due Day 5

No: returned for correction
Error logged with an owner and due
date; affected data shown as Unknown

Three lines of assurance, kept separate
1st line Project team and control owners: registers kept current, peer review and compliance evidence, continuously 137
2nd line Corporate PMO and functional leads: controls, compliance, gate readiness and data quality checked monthly and before each gate; health checks rate delivery

confidence on five levels 130 112 028
3rd line Reviewers outside the delivery and PMO chain, commissioned by the Executive Sponsor: independent gate reviews at G1 to G4, deep dives, audits and

specialist controls reviews, plus risk-triggered reviews 029 030a 030b 153

Validated data and findings to your board
Findings tracked to verified closure; overdue critical findings escalated. Assurance advises and challenges; the appointed authority decides.
031 131

Every review agrees and records
The questions, the evidence, the reviewer’s independence, the decision authority and the closure conditions; the outcome is proceed, proceed with conditions, or hold.
027

Assurance rules
No one assures their own work Every review planned and approved Findings closed on evidence Unknown is never shown as Green

Approval stays with the authority

During set-up B

Stage exits: an independent assessor samples the evidence before your Sponsor decides (panel 1)
Maturity: controls set as Verified or Partially Verified on evidence sampled directly
After handover: re-assessed six months later, then annually
The assessor never verifies a control they designed, configured or coached

154 168 027

4 Every project, six gates
The monthly cycle runs through every stage; gate packs are built from
the same records. Projects already running start with a health review.

013 112 029

5 Trained to run it: the PMO Academy
Your own people learn the library on the library itself: its own templates, in training copies, and
one worked-example project (PRJ-0042). 26 modules in six families. A new PMO team is
trained in one to two weeks and runs its first live cycle, supervised, the following month.
Every module: slides with speaker notes, an exercise pack with a knowledge check, an answer key
and trainer notes, so any accredited trainer delivers the same outcomes.
Competence is assessed, not attended: levels on the PCA-047 scale are set by the functional lead;
certificates do not replace assessment.

1
Awareness: module and
knowledge check passed

2
Supervised practitioner:
pathway, exercises Met,
S01 outputs accepted

3
Practitioner: live-cycle
outputs accepted without
rework

4
Expert: outside the
academy; trainers come
from levels 3 and 4

Framework
Curriculum, programme, assessment, train the trainer and materials standard 200

Curriculum and competence map
Every library master taught in at least one module 201

Course record
Attendance, knowledge checks, exercises, feedback, certificates, trainer register 202

Delivery standard
Up to 16 learners per accredited trainer; exercises on training copies, never live files; a module is revised whenever the masters it teaches
change

Fitted to you Contract forms: NEC, JCT, FIDIC, ICC, IChemE, oil and gas, US and Australian forms, Gulf and Iraq public works, EPC and EPCM   Sector: pharma and biotech CQV and handover   Countries: legal, tax and currency, security, community, local content   Joint ventures: reserved matters and partner reporting   Programmes: tranches under one controls procedure 024 025 159 161–164 188–197

6 When something goes wrong D 038 016 011 103

Status is never greener than the evidence
Green Within tolerance, with credible delivery evidence
Amber Needs an owned recovery action within
delegated control, including an overdue critical action
that is not a safety, compliance or readiness issue
Red Tolerance breached, or an unresolved critical
safety, compliance or readiness item, an overdue
contractual notice reply or JV reserved-matter decision
Unknown Evidence missing or not validated; never
shown as Green

A forecast breach goes up one level
Work package (Project Director’s delegate)
±5% of package; ±2 weeks on other milestones; a
breach goes to the Project Director, who decides
within delegated authority

▼

Project Board
±10% of stage budget; ±1 month or any critical
milestone

▼

Portfolio Board or Investment Committee
Any breach of the approved budget, FID milestone or
completion date goes to the Board

Exception report within 5 working days. A critical
milestone is a key or gate milestone.

Response times
Critical safety, compliance or fraud: immediate; no
wait for the PMO
Other material breach: notify within 1 working day
Initial response: within 2 working days
Stalled decision: escalate before its latest useful date
Recovery: a recovery intervention brief and plan, owned
and dated

Timings and tolerances are proposed defaults,
confirmed by your organisation.

7 Proof of progress C 154 048

Maturity is earned through operating evidence, not handed over with templates.
63 controls, each rated 0 to 5 on three scales: maturity, evidence and consistency; the lowest of the three counts
Templates alone do not reach level 3
P3M3 baseline in the first 90 days; target level 3; re-assessed every 18 to 24 months

8 Not trial and error
Without the system With the system
Each project reports its own way, to its own dates One data date, one format, one decision pack

Problems surface late, at the board Tolerances trigger an exception report within 5 working
days

Progress is claimed, not shown Progress counts only with evidence; missing data shown
as Unknown, never Green

Decisions drift and nobody owns them Every decision logged with an owner and a latest useful
date

Lessons leave with the people Lessons, benchmarks and records kept in one controlled
structure

Skills depend on who you hire Your own team trained and assessed through the PMO
Academy

Maturity is assumed Maturity measured and independently verified

Without knowledge, you don’t have control.
The system turns data into knowledge, and knowledge into control.

9 Document key
Each number is a controlled master in the PCA PMO library (PCA-nnn).

001 PMO Charter
007 PMO KPIs and Improvement Backlog
008 90-Day PMO Mobilisation Plan
010 Governance Framework and Forum Terms of Reference
011 Delegated Authority Schedule
012 Decision Paper
013 Stage-Gate Framework and Gate Checklists
014 Decision Log
016 Exception and Escalation Report
017 Board Pack, Agenda and Minutes
020 Portfolio Register and Roadmap
022 Business Case
023 Executive Portfolio Pack
024 Country Overlay Checklist
025 JV Governance and Partner Reporting Pack
027 Integrated Assurance and Approvals Plan
028 Project Health Check
029 Independent Gate Review Report

030a Audit Plan
030b Audit Report
031 Assurance Findings and Actions Tracker
033 Benefits Register
037 Data Dictionary and Coding Structures
038 KPI Dictionary and RAG Rules
039 Monthly Reporting Calendar
040 Submission and Data Quality Validation Log
042 Project Monthly Report
047 Training and Competence Matrix
048 P3M3 Maturity Assessment
049 Lessons Learned Register

055 Stakeholder Register and Map
060 Integrated Master Schedule
064 Cost Report and EAC Movement Bridge
070 Risk Register
075 Change and Trend Register
078 Contract Register
085 Project Quality Plan
088 HSE Plan
097 Master Document Register
103 Recovery Intervention Brief and Plan
106 Action Log
112 Gate Submission Pack and Readiness Checklist
117 Schedule Update and Progress Measurement Sheet
119 Actuals and Accruals Register
130 Project Self-Assessment (Second-Line Check)
131 Audit and Assurance Action Tracker (Project)
136 Project Control Dashboard
137 Project Compliance Matrix
141 Information and Document Control Plan
151 PMIS Reporting and Data Governance Plan
153 Specialist Controls Assurance Workbook
154 PMO Controls Maturity and Transformation Assessment
159 Pharmaceutical Biotech and CQV Project Overlay Standard

161–164 Contract control overlays
168 PMO Transformation Plan and Roadmap

188–197 Contract control overlays
200 PMO Academy Framework
201 PMO Academy Curriculum and Competence Map
202 PMO Academy Course Record

210–235 PMO Academy modules, E01 to T01

First 90 days
32 actions in four phases; each
phase closed at a gate the Sponsor
signs
008

2 Run every month
Your team operates one control cycle on one data date. Eighteen functions feed it, every project reports the same way, and the board decides on validated knowledge. Days are working days from the Day 0
cut-off.

Strategy and portfolio
Portfolio management
Business case and benefits
Governance and assurance

020 022 033

Planning and controls
Scope, WBS and requirements
Planning and scheduling
Cost and earned value
Risk and opportunity
Change control
Issues, actions and decisions
Performance reporting

060 064 070 075

Delivery enablement
Commercial and procurement
Quality management
HSE and sustainability
Resources and capability
Stakeholders and communications

078 085 088 055

Knowledge and improvement
Information and document control
Lessons learned
Methods, tools and training

097 049 047

Before Day 0 039

Confirm the cut-off, data readiness,
decisions due and expected exceptions
Project Controls Manager

Days 1 to 2 117 119
Update actuals, accruals, progress,
commitments and forecasts at source
Finance and discipline leads

Days 3 to 4 064 075

Reconcile cost and schedule; review
change, savings, risk and explanations
Project Controls Manager

Day 5 042

Review and sign the project report;
record any qualifications
Project Director

Days 6 to 7 040

Validate portfolio totals, dependencies
between projects and exceptions
Corporate PMO Director

Day 8 012 023

Issue the portfolio pack and decision
papers
Portfolio and Governance Lead

Day 10 017

Portfolio Delivery Board decides within
its authority
Executive Sponsor

Within 2 working days 014 106

Decisions and actions issued, logged
and tracked to closure
Decision owners

One data date: from data to control

DATA
entered once, at source, by the function that owns it

▼

INFORMATION
reconciled across cost, schedule, risk and change to one data date

▼

KNOWLEDGE
validated and explained as cause, effect and action; missing evidence shown as

Unknown
▼

DECISION
taken by the authorised owner and recorded with its conditions

▼

CONTROL
actions closed, baselines protected, tolerances held

038 136

next month

Who decides D
Organisation-specific: your own names
and structure (PCA-010)

Group Executive Board
Tier 0 · Day 15 · optional
Only where your charter switches it on:
allocation between portfolios and
enterprise risk

Investment Committee
Tier 1 · monthly or by exception
Funding, G0 and G3 decisions, major
change and rebaselines

Portfolio Delivery Board
Tier 1 · Day 10
Priorities, shared resources, risk
escalations and recovery interventions

Programme Board
Tier 2 · monthly and at tranche ends
Scope, tranches, benefits and escalations
from projects

Project Board
Tier 3 · monthly and at gates
Stage approval, tolerance exceptions and
change above Project Director authority

Delivery reviews
Tier 4 · weekly
Constraints, critical actions and forecast
threats; feed decisions upward

▲ data and exceptions roll up
▼ decisions flow down

Data checks pass?
Days 6 to 7

G0 Strategic fit
Worth exploring?
Decides: Investment Committee
Before it: second-line readiness check
Estimate basis: AACE Class 5

G1 Select
Which option?
Decides: Executive Sponsor or Investment Committee
Before it: independent review
Estimate basis: AACE Class 5 to 4

G2 Define
Is the chosen option viable?
Decides: Executive Sponsor or Investment Committee
Before it: independent review
Estimate basis: AACE Class 4 to 3

G3 FID / sanction
Commit full funding?
Decides: Investment Committee
Before it: independent gate review
Estimate basis: AACE Class 3

G4 Ready for operations
Hand over?
Decides: Executive Sponsor with the Operations Owner
Before it: independent readiness review
Estimate basis: EAC forecast and actuals

G5 Close and benefits
Close and transfer benefits?
Decides: Executive Sponsor
Before it: second-line closure check
Estimate basis: actuals

E01 · 3 h
Executive briefing
Owning the PMO: what the PMO gives decision-makers each month and
what it asks of them
Executive Sponsor, Investment Committee and board members, Project
Directors
210

F01 to F10 · 26 h · bootcamp days 1 to 4
Foundation core
Operating system · governance and authority · roles and competence · data
and coding · the 10-day monthly cycle · the integrated position · evidence to
decision · the investment lifecycle · assurance and lessons · mobilising and
improving
Everyone who works in or with the PMO
211–220

P01 to P09 · from bootcamp day 5
Role pathways
Portfolio leadership · reporting engine · integrated project controls · cost,
commercial and contracts · planning and performance · risk and assurance ·
capability and the academy · project leadership · document control
Each learner takes their own role’s pathway
221–229

O01 to O04 · 21 h · where they apply
Specialist overlays
Joint ventures and partners · countries and regions · contract forms · quality,
HSE, digital and sector controls
Added where a JV, country, contract form or sector control applies
230–233

S01 · 21 h · your first live cycle
Supervised first cycle
Your team runs its first live monthly cycle (panel 2) with an accredited trainer
alongside; its outputs are assessed and debriefed. Supervision plan,
observation record, debrief guide, trainer notes
234

T01 · 21 h · three days
Train the trainer
Your own people accredited to deliver, mark and coach to one standard; co-
deliver, then deliver under observation; observed again every year
Capability Lead and nominated trainers
235

1
Absent or ad hoc

2
Designed

3
Implemented

Control exit: mandatory
at 3+

4
Operating and
measured

Assure exit: 4+ and
verified

5
Assured and
optimised
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signed project reports submitted, Day 5

validated data and findings go into the Day 8 pack

No

Yes

resubmit


