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Nellson Burns, VP, IT HollyFrontier
& Eric Stettler, Partner, A.T. Kearney
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Building a Strategic PMO: How HollyFrontier
Accelerated Their Corporate Growth Strategy 

Using Industry Best Practices 

• “We don’t need a change manager; I’ll handle the change 
management myself.  We’ll just fire anyone who doesn’t 
change.”

• “We have solid project management processes.” (Said by an 
executive about 2 years before he had to explain a 400% 
forecasted overrun on a facility move).

• “I know how to stop adding consultants to this project, I won’t 
allow any more tables to be bought”.
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Objectives
• Share the little known, Dallas success story of HFC and 

how it came to be one of the top 10 public companies 
in DFW

• Discuss how HFC and other companies have established 
a successful PMO

• Share personal stories and lessons learned related to 
project management during Eric and Nellson’s careers

• Share AT Kearney’s perspective on how to manage a 
Program’s health

• Discuss tools and techniques to build a strategic PMO
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Quick Project Management Bio

• 1st Project: 
o 1998 - w/ Shell Chemical (SAP R/3 Upgrade)

• 1st Experience with Project Management: 
o 2000 - w/BP

• All time favorite project: 
o 2002 - w/ConocoPhillips

• “Last” Project Role: 
o 2005 - w/Holly Corporation
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Hawaii 2015
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Quick Project Management Bio
• 1st Project: 

o 1992 - w/ North American Utility

• 1st Experience with Project Management: 
o 1994 - Led a small team to integrate solution into custom production control 

system 

• All time favorite Project: 
o 2002 - FIFA

• “Last” Project Role: 
o 2014 – JV in Saudi Arabia 
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What areas of Project or Program 

Management cause the most issues in 

the organizations you support?
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Program Management Best Practices  
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29%

43%

28%

44%

Monitor the transformation 
program

Commit the Top Management

Set up an efficient project 
organization

Mobilize the whole 
organization

Convey the message of 
urgency for change

Set the new business 
processes

Set up new performance 
monitoring systems

% Worst performing practices (1) % Best practices (1)

 Reflect diverse organizational skills on project / 
roll out team

 Establish an effective Project Management 
Office to monitor and coordinate the Program

 Monitor program performance in‐flight and 
establish mechanisms to adjust if warranted

 Clear Business ownership of the effort to drive 
business outcomes and establish clear trade‐offs

 Establish clear and measurable performance 
indicators for the program and business case

 Leverage both official and unofficial change 
networks; identify key influencers

Key Levers of Program Management Key Best Practices
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Revenue grew from $5B 
in 2006‐7 to $20B in 2012
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Scoring Area Scoring Criteria Description

Business 
Value 

Alignment with business 
objectives

How well does the application enable key business objectives?

Business criticality What type of impact does the application have to the business?

Business Integration
To what degree is the data and output of this app used by 
others?

Functional

Meets requirements How well does the application meet requirements? 

Functionality Scope How broad is the application scope?  (e.g. One stop shop)

Global Functionality Is the application local, regional, or global?

Usage How often is this application used?

Technical

Flexibility Can changes to functionality be made quickly with low cost?

Technology in‐line with 
roadmap

To what degree is the underpinning technology in‐line with the 
technology roadmap?

Application performance 
and scale

How well does the app perform and can it scale to support more 
users?

App. Rationalization Strategies

8/12/2016www.hollyfrontier.com 19

Application Assessment Matrix

Business Value 

Low High

Eliminate / 
Freeze

Eliminate,
Freeze, or 
Increase 
Value 

Renovate or 
Minimize 

Maintain 

Eliminate 
Eliminate or 
Increase 
Value 

Replace  Enhance 

Poor Good Poor Good 

Technical Condition 

P
o
o
r

G
o
o
d

T
ec
h
n
ic
al
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Mergers Test Many PM Disciplines 

8/12/2016www.hollyfrontier.com 22

Identification of 
risks and deal 
breakers

Costs and 
efforts to 
integrate

Transition and 
change 
readiness

Target state 
IT design

Execution of 
integration plans

Integration 
plans

IT synergies 
review Day 1 

planning

Decommissioning 
and synergy tracking

New 
acquisition

Business 
as usual

Integration 
Planning

Due 
Diligence

Post‐Merger 
Integration

Synergy 
Capture

Program Management &
Change Management 

Disciplines



8/12/2016

12

Cultural Awareness was key 

8/12/2016www.hollyfrontier.com 23

• Carl Jung defined 12 primary types of 
archetypes that symbolize basic human 
motivations

• Archetypes are believed to represent 
fundamental human motifs of our 
experience as we evolve, and thereby 
evoke deep emotions

• Most people have several archetypes at 
play in their personality construct

• However, one archetype tends to dominate 
a personality

• Understanding which archetypes are at play 
in oneself and others can provide useful 
insight into behaviors and motivations

• HFC IT employees felt overburdened and they didn’t 
have enough time to complete all the projects assigned 
to them

• People felt like IT management didn’t listen to them or 
communicate enough downward

• There was a lot of mistrust between IT team members in 
our refineries and corporate HQ

8/12/2016 24
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• Change Control/Management Process and System 
Initiative

• People Initiative
o Career development
o Expectation for employees and supervisors
o Responsibility matrix

• PMO Initiative

8/12/2016 25

Demand Management Framework

8/12/2016 26

Conceptual Model

Demand Management Framework

IT Supply Business 
Demand

IT Governance

Marketing

Customer
Support

Billing

DWH

Business 
Support

IT Strategy

Finance

HR

Operations

Gated approval

Demand mgmt. & 
prioritization

Resource planning

Delivery Planning

IT Supply Management:
• Project Delivery
• Application Maintenance & 

Support
• Resource / Capacity Mgmt 

Business Demand Management:
• Business Process Management
• Project Portfolio Management
• Change Request Management
• Issue / incident Management 
• Financial Management
• Forecasting & Capacity Planning

IT/ Business Alignment & 
Strategy:

• Oversight and Approvals
• Annual / On-Going Planning / 

budgeting
• Standards / Architecture 

Management & Compliance
• Vendor Management
• Issue / Dispute Resolution 
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Requirements
• Define “What is a project?”

o 156 projects in 2016
o 3 Programs (Infrastructure, Refinery Apps, Business Apps)

• Demand management
• Resource management/allocation
• Exception reporting
• Hybrid evolution (bi-modal)
• Reign in shadow IT

8/12/2016 27

A Dozen Steps for Success
1. Hired a leader
2. Attended meetings, took notes, and listened
3. Hired a team (3 PMs)
4. Built a content library with templates, processes, etc…
5. Build relationships in the business; communicate!
6. Documented all projects
7. Selected a PPM tool
8. Started small; built to all 
9. Hired another resource due to demand! (Agile experience)
10. Regular PMO status meetings (across business units)
11. Added functionality over time
12. Rewards and celebrate successes (People First)

8/12/2016 28
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Example Communication

8/12/2016Footer Text 29

PMO Tools & Techniques

8/12/2016 30

Structure & Resource 
Program

Benefits Tracking & 
Reporting

Risk Management

Change Management 
& Communications

Project 
Prioritization

Implementation 
Resourcing

Team Charter Integration Master 
Plan

Project 
Controlling

Benefits Tracking & 
Reporting (BTR)

Management 
Analyses

Risk ProfileRisk 
Mitigation 
Plan

Project Risk 
Prioritization

Change Readiness 
Assessment Tool

Stakeholder 
Mapping

Stakeholder Issues 
Assessment

Communications 
Strategy

Synergy 
Summaries

PMO Key tasks Key tools and techniques
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Managing Program Health

8/12/2016Footer Text 31

Process
Are we doing the right 

things?

Progress
Are we currently 

on track?

Risks
Are we positioned to ensure 

success?

Strategy
Does the Project align with the corporate 

strategy?

Organization
Will the organization be able to 

accommodate the change?

Scheduling, Budgeting, 
Resourcing, and 
Reporting

SAP Blueprint Mgmt/ 
Requirements Definition

Program Governance & 
Oversight Mechanism

Organization 
Implementation Risks

Business Change 
Readiness

Business Operations
Will the program satisfy key business 

requirements?

Business/Project Goal 
Alignment

Change Management

Business Process 
Implementation Risks

Technical 
Implementation Risks

Project Implementation 
Risks

Business Strategy Risks

Technology
Will the technology infrastructure be 

adequate?

Business Case & Benefit 
Model

Technology Architecture 
Management

Technical Architecture 
Plan

Project Critical Path and 
Earned Value

Project Management
Is the project being executed in an effective 

manner?

Focus on Benefits & Costs

8/12/2016 32

Transition 
Expenses

Current State 
Labor Cost 
Distribution

Better Demand 
Management / 
Value Delivery

Enhanced 
Consolidation 

Efficiency

Process Efficiency 
/ Maturity

Industry Wage 
Normalization

Severance
Retraining / 

Enhancing Internal 
Capabilities

Additional 
Management 
Capabilities & 

Expense 

Loss of Tax 
CreditsGain of Tax 

Benefits

Benefits

Existing Cost 
Structure 

Investments

Other Factors 
Additional 

Addressability 
Cuts

Savings

Increased Costs 

MIXED

BASELINE

Project Management – Focus on Benefit & Cost Drivers 
Illustrative

Bold

White

Key Levers

Secondary Levers
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Incredible Results Already
• Drove savings of $1MM/year on a services 

efficiency project within year 1
• Pulled a critical project “out of the ditch” and 

“back on track”
• Adoption has been much faster than anticipated; 

100% of IT Projects are managed by the PMO  
o HR, EH&S, Procurement and HEP have also adopted the process

• PMO uses Servant Leadership to improve morale 
and provide situational leadership opportunities

8/12/2016 33

Lessons Learned
• “We’re here to help”
• PM ≠ SME
• Trust is key

8/12/2016 34
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Outstanding Feedback

8/12/2016 35

Tips for Success
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Transition Wave Plan 

Key Steps in building a transformation roadmap

•Align on planning principles and guidelines with key 
stakeholders 

•A wave is a planning construct ‐ Logically group 
initiatives / projects based on their affinities

•Factor in other milestones that are external to the 
transformation – i.e. capital projects and contractual 
milestones for external providers

•Detail out Program Plan at each individual project 
within a Wave, marking critical path milestones

•Socialize the plan early on and ensure stakeholder 
buy‐in prior to engaging on the transformation 

•Maintain focus on Program Financials and Business 
Case

Wave 0
Foundation

Wave 
1A

Wave 2

Wave 
3

Wave 1B
Wave 4
Cap 
Stone 

External 
Milestones …

Detailed Program Plan 

Illustrative
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Questions
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