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successful Supply Chain Engineering Projects

Implementing Large-Scale SCE Projects in the Pharmaceutical Industry with a Project Management Office

Large-scale projects in pharmaceutical logistics are complex, long-

term and investment-intensive projects that can only be success-

fully implemented with an assertive and goal-oriented large-scale

project organization structure. The installation of a powerful over-

all project management, consisting of the comprehensive project

management (PM) and a supplementary project management office

(PMO), is critical to success. Overall project management requires

both specialist logistics expertise and specific management skills.

The PMO has become increasingly es-
tablished in supply chain engineer-
ing (SCE). In this context, a PMO is
installed as an essential part of the
project organization. Since SCE usu-
ally involves long-running large-scale
projects, the PMO assumes an insti-
tutional function with a ,permanent
character” in the project. In addition
to the administrative aspects, a PMO
puts the management component in
the foreground. Often, overall proj-
ect managers have a strong techni-
cal orientation and it is therefore im-
portant that this gap in management
is filled by a complementary PMO. Ex-
perience shows that a PMO can gen-
erate the following potential benefits:
Securing implementation success
by complementing project manage-
ment in a target-oriented manner
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More flexible readiness to act on
the part of management and imple-
mentation of task force activities
Use of production and logistics con-
sultants who are not only technical
experts but also managers

The ,language of management” is
combined with operational imple-
mentation orientation

Reporting, communication and tar-
geted support in the right place is
an enabler in large projects

A higher-level PMO focuses on trans-
parency and communication through-
out the customer organization as well
as control/coordination including ac-

companying peripheral projects. The
focus is on the following topics:
Stakeholder =~ management and
communication within the corpo-
rate organization
Introduction of PM tools and tem-
plates
Task force/special projects
Preparation and support of steer-
ing committees, organization and
documentation of meetings
Creation of transparency, prepa-
ration of reports and manage-
ment-oriented presentations
Deadline controlling (including
board-appropriate reporting)
Cost controlling/business case
Risk & opportunities management
Change interventions

The project management of the gen-
eral planning in logistics has a strong
executive character and includes top-
ics such as quality assurance, over-
all schedule, budget control, manage-
ment of change requests, interface
coordination of the subprojects con-
struction, intralogistics and IT, etc.
Figure 1 shows an example of how
the PMO, together with the PM, rep-
resents the overall project manage-
ment as a central management func-
tion in the large SCE project.

The conceptual design and ongo-
ing implementation of the PMO fol-
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lows a proven standard operating
model, as shown in figure 2.

In the onboarding and set-up PMO
phase, the PMO is initially designed
as an element of the entire project
management. Here, a very strong co-
ordination with the technical gen-
eral project management takes place.
Experience has shown that the sub-
sequent selection and procurement
of the right personnel resources is a
very critical issue, and since this can
also become critical from time to time
during the course of the project, it
is advisable to monitor ,resources®
regularly via the (subproject) status.
In large-scale pharmaceutical logis-
tics projects, it is important that the
project team members have not only
management skills but also logistics
and pharmaceutical expertise, since
experience has shown that gaps in
this area hinder project progress at a
very early stage.

The introduction of the project
management tool set includes the
definition and coordination of the re-
quired tools and templates (e.g., proj-
ect status report). Here, ,less is more*
—the aim is to enable project man-
agers to lead in a goal-oriented man-
ner with ,a handful“ of project man-
agement tools. PMO sets appropriate
standards for the project. The defini-
tion of the objectives, task packages
and rules for the project organization
and subprojects is carried out with
the project specifications at subproj-
ect level and the project handbook for
the overall project. In addition, the
topic of ,risk management”, which is
important in the pharmaceutical in-
dustry, is set up early and holistically
and established as a relevant compo-
nent of the subsequent implementa-
tion management.



Fig. 1: Addition of a project management office (PMO) to
the executive project management in the overall project

management organization
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The set-up of the web PM tool and
communication as well as clarifica-
tion of the change management in-
struments is also an important part
of the PMO implementation prepara-
tion. A goal-oriented meeting struc-
ture is critical to the success of subse-
quent implementation management.
Here, the focus is on communication
as well as management and informa-
tion of all project participants. The
core meeting is the weekly meeting
in which the overall project manage-
ment requests the project status from
the subproject managers. A typical
project organization chart for large-
scale pharmaceutical logistics proj-
ects includes the building/tenant fit-
out, intralogistics, simulation (with a
focus on intralogistics processes and
technology), IT (warehouse manage-
ment system) and ramp-up (intralo-
gistics and IT) trades, which are inte-
grated as separate subprojects under
the overall project management.

Preliminary phase:

t-Up PMD
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With the project kick-off, a joint ini-
tiation of the project takes place and
first meetings are launched after-
wards. The project handbook is pre-
sented in excerpts and is the ,basic
law* for further project implementa-
tion. It provides the leverage for the
project managers to be able to lead
the assigned project staff outside the
disciplinary management possibilities
of the corporate organization. Early
on after kick-off, the project schedule
should be approved for the duration
of the project, and the subsequent on-
going adjustments can be controlled
by the PMO across the board.

The top issue in the pharmaceuti-
cal sector, ,,cost optimization®, is also
taken into account at an early stage
by installing a cost management sys-
tem. A cash flow plan, including all lo-
gistics trades that are put out to ten-

» Preliminary information from the customer, preparation
of project activities

= Design implementation organization and definition of
resources, introduction of project management toolset,
set-up of wab PM tool/communication, organisation of
meeting structure/cross-project scheduling, release and
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der, can be easily transferred to a
controlling function once the trades
have been awarded. The PMO coaches
the sub-project managers, e.g. in com-
munication towards the management
meetings and with regard to the use of
project management tools, and there
is ongoing support in the implemen-
tation of meetings, technical sparring
and, on a case-by-case basis, the im-
plementation of workshops. The PMO
accompanies the implementation of
all relevant management meetings.
Weekly or regular communication via
status meetings, in which the relevant
project management leadership levels
report and exchange information, is
the basis for overall project manage-
ment to make decisions and initiate
escalations.

An important aspect of implemen-
tation management is status mon-
itoring and reporting. Clear rules
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for setting statuses (in terms of
time, costs, quality and resources)
and presentation of implementa-
tion progress, next steps, risks with
countermeasures, and decision-mak-
ing requirements create transpar-
ency. In addition to regularly query-
ing and preparing subproject status
reports, PMO queries the progress
of subproject schedules and aggre-
gates them into an overarching over-
all project schedule.

Particularly in the case of the ten-
ders frequently carried out in logis-
tics in the area of intralogistics and
warehouse management systems, it
is critical for success that the selec-
tion of technology and IT suppliers is
carried out on schedule and in the re-
quired quality with permanent con-
trol of the responsible sub-projects.
The topic of ,regulations” is also es-
sential in the pharmaceutical sec-
tor and should be addressed early on
with PMO support.

In the fade-out phase at the end of
the project, the project handbook de-
veloped at the beginning is completed
as a document and, if necessary,
training documents are created. The
handover and briefing of the employ-
ees of the specialized departments
takes place.

In summary, it can be stated that
the installation of a PMO significantly
increases the probability that large-
scale pharmaceutical projects will be
successfully implemented.
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« Project kick-off, coaching of sub-project leaders,
implementation support of steering committee/
jour fixes, status monitoring/repaorting, escalation/
operational implementation suppart (if required)

+ Realization in budget and on time, business case,
minimization of resource reguirements and effort for the
customer team, full commitment of the project team, the
operational team and all stakeholders

Over 20,000 customers worldwide trust us as their
single-source partner for the safe and needs-based
distribution for all their chemical needs.

Find out more at hugohaeffner.com
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Fig. 2: Executive PMO — Overview of the different PMO facets at Miebach Con-
sulting
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