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ά²Ŝ ŀǊŜ ǊŜŀŘȅΣέ ǘƘƻǳƎƘǘ Mohammed Rafi, Chief Information Officer (CIO) of Zain Group, a $7.5B 

telecommunications service provider headquartered in Bahrain with more than 70M active customers in 26 

African and the Middle Eastern countries. Sitting at his desk in early October 2009, Rafi studied the management 

summary report for the 49 projects currently being run by Group IT, the corporate IT function at Zain.  

The report had been produced through the implementation of a project management methodology solution, 

ŎƻǊŘƛƴу ¢Ŝƴ{ǘŜǇ tƻǊǘŦƻƭƛƻκtǊƻƎǊŀƳ aŀƴŀƎŜƳŜƴǘ hŦŦƛŎŜ όttahύΣ ƛƴ DǊƻǳǇ L¢Φ ά²Ŝ ŀǊŜ ǊŜŀŘȅΣέ wŀŦƛ ǊŜƛǘŜǊŀǘŜŘ ǘƻ 

ƘƛƳǎŜƭŦΣ άǘƻ ǳǎŜ ǘƘƛǎ ǘŜŎƘƴƻƭƻƎȅ ǎƻƭǳǘƛƻƴ ǘƻ ŎƘŀƴƎŜ ǘƘŜ ǿŀȅ ǇŜƻǇƭŜ ǿƻǊƪ ŀŎǊƻǎǎ ½ŀƛƴΦέ 

Visibility into strategic IT projects was essential for Rafi to build the corporate technological infrastructure 

ǊŜǉǳƛǊŜŘ ǘƻ ǊŜŀƭƛȊŜ ½ŀƛƴΩǎ ŀƳōƛǘƛƻǳǎ άоȄоȄоέ ǾƛǎƛƻƴΦ LƴƛǘƛŀǘŜŘ ƛƴ нллоΣ ǘƘƛǎ ǎǘǊŀǘŜƎȅ ƳŀǇǇŜŘ ŀ ƴƛƴŜ-year path to 

transform MTC, a local operator in Kuwait, into a global player rebranded as Zain.  

Through acquisitions, partnerships, and green-field opportunities, Dr. Saad Al Barrak, CEO of Zain, had 

completed the first two stages of the visionτregional and international expansionτby establishing operations 

in more than 22 countries by the end of 2008. The next three-year stage, global expansion, was intended to 

position Zain as one of the top ten telecommunications companies in the world, with 110 million customers, by 

2011 [see Exhibit 1 for Zain company milestones]. 

To prepare for this final stage of the 3x3x3 strategy, Rafi had appointed Mohammed Sherif in 2008 to establish a 

Group IT Program Management Office (PMO) [see Exhibit 2 for the biographies of key players in this case]. 

Together, Rafi and Sherif had looked for a solution to the complexities introduced by rapid integration of 

acquired companies and partners, multiple strategic projects running in a range of business areas and operating 

companies (OpCos), the geographical dispersion of the corporate knowledge base, and the outsourcing of 

virtually all Group IT projects to outside vendors.  

Managing such complexities required standardized data elements and work processes, neither of which was 

ǎǳǇǇƻǊǘŜŘ ōȅ ½ŀƛƴΩǎ мфулǎ IT platform. Like that of most companies, the Zain platform was a cobbled-together 

accumulation of PCs. Zain employees used  word processing and spreadsheet programs to produce nonstandard 

management reports, which were then stored on a variety of file servers as well as distributed and discussed via 

scattered email trails.  

Rafi and Sherif had agreed that currently well established tools would not support the quantum leap required in 

how they managed knowledge workΦ άL ƴŜŜŘ ǘƻ Řƻ ƳƻǊŜ ǘƘŀƴ ǎƛƳǇƭȅ ƳƻƴƛǘƻǊ ƳƛƭŜǎǘƻƴŜǎΣ which I can already do 

ǿƛǘƘ aƛŎǊƻǎƻŦǘ tǊƻƧŜŎǘϰΣέ wŀŦƛ ƘŀŘ ǎŀƛŘΦ άL ƴŜŜŘ ŀ ŎƻƴǎƛǎǘŜƴǘΣ ǊŜƭƛŀōƭŜ ǾƛŜǿ ƻŦ ǘƘŜ DǊƻǳǇ L¢ ǇǊƻƧŜŎǘǎΣ ƛƴŎƭǳŘƛƴƎ 

automated reporting of issuŜǎΣ ǊƛǎƪǎΣ ŀƴŘ ƻǾŜǊŀƭƭ ǎǘŀǘǳǎΦέ /ƻƳƳǳƴƛŎŀǘƛƻƴ ǘƻƻƭǎ ŀǎ ǿŜƭƭ ŀǎ ŘƻŎǳƳŜƴǘ ǎǘƻǊŀƎŜ ŀƴŘ 

sharing tools were also deemed insufficient.  

LƴǎǘŜŀŘΣ wŀŦƛ ŀƴŘ {ƘŜǊƛŦΣ ǎŜŀǊŎƘƛƴƎ ŦƻǊ ŀ ǇǊƻƧŜŎǘ ƳŀƴŀƎŜƳŜƴǘ ǎƻƭǳǘƛƻƴΣ ƘŀŘ ǎŜǘǘƭŜŘ ƻƴ ŎƻǊŘƛƴуΩǎ ttahΦ ά²Ŝ 

received a double adǾŀƴǘŀƎŜΣέ {ƘŜǊƛŦ ƭŀǘŜǊ ŜȄǇƭŀƛƴŜŘΣ άōŜŎŀǳǎŜ ǿŜ Ǝƻǘ ŀ ǎƻŦǘǿŀǊŜ ǎƻƭǳǘƛƻƴ ŀƴŘ ŀ ƳŜǘƘƻŘƻƭƻƎȅ 

ŦƻǊ ƳŀƴŀƎƛƴƎ ǇǊƻƧŜŎǘǎΦέ ŎƻǊŘƛƴу ƛǎ ŀ ǿŜō-based collaborative platform for building solutionsτand one of those 

solutions, PPMO, incorporates the TenStep® Project Management process, which provides templates, forms, 

and workflows in line with the Project Management Body of Knowledge Guide (PMBOK® Guide) from the Project 

Management Institute (PMI®).  

Brad Jackson, CEO of cordin8, lauded the project management focus selected by Rafi and Sherif. He described 

project management as the universal language of managing ƪƴƻǿƭŜŘƎŜ ǿƻǊƪΥ ά¦ƭǘƛƳŀǘŜƭȅΣ ǘƘŜ ŎƻƴǘŀƛƴŜǊ ŦƻǊ 

knowledge work is a project, and the collection of related projects for which management has responsibility is a 
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portfƻƭƛƻΦέ1 Therefore, creating a structure of Zain projects rolling up to portfolios would provide the 

methodology and metrics required to drive consistency and transparency across IT Group initiatives. 

On that October day on 2009, Rafi looked beyond the rollout of PPMO to other corporate functions, such as 

Group HR, and to the Zain OpCos: 

By the end of the year all of the OpCos will be running their own projects as well as updating Group 

projects. The next stage beyond that is to use PPMO to manage the entire lifecycle of innovation, from 

the spark of an idea to the development and approval of a business model, through implementation. At 

that point, we will involve not just people executing projects but a much larger audience in the 

companyτeveryone from the commercial side to product development. This is the expansion that will 

truly change how Zain works. 

Achieving this ambitious goal would require Rafi and his team to overcome many challenges. For example, how 

would they bring in partners to work in cordin8, with specific access such as filling in schedules or issue logs? 

How would they refine the process of gathering user requirements, as PPMO was implemented in new 

departments? And how would they use this technological solution to drive the collaboration and innovation that 

ǿŜǊŜ ƪŜȅ ŦŀŎŜǘǎ ƻŦ ǘƘŜ ŎƻƳǇŀƴȅΩǎ ǎǘǊŀǘŜƎȅΚ 

PPMO Selection and Phased Implementation 

¢ƘŜ άŘƻǳōƭŜ ŀŘǾŀƴǘŀƎŜέ ƻŦ ǎƻŦǘǿŀǊŜ ŀƴŘ ǇǊƻŎŜǎǎ ǿŀǎ ŀ ƪŜȅ ŦŀŎǘƻǊ ƛƴ wŀŦƛ ŀƴŘ {ƘŜǊƛŦΩǎ ǎŜƭŜŎǘƛƻƴ ƻŦ PPMO. Other 
factors were the simplicity and ease of use, as Sherif explained:  

Many of the other project management products are complex and require a long learning curve. In 

contrast, with PPMO, everyone knows how to get to the web. The software is menu driven. All the 

templates are thereτyou just have to fill them in. We could have built our own, but that would have 

taken months of effort. Teaching people how to use PPMO takes only two to three days, and 30 people 

can be trained at a time. The human resource investment, in other words, is small, while the project 

managers immediately start enjoying the benefits of the project management processes. The TenStep 

templates, instructions, and workflow make the PMI theory practical and easy to implement. 

Sherif described how, in a single three-day hands-on workshop session, the Zain team created portfolios and 

virtual PMOs running live strategic projects for eight operating countries. The staff, trained in cordin8 and 

project management concepts during this workshop, have continued to manage these projects and to effectively 

report on their status. 

IƳǇƭŜƳŜƴǘŀǘƛƻƴ Ŏƻǎǘǎ ǿŜǊŜ ƭƻǿΣ ŀǎ {ƘŜǊƛŦ ƴƻǘŜŘΦ ά²Ŝ ƛƳǇƭŜƳŜƴǘŜŘ ǘƘŜ ǎƻŦǘǿŀǊŜ ƛƴ ƻƴŜ ǇƭŀŎŜτour data 

centerτand everyone has access. We signed two license agreements, one for the cordin8 software and one for 

ǘƘŜ ¢Ŝƴ{ǘŜǇ ƳŜǘƘƻŘƻƭƻƎȅΦέ .ŜŎŀǳǎŜ ŎƻǊŘƛƴуΩǎ ǇŀǊǘƴŜǊǎƘƛǇ ǿƛǘƘ ¢Ŝƴ{ǘŜǇ ŎƻǾŜǊǎ ǎŀƭŜǎ ŀǎ ǿŜƭƭ ŀǎ ŎƻƴǘŜƴǘΣ ¢Ŝƴ{ǘŜǇ 

global partners offer the solution (cordin8, TenStep content built into cordin8, and project management 

traiƴƛƴƎύ ǘƻ ŎǳǎǘƻƳŜǊǎΦ !ǎ {ƘŜǊƛŦ ŜȄǇƭŀƛƴŜŘΣ άhǳǊ ǊŜƭŀǘƛƻƴǎƘƛǇ ƛǎ ǘƘǊƻǳƎƘ ¢Ŝƴ{ǘŜǇ Middle East. TenStep has a 

local presence in Bahrain through Chris Bragg, Managing Director for TenStep Middle EastΦέ 

Bragg and Jackson proposed a 4-phase approach to implementing cordin8:  

¶ AlignτGather requirements to configure and customize cordin8 and TenStep methodology to support 

½ŀƛƴΩǎ ƻǊƎŀƴƛȊŀǘƛƻƴ ŀƴŘ ǇǊƻŎŜǎǎŜǎΦ  

¶ CustomizeτCreate custom forms, workflows, and reports based on requirements from the Align phase.  

                                                
1 .ǊŀŘ WŀŎƪǎƻƴΣ ŎhǊŘƛƴуϰ wŜƭŜŀǎŜ нΥ ¢ƘŜ hǊƎŀƴƛȊŀǘƛƻƴŀƭ hǇŜǊŀǘƛƴƎ {ȅǎǘŜƳϰΣ нллтΦ 
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¶ PilotτTest a subset of real projects to verify customizations and configurations before the Launch 

phase.  

¶ LaunchτUndertake production system and training. 

¢ƘŜȅ ƘŜƭŘ ŀƴ !ƭƛƎƴ ǿƻǊƪǎƘƻǇ ƛƴ aŀȅ нллу ƛƴ YǳǿŀƛǘΣ ½ŀƛƴΩǎ ƘŜŀŘǉǳŀǊǘŜǊǎ ǳƴǘƛƭ ǘƘŜ ǎǳƳƳŜǊ ƻŦ нллуΦ {ƘŜǊƛŦ ŀƴŘ 

ƻǘƘŜǊ DǊƻǳǇ L¢ ǳǎŜǊǎ ǊŜǉǳŜǎǘŜŘ άƳƛƴƻǊέ ŎǳǎǘƻƳƛȊŀǘƛƻƴǎΣ ǿƘƛŎƘ ǿŜǊŜ ƛƳǇƭŜƳŜƴǘŜŘ ŦǊƻƳ ƳƛŘ-May 2008 until 

mid-June 2008 during the second phase. The customizations included adaptations in the TenStep methodology 

needed to support Zain processes as well as the work required to embed these changes in the cordin8 platform. 

Then, cordin8 and all the customizations were installed on the Zain server in Amsterdam.  

The pilot, kicked off with a workshop in June 2009, ran from mid-June 2008 through September 2009. Bragg and 

Jackson conducted pilot review conference calls and responded to email questions as part of the pilot support 

process. The Launch phase for Group ITςled projects began in October 2009. 

cordin8 Architecture at Zain 

The cordin8 installation on the Amsterdam server was designed to support a phased implementation of 

functionality. Beyond the Group IT pilot, Rafi envisioned a comprehensive rollout to the OpCos. Each OpCo 

required its own portfolio portal to provide visibility into its projects, which were a mixture of internally run and 

vendor-run efforts. 

Finally, the cordin8 architecture installed in Amsterdam needed to support the gradual maturation of processes 

ŀǎǎƻŎƛŀǘŜŘ ǿƛǘƘ ½ŀƛƴΩǎ ƪƴƻǿƭŜŘƎŜ ǿƻǊƪΣ ƛƴŎƭǳŘƛƴƎ ǘƘŜ ƳŀƴŀƎŜƳŜƴǘ ƻŦ ƛŘŜŀ ŀƴŘ ōǳǎƛƴŜǎǎ ŎŀǎŜ ƎŜƴŜǊŀǘƛƻƴΣ ǘƘŜ 

documentation and tracking of strategic objectives and initiatives and the associated key performance indicators 

(KPIs), and the development of a shared repository of best practices. Over time, Rafi planned to introduce these 

processes to the Zain corporate Groups as well as to the OpCos.  

This illustration shows a simplified view of the portfolioςproject architecture for the enterprise deployment of 

the cordin8 TenStep solution at Zain: 

 
Salient features of the architecture include the portfolio portal design, specialized portals, and the features of 

the program/project notebooks. ¦ǎŜǊǎΩ ŜƴǘǊȅ Ǉƻƛƴǘ ƛǎ my cordin8s, which is a customized portal for each user 

that provides filtered views of information from program/project notebooks and portfoliosΣ ōŀǎŜŘ ƻƴ ǘƘŜ ǳǎŜǊΩǎ 

privileges. My cordin8s provides single-ŎƭƛŎƪ ŀŎŎŜǎǎ ǘƻ ŀƭƭ ƻŦ ŀ ǇŜǊǎƻƴΩǎ ǘŀǎƪǎ ŀƴŘ ƛƴǘŜǊŜǎǘǎΦ 
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Portfolio portals 

Portfolio portals are used, first and foremost, to track active programs/projects and to manage subportfolios of 

programs organized within the portfolio [see Exhibit 3 for an example of a portfolio portal as well as portfolio-

level reports]. Bragg provided an in-depth explanation of the organizing principle for portfolios and programs: 

Portfolios do not need to be country-based or function-based. Some countries may have more than one 

portfolio while others will have a single one. Portfolios are a way of grouping projects that are under 

common management and that use a common pool of resources. Programs have specific objectives; and 

under a specific program will be all of the projects required to achieve the objective. A program can span 

multiple departments with different projects in each department. 

½ŀƛƴΩǎ ƛƴƛǘƛŀƭ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ includes function-based (e.g., Group IT, Finance) regional (e.g., Zain Africa), and 

country-based (e.g., Nigeria) portfolios. Projects can be linked across portfolios. For example, through cordin8, 

Group IT has visibility into the OpCo-level projects that make up Group IT programsτbut these projects are run 

by the OpCos and also appear in the OpCo portfolios. Indeed, customized portfolios can be built for any Zain 

executive to display the exact set of projects into which that executive needs visibility. 

Portfolios can also be used to manage the idea/business case workflow to access the idea/project archive. This 

capability will grow in importance as Zain begins to manage the lifecycle of innovation, from the spark of an idea 

to the development and approval of a business model, across the organization. 

Program/project notebooks 

The program/project notebooks reflect the day-to-day work of a project and provide color-coded snapshots of 

project health. See Exhibit 4 for sample views of:  

¶ Program notebooks, which are used by program managers to organize and track program-related 

information and to run real-time reports of all projects that comprise the program. 

¶ Project notebooks, which contain online forms and workflows, as defined by the TenStep project 

management process, such as a project charter, issues log, scope change template, risk register, 

communication plan, and project status report. These notebooks can be used to capture and reuse 

knowledge while also maintaining standards. 

Specialized portals 

Specialized portals ǎǳǇǇƻǊǘ ½ŀƛƴΩǎ ǎǘǊŀǘŜƎȅ ǘƻ ǳǎŜ ǘŜŎƘƴƻƭƻƎȅ ŀǎ ŀ ƪŜȅ Ŝƴŀōƭer of differentiation and to promote 

ŎƻƭƭŀōƻǊŀǘƛƻƴ ŀƳƻƴƎ ǘƘŜ DǊƻǳǇΣ hǇ/ƻǎΣ ŀƴŘ ŎƻǊǇƻǊŀǘŜ ŦǳƴŎǘƛƻƴŀƭ ŀǊŜŀǎΣ ǿƛǘƘ ǘƘŜ ǘǿƛƴ Ǝƻŀƭǎ ƻŦ άǎȅƴŜǊƎȅ 

ǊŜŀƭƛȊŀǘƛƻƴ ŀƴŘ ŜȄŎŜƭƭŜƴŎŜΦέ These portals include: 

¶ Community portals, which are used to share information among a set of practitioners, such as project 

management professionals. 

¶ Project knowledge base, which is used to store project artifacts, lessons learned, and project risks from 

projects as a resource for new projects and an audit trail. [See Exhibit 5 for a view of a project 

knowledge base cordin8 page.] 

¶ Resource management portal, which is used to manage the resource request and allocation process for 

projects. 

¶ Strategy and key performance indicators (KPI) portals, which will eventually be used to document 

ZaiƴΩǎ strategic objectives and initiatives and the associated measures, or KPIs. Both target and actual 

values will be captured and used in reporting. For measures that involve strategic programs or initiatives 
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(e.g., program health, milestone status), the portals will be integrated with the program or project 

notebooks to harvest data automatically.  

Business benefits used to justify a program or project during the Business Case stage can be stated in 

terms of KPIs used to measure strategic initiatives and then monitored in terms of real changes to 

business KPIs after completion. This design links the harvesting functionality of the portfolio 

management process to the monitoring and tracking of strategic outcomes on the KPI portal. 

¶ Ideas portal, the initiative that Rafi equated with transforming how Zain employees worked, will be used 

to capture ideas from all parts of the company. Worthy ideas will then be developed into business cases, 

and implementation of those ideas will be tracked like any other project. [See Exhibit 6 for a high-level 

example of the collaborative decision making made possible by the cordin8 platform.] 

Using cordin8 to Support the Group IT Portfolio 

With most Group IT projects, the vendor develops and updates the schedule and manages the resources. The 

program and project managers then receive the Microsoft Project schedules, which they upload into cordin8. 

One of the key customizations completed during the second phase of cordin8 implementation supported the 

ability to synchronize with MS Project. Therefore, for Group It projects, cordin8 now compares the updated 

schedule to the current one stored in the system during synchronization and then creates a report highlighting 

the changesτŀƴŘΣ ƛƴ ǇŀǊǘƛŎǳƭŀǊΣ ŀƴȅ ŎƘŀƴƎŜǎ ǘƘŀǘ ŀǊŜ άǎǳǎǇŜŎǘέ ƛƴ ǘŜǊƳǎ ƻŦ ǘƘŜ ŎǳǊǊŜƴǘ ǎŎƘŜŘǳƭŜ ŀƴŘ ōŀǎŜƭƛƴŜ. 

The Zain program/project manager can then review these changes with the vendor.  

A second key customization requested by Zain for Group IT projects was a calculated health/% complete 

indicator. Cordin8 supports the identification of milestones and deliverables as well as the association of 

deliverables with weighted milestones. In this way, the system can first calculate % complete based on 

completion of deliverables linked to the weighted milestones and then assign green, yellow, or red health 

indicators to projects, based on a comparison of the actual % complete to plan and the baseline % complete. 

Here is an example from the Group IT portfolio of this second customization:  

 

At the time of this case study, the Group IT portfolio included 5 individual projects and 4 programs. The four 

programs included 40 projects; therefore, the total number of projects in the portfolio was 49 (with the 4 
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programs themselves managed as projects). Some of these initiatives were started before the cordin8 

implementation, with start dates ranging from November 2007 through May 2008.  

The four Group IT programs included:  

¶ Data Warehouse/Business Intelligence (BI) ProgramτCovered 5 projects.  

¶ Omnix NAMSτCovered 18 projects, of which 7 are complete, 10 are in progress, and 1 has not started. 

Budget constraints are delaying some of these projects.  

¶ Zain Group IT Operational ProgramτCovered 10 projects, of which 2 were complete, 4 were in 

progress, and 4 had not started.  

¶ ERP Program Zain MEτCovered 3 projects.  

During the pilot, Zain program and project managers did report issues, such as: lack of high-speed connectivity 

to the Amsterdam server; inability to upload MS Project schedules in a timely manner; and inability to replicate 

changes in one project to another. These issues were addressed during the pilot phase of the project. 

Change Management and Process Adoption 

Rafi and Sherif used a bottom-up adoption strategy for cordin8. As Rafi explained:  

Group IT has a biannual meeting. Back in 2008, we presented this solution, explaining that it was coming. 

We followed that by nominating people to be trained. When we saw that program and project managers 

were not really using the system, as they had promised to do, Sherif promoted the solution again, 

ensuring that people were aware of its launch, knew how to use it, and could identify the benefits. Sherif 

used regional management meetings to reinforce the directive to use the system. 

The simplicity of the system, combined with the real-time automated reporting and rising adoption in the 

hǇ/ƻǎΣ ǿŀǎ ŀƭǎƻ ǊŀƛǎƛƴƎ ƛƴǘŜǊŜǎǘ ǿƛǘƘƛƴ ½ŀƛƴΦ !ǎ {ƘŜǊƛŦ ŜȄǇƭŀƛƴŜŘΥ άWƻǊŘŀƴ ǳǎŜŘ aƛŎǊƻǎƻŦǘ EPM and the IT Director 

thŜǊŜ ǿŀǎ ǾŜǊȅ ǊŜƭǳŎǘŀƴǘ ǘƻ ŎƘŀƴƎŜΦ Wǳǎǘ ǊŜŎŜƴǘƭȅΣ ƘŜ ŎŀƭƭŜŘ ƳŜ ǘƻ ŎƻƳŜ ǇǊŜǎŜƴǘ ŎƻǊŘƛƴуΦ L ŀǎƪŜŘ ƘƛƳΣ Ψ²Ƙȅ ŀǊŜ 

ȅƻǳ ǿƛƭƭƛƴƎ ǘƻ ŎƘŀƴƎŜ ƴƻǿΚΩ IŜ ǎŀƛŘ ƘŜ ǿŀƴǘŜŘ ǘƻ ŀƭƛƎƴ ǿƛǘƘ ǘƘŜ DǊƻǳǇ ŀƴŘ ǘƘŜ ƻǘƘŜǊ hǇ/ƻǎΦέ 

Bragg provided more detail regarding the bottom-up effort to build momentum behind the tool: 

Zain has a weak matrix structure connecting Group functions at the enterprise level to operating units 

headed by commercial managers in the various OpCos. Prior to the cordin8 implementation project, 

program management ƻŦŦƛŎŜǎ όtahǎύ ŜȄƛǎǘŜŘ ƛƴ Ƨǳǎǘ ŀ ŦŜǿ ƻŦ ½ŀƛƴΩǎ нп ŎƻǳƴǘǊƛŜǎΦ Lƴ ǎƻƳŜ ŎŀǎŜǎΣ ŎƻǳƴǘǊƛŜǎ 

had multiple PMOs serving such functions as Engineering, IT, and Marketing. To a large extent, these 

PMOs operated independently of each other, with each OpCo also having a great deal of autonomy 

relative to the enterprise functions.  

The principle of better strategic management has been agreed to, but the exact implementation of that 

principle has not been mandated from the corporate office. In addition, there is significant variation in 

project management maturity across countries and across functional Groups.  

{ƘŜǊƛŦΩǎ ŀǇǇǊƻŀŎƘ ƛǎ ǘƻ ƎŜǘ ǎƻƳŜǘƘƛƴƎ ƛƴ ǇƭŀŎŜ ŦƻǊ ƻǘƘŜǊǎ ǘƻ ǎŜŜΦ ¢ƘŜƴ ƘŜΩƭƭ ǎƘƻǿ ǇŜƻǇƭŜ ǘƘŜ ǊŜǇƻǊǘǎ ŀƴŘ 

talk about the other benefits of cordin8. He wants the Op/ƻǎ ǘƻ ǎŀȅΣ Ψ²Ŝ ǊŜŎƻƎƴƛȊŜ ǿŜ ƴŜŜŘ ŀ ǇǊƻƎǊŀƳ 

ƳŀƴŀƎŜƳŜƴǘ ƻŦŦƛŎŜ ŀƴŘ ǇǊƻƧŜŎǘ ƳŀƴŀƎŜƳŜƴǘΦ ²Ŝ ƭƛƪŜ ǿƘŀǘ ȅƻǳ ƘŀǾŜΣ ŀƴŘ ǿŜΩŘ ƭƛƪŜ ǘƻ ƘŀǾŜ ǘƘŀǘΣ ǘƻƻΣ 

ǇƭŜŀǎŜΦΩ 

By September 2009, with the production system launch of the Group IT projects and the continued rollout of 

cordin8 to the OpCos, Zain had defined close to 500 cordin8 users, representing 15 Zain OpCos. A single instance 

of cordin8 supported both Group IT and the OpCosτa design that contributed significantly to the 
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standardization of project management processes, the efficient collection of consistent data, and improved 

project governance throughout Zain. 

ά¢ƘŜ ƴǳƳōŜǊ ƻŦ ǳǎŜǊǎ ǿƛƭƭ ŘƻǳōƭŜ ǘƻ млллΣέ wŀŦƛ ŜȄǇƭŀƛƴŜŘΣ άŀǎ ǿŜ ōǳƛƭŘ ŀŘƻǇǘƛƻƴ ŀŎǊƻǎǎ ǘƘŜ ŎƻƳǇŀƴȅΦέ ά!ƴŘΣέ 

ŀŘŘŜŘ {ƘŜǊƛŦΣ άƻƴŎŜ ǿŜ ƭŀǳƴŎƘ ǘƘŜ ƛŘŜŀ ǇƻǊtal, 15,000 employees will be the users. Anyone who wants to post 

an idea will be able to do so. Those ideas that make business sense will be turned into business cases and then, 

ŦƻǊ ǘƘŜ ŀǇǇǊƻǾŜŘ ōǳǎƛƴŜǎǎŜǎ ŎŀǎŜǎΣ ƛƴǘƻ ǇǊƻƧŜŎǘǎΦέ 

Benefits Achieved Through the cordin8 Implementation 

During the first three phases of cordin8 implementation, Zain identified a range of benefits, including improved 

consistent, real-time reporting; customizable data rollups; standardization of project management processes; 

definition of consistent core functionality and areas of customization; knowledge base and collaborative 

problem solving; and rapid on-boarding of new team members from other Zain organizations. 

Consistent, Real-Time Status Reporting 

For strategic and planning purposes, Zain Group executives require consistent management summary reports 

with comparable data. cordin8 with TenStep automates the production of reports, thereby saving time for the 

program/project managers but also enforcing a consistency of reporting that is critical for Zain to successfully 

ŎƻƳǇƭŜǘŜ ǘƘŜ Ŧƛƴŀƭ ǎǘŀƎŜ ƻŦ /9h .ŀǊǊŀƪΩǎ оȄоȄо Ǿƛǎƛƻƴ ώǎŜŜ Exhibit 3 for examples of summary reports].  

Prior to the cordin8 implementation, information about individual projects was extracted from email reports 

and file attachments sent by project managers, with no consistency even within an OpCo in terms of content, 

codes, and performance metrics. A great deal of time was spent consolidating data that was frequently 

untimely. As Sherif explained: 

I was overseeing 20 to 25 Group IT projects. From a PMO perspective, I was responsible for a monthly 

project status report to Mohammed Rafi. When I joined, reporting was a mess. I had to chase all 20 to 25 

project managers, looking for their status reports. They would send me unformatted reports, which I then 

had to manually consolidate and format. This effort usually required 10 to 15 days a month to complete. 

And I needed to produce a status report every month.  

In spite of the effort expended, Zain management had no reliable view of the portfolio of projects within Group 

ITτor in any enterprise-level group, for that matter. Because of the inconsistency in the data elements, the data 

could not be rolled up, viewed as a whole, mined for trends, or leveraged to drive process improvements. As a 

result, holding suppliers to agreed-upon schedules and comparing performance across countries and programs 

was difficult, if not impossible.  

The single instance of cordin8 (Amsterdam server) that supports multiple Zain operating units enables far more 

effective project and program governance. Now, Rafi or Sherif can run a cordin8 report that rolls up the latest 

schedule, risk analysis, issue report, and commentary in real timeτeven for large, complex programs involving 

multiple OpCo locations (e.g., Nigeria, Kenya, Tanzania). As soon as the data is entered at the project level, it is 

available at the PMO or executive level. Because these reports are online, instead of ad-hoc Microsoft 

PowerPoinǘϰ ǇǊŜǎŜƴǘŀǘƛƻƴǎΣ {ƘŜǊƛŦ ŀƴŘ wŀŦƛ Ŏŀƴ ŘǊƛƭƭ Řƻǿƴ ƛƴǘƻ ŀƴȅ ǇǊƻƎǊŀƳκǇǊƻƧŜŎǘ ŘŜǘŀƛƭǎ ǿƛǘƘ ŀ ŎƭƛŎƪ ƻǊ ǘǿƻΦ  

The consistency, completeness, and reliability of the data allow ½ŀƛƴ ƳŀƴŀƎŜƳŜƴǘ ǘƻ άǎƭƛŎŜ ŀƴŘ ŘƛŎŜέ Řŀǘŀ ŀǎ 

needed to compare different aspects of performance across regions, OpCos, and initiatives: 
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FurthermoreΣ ½ŀƛƴ ƛǎ ƴƻǘ ŘŜǇŜƴŘŜƴǘ ƻƴ ŎƻǊŘƛƴу ƻǊ ¢Ŝƴ{ǘŜǇ ǘƻ ŎǊŜŀǘŜ ƴŜǿ ǊŜǇƻǊǘǎΦ {ƘŜǊƛŦ ŜȄǇƭŀƛƴŜŘΥ άwŜǇƻǊǘ 

building in cordin8 is easy. I assigned one of my resources to receive training in the design of cordin8 reports. 

Now that person can produce any ad hoc reports that we need. The process is simple. We ensure that the new 

report design complies with the requirements of the software. Then we build the report, put it on the test server 

for a quality checƪΣ ŀƴŘ ǘƘŜƴ ƳƻǾŜ ƛǘ ƛƴǘƻ ǇǊƻŘǳŎǘƛƻƴΦέ 

This ability to enforce consistency in data elements, aggregate those data elements, and run enterprise-level 

reports reflects a new role for IT within corporations. άL¢ Ƙŀǎ ƭƻƴƎ ōŜŜƴ ǳǎŜŘ ǘƻ ŀǳǘƻƳŀǘŜ ǘƘŜ ŦƛƴŀƴŎƛŀƭ 

traƴǎŀŎǘƛƻƴ ǎƛŘŜ ƻŦ ŀ ōǳǎƛƴŜǎǎΣέ WŀŎƪǎƻƴ explainsΦ ά{ȅǎǘŜƳǎ ƭƛƪŜ 9wt ƘŀǾŜ ƭƻƴƎ ōŜŜƴ ǘƘŜ ΨōǊŜŀŘ-and-ōǳǘǘŜǊΩ ŦƻǊ L¢Φ 

Now IT has the capability of being even more transformative and impactful for organizations like Zain, as they 

look for ways to morph data into knowledge shared across often geographically dispersed partners and 

ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ŜƴǘƛǘƛŜǎΦέ 

Customizable Reporting Rollups to Portfolio Level 

Zain controls the definition of portfolios, one benefit of which is flexible reporting. For example, projects or 

programs can be included in multiple portfolios for reporting purposes. Therefore, when Group IT sets up a 

program that involves projects managed by the OpCos, these projects can be included in the Group IT portfolio, 

thereby allowing Group IT managers to view status of the complete program in real time. At the same time, 

because the projects are included in the OpCo portfolios, the projects can be managed at the local level. 

Standardization of Project Management Processes 

ŎƻǊŘƛƴуΩǎ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ƻŦ ¢Ŝƴ{ǘep processes was designed to start simply and to reveal complexity as 

ƻǊƎŀƴƛȊŀǘƛƻƴǎ ƳƻǾŜ ǘƘǊƻǳƎƘ ƭŜǾŜƭǎ ƻŦ ƳŀǘǳǊƛǘȅΦ ά¢Ŝƴ{ǘŜǇ Řƛǎǘƛƭǎ ōŜǎǘ ǇǊŀŎǘƛŎŜǎ ŦǊƻƳ ǘƘŜ PMBOK® GuideΣέ ŜȄǇƭŀƛƴǎ 

.ǊŀƎƎΣ άǿƘƛŎƘ ŎƻǾŜǊǎ р ƳŀƧƻǊ ǇǊƻŎŜǎǎ groups and 40+ subprocesses in hundreds of pages. Our goal was 

consistent business processes that reliably produced good projects. Tenstep shows how to simply and practically 

implement the PMBOK practice standards to get project management up and running quickly at a starting level 

and then provides a ƳŀǘǳǊŀǘƛƻƴ ǇŀǘƘ ŦƻǊ ŀŘŘƛƴƎ ƭŜǾŜƭǎ ƻŦ ŎƻƳǇƭŜȄƛǘȅΦέ  

ά!ŦǘŜǊ ŀƭƭΣέ .ǊŀƎƎ ŎƻƴǘƛƴǳŜŘΣ άǘƘŜ ƳŀƧƻǊƛǘȅ ƻŦ DǊƻǳǇ L¢ ǇǊƻƧŜŎǘǎ ǿŜǊŜ ƻǳǘǎƻǳǊŎŜŘ ŀƴŘ ŦƛȄŜŘ ŎƻǎǘΦ ¢ƘŜ ƛǎǎǳŜ ǿŀǎ 

the schedule, not the budget. The first priorities were to get reliable metrics and to determine whether the 



Transforming the Zain PMOs: Implementation of cordin8  

© 2009 cordin8 technologies, llc. All Rights Reserved.  9 

 

project was on schedule. Group IT needed a simple, practical, consistent solution that could scale and support 

ǎƻǇƘƛǎǘƛŎŀǘƛƻƴ ǿƘŜƴ ½ŀƛƴ ǿŀǎ ǊŜŀŘȅΦέ 

cordin8 made it easier for program or project managers to focus on these best practices by handling the 

άŘƻƴƪŜȅ ǿƻǊƪέ ŀǎǎƻŎƛŀǘŜŘ ǿƛǘƘ ŀǳǘƻƳŀǘƛŎ ƴƻǘƛŦƛŎŀǘƛƻƴǎΣ ǊŜƳƛƴŘŜǊǎΣ ŀƭŜǊǘǎΣ ŀƴŘ ǇŀǎǎƛƴƎ ŘƻŎǳƳŜƴǘǎ ǘƻ ŘƛǎǘǊƛōǳǘƛƻƴ 

ƭƛǎǘǎΦ ά¢ƘŜǎŜ ǘƘƛƴƎǎ ǘŀƪŜ ǘƛƳŜΣέ ǎŀȅǎ .ǊŀƎƎΣ άŀƴŘ ŎƻǊŘƛƴу ǘŀƪŜǎ ŀǿŀȅ ǘƘŜ pain in this area. Now if you assign a 

task, the system will chase the resource, not you. And you can log on anytime, anywhere, to see whether that 

ǇŜǊǎƻƴ Ƙŀǎ ŎƻƳǇƭŜǘŜŘ ǘƘŜ ŀǎǎƛƎƴŜŘ ǘŀǎƪΦέ  

aŀƴŀƎŜƳŜƴǘΩǎ ǊŜŀƭ-time visibility into projects was a strong incentive for project managers to learn and follow 

the robust workflows identified by TenStep. As Sherif explained:  

When managers know that there are more senior managers looking into their programs and project, they 

become more pragmatic and proactive. They take more precautions to be sure that their projects are 

running smoothly and that issues are reported on time. They work hard to keep their health indicators 

green as opposed to yellow or red.  

In fact, visibility into projects helps ensure that we are all speaking the same project management 

language in the PMO. There was one meeting on the ERP Program when the program manager said the 

ǇǊƻƎǊŀƳ ǿŀǎ ƎǊŜŜƴΦ L ƻǇŜƴŜŘ ǘƘŜ ǇǊƻƎǊŀƳ ǇƻǊǘŀƭ ŀƴŘ ǎƘƻǿŜŘ ǘƘŀǘ ǘƘŜ ǇǊƻƎǊŀƳΩǎ ƘŜŀƭǘƘ ǿŀǎ ŀŎǘǳŀƭƭȅ ǊŜŘΣ 

ōŀǎŜŘ ƻƴ άǇƭŀƴ ҈ ŎƻƳǇƭŜǘŜέ ǾŜǊǎǳǎ άŀŎǘǳŀƭ ҈ ŎƻƳǇƭŜǘŜΦέ ¢Ƙŀǘ ǿŀǎ ŀƴ ŜŘǳŎŀǘƛƻƴŀƭ ƳƻƳŜƴǘ ōŜŎŀǳǎŜ ƛǘ 

ǎǇŀǊƪŜŘ ŀ ŘƛǎŎǳǎǎƛƻƴ ŀōƻǳǘ ǿƘŀǘ ά҈ ŎƻƳǇƭŜǘŜέ ƳŜŀƴǎΦ 

Coaching and mentoring at a distance are also supported, as project and program managers strive to reach the 

level of competency defined as the Zain goal. Because the project management processes are structured within 

ǘƘŜ ǇǊƻƎǊŀƳ ŀƴŘ ǇǊƻƧŜŎǘ ƴƻǘŜōƻƻƪǎΣ tah ŜȄǇŜǊǘǎ ƻǊ ŜȄǘŜǊƴŀƭ Ŏƻƴǎǳƭǘŀƴǘǎ Ŏŀƴ ǊŜǾƛŜǿ ŀ ƳŀƴŀƎŜǊΩǎ ǿƻǊƪ ŀƴŘ 

provide feedback to help these managers improve their skills. 

Defining Consistent Core Functionality and Areas of Difference 

ά¢ƘŜ ƪŜȅΣέ ǎŀƛŘ .ǊŀƎƎΣ άƛǎ ǘƻ ŘŜŦƛƴŜ ǿƘŀǘΩǎ ŎƻǊŜ ǘƘŀǘ ǎƘƻǳƭŘ ōŜ ŎƻƴǎƛǎǘŜƴǘ ŀŎǊƻǎǎ ½ŀƛƴ ŀƴŘ ǿƘŀǘ Ŏŀƴ ŎƘŀƴƎŜΦ 

/ƻƴǎƛǎǘŜƴŎȅ ƛƴ ǊŜǇƻǊǘƛƴƎ ƛǎ ǘƘŜ ŦƛǊǎǘ ǎǘŜǇΦ CǊƻƳ ǘƘŜǊŜΣέ ŎƻƴǘƛƴǳŜŘ .ǊŀƎƎΣ ά½ŀƛƴ Ŏŀƴ develop consistency in project 

ƳŀƴŀƎŜƳŜƴǘ ŀǎ ŀ ōǳǎƛƴŜǎǎ ǇǊƻŎŜǎǎ ŀƴŘ ŀǎ ŀ ŎŀǇŀōƛƭƛǘȅΦέ wŀŦƛΣ {ƘŜǊƛŦ όǘƘŜ ƛƴŦƻǊƳŀƭ ½ŀƛƴ άǎǳǇŜǊǳǎŜǊέύΣ ŀƴŘ ǘƘŜ ½ŀƛƴ 

ǎǘŜŜǊƛƴƎ ŎƻƳƳƛǘǘŜŜ ƳŜŜǘ ǊŜƎǳƭŀǊƭȅ ǘƻ ŘƛǎŎǳǎǎ ǘƘŜ ½ŀƛƴ ǇǊƻƧŜŎǘ ƳŀƴŀƎŜƳŜƴǘ άŎƻǊŜΦέ 

Areas that can change may be due to: 

¶ Differences in project size or the maturity of the PMOsτTenStep, said Bragg, provides a rich set of 

ǘŜƳǇƭŀǘŜǎ ŀƴŘ ǇǊƻŎŜŘǳǊŜǎΣ ǊŜǇǊŜǎŜƴǘŜŘ ōȅ ƭƛƴƪǎ Řƻǿƴ ǘƘŜ ǎƛŘŜ ƻŦ ǘƘŜ ǇǊƻƧŜŎǘ ƴƻǘŜōƻƻƪΦ ά¢ƘŜǎŜ ŀǊŜ 

ŀǇǇǊƻǇǊƛŀǘŜΣέ ŜȄǇƭŀƛƴŜŘ .ǊŀƎƎΣ άŦƻǊ ōƛƎ ǇǊƻƧŜŎǘǎ ƻǊ mature PMOs. For small projects or project managers 

just starting out, this would be too complex. Therefore, we uncheck some of these links so they do not 

appear on the screen. And we can do this on a project-by-ǇǊƻƧŜŎǘ ōŀǎƛǎΦΩ 

¶ Different requirementsτά.ŜŎŀǳǎŜ ǘƘŜ hǇ/ƻǎ Ǌǳƴ ǇǊƻƧŜŎǘǎ ǿƛǘƘ ƛƴǘŜǊƴŀƭ ǊŜǎƻǳǊŎŜǎΣέ ŎƻƴǘƛƴǳŜŘ .ǊŀƎƎΣ 

άǘƘŜȅ ƴŜŜŘ ǘƻ ƭƻƻƪ ŀǘ ǇŀǊǘǎ ƻŦ ǘƘŜ ƳŜǘƘƻŘƻƭƻƎȅ ǘƘŀǘ DǊƻǳǇ L¢ ƛƎƴƻǊŜŘΦ !ƭǎƻΣ ŎƻǳƴǘǊƛŜǎ ƻŦǘŜƴ ƘŀǾŜ ǎǇŜŎƛŦƛŎ 

ways of doing things that are different from other countries. As we roll out cordin8 into the OpCos, we 

ǿƛƭƭ ƭƻƻƪ ŀǘ ŎƘŀƴƎŜǎ ƻǊ ŀŘŘƛǘƛƻƴǎ ǘƘŀǘ ŀǊŜ ƴŜŜŘŜŘ ŦƻǊ ŜŀŎƘ ƻƴŜΦέ 

Areas of difference may also become areas of commonality. For example, customizations requested by one 

country may provide solutions that other OpCos decide to implement. 

9ŀǎŜ ƻŦ ŎǳǎǘƻƳƛȊŀǘƛƻƴ ǿŀǎΣ ƛƴŘŜŜŘΣ ƻƴŜ ŎǊƛǘŜǊƛƻƴ ŦƻǊ ǘƘŜ ǎŜƭŜŎǘƛƻƴ ƻŦ ŎƻǊŘƛƴуΦ !ǎ {ƘŜǊƛŦ ŜȄǇƭŀƛƴŜŘΣ ά²Ŝ ŘƛŘ ƴƻǘ 

want a solution that required intense coding. We needed a solution that was easily customizable, often by 
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configuration changes. We expected to have many requirements, for Group IT, the functions, and the OpCos, 

ŀƴŘ ǿŜ ŘƛŘ ƴƻǘ ǿŀƴǘ ǘƻ ǎǇŜƴŘ ƘǳƎŜ ƳƻƴŜȅ ŀƴŘ ǘƛƳŜ ŎǳǎǘƻƳƛȊƛƴƎΦέ 

Knowledge Base, Document Repository, and Collaborative Problem Solving 

Risk and issue logs, which include the capability of attaching files and creating threaded replies, allow 

program/project team members to stay abreast of key project challenges and to collaborate on solutions. Here 

is an example of an issues list:  

 

ά.ŜŎŀuse all data is stored in a structured environment (e.g., the risk or issue log), team members know where 

to find information and can refer back to that information. In addition, they can learn from past projects 

because they all have a consistent structurŜ ŀƴŘ ŎƻƴǘŜȄǘΣέ ǎŀƛŘ .ǊŀƎƎΦ 

tǊƻƎǊŀƳǎ Ŏŀƴ ŀƭǎƻ ōŜ ǎŜǘ ǳǇ ǘƻ ŦƻǎǘŜǊ ŎƻƳƳǳƴƛŎŀǘƛƻƴ ōŜǘǿŜŜƴ ƭƻŎŀƭ ŀƴŘ ŎƻǊǇƻǊŀǘŜ ŦǳƴŎǘƛƻƴǎΦ άCƻǊ ŜȄŀƳǇƭŜΣέ 

ǎŀƛŘ {ƘŜǊƛŦΣ άŦƻǊ ǘƘŜ ERP Program Zain ME, we added project managers from the OpCos and from the corporate 

DǊƻǳǇ ŦǳƴŎǘƛƻƴǎΦ {ƻ ƴƻǿ ǿŜ ƘŀǾŜ DǊƻǳǇ Iw ǿƻǊƪƛƴƎ ǿƛǘƘ ƭƻŎŀƭ hǇ/ƻ Iw ǊŜǎƻǳǊŎŜǎΣ ŀƴŘ ǎƻ ƻƴΦέ  

ά!ƴŘ ŎƻƭƭŀōƻǊŀǘƛƻƴ ǿƛƭƭ ŜȄǇŀƴŘ ŜȄǇƻƴŜƴǘƛŀƭƭȅ ǿƘŜƴ ǿŜ ōŜƎƛƴ ƛŘŜŀ ŀƴŘ ǇǊƻŘǳŎǘ ŘŜǾŜƭƻǇƳŜƴǘΦ bŜǿ ǳǎŜǊ ƎǊƻǳǇǎ 

will be coming on board. We can follow the process from one end to the other, monitoring milestones, looking 

ŀǘ ǘƘŜ ǊŜǎǳƭǘǎ ǿŜ ŀŎƘƛŜǾŜΣ ŀƴŘ ǘƘŜƴ ǘǳƴƛƴƎ ōŜǘǘŜǊ ŦƻǊ ǘƘŜ ƴŜȄǘ ǇǊƻƧŜŎǘΣέ ŜȄǇƭŀƛƴŜŘ {ƘŜǊƛŦΦ 

Risk and issue logs also contribute to the knowledge base to which each cordin8 project adds. Sherif explained:  

This is one of the great successes of this solution. If there is an issue in an OpCo, and another OpCo faces 

that issue, the program managers can share solutions. I can also do historical comparisons that are 

valuable. And if we are acquiring a new OpCo, I have all the schedules, risks, and issues from the projects 

associated with the acquisition of the last OpCo.  

wŀŦƛ ŀƎǊŜŜŘΥ άLƳŀƎƛƴŜ ƻƴŜ hǇ/ƻ ǿƘƻ ŀŘƻǇǘǎ ŎƻǊŘƛƴу ŀƴŘ ƛǎ ƛƳǇƭŜƳŜƴǘƛƴƎ ŀ ǇǊƻƧŜŎǘ ǘƻ ƛƴǎǘŀƭƭ ǎƻƳŜ ǘŜŎƘƴƻƭƻƎȅΦ 

Now another OpCo sets up a project to install that same technology. The second OpCo can use cordin8 to gain 

ŀŎŎŜǎǎ ǘƻ ǘƘŜ ƻǘƘŜǊ hǇ/ƻΩǎ ǇǊƻƧŜŎǘΦ ¢ƘŜ ǎŜŎƻƴŘ hǇ/ƻ Ŏŀƴ ƎŜǘ ŀ ǎƴŀǇǎƘƻǘ ƻŦ ǘƘŜ ƛǎǎǳŜǎ ŀƴŘ Ǌƛǎƪǎ ƛƴǾƻƭǾŜŘ ƛƴ ǘƘŜ 

implementation and can even pick up the same milestoƴŜǎ ŀƴŘ ǎƪŜƭŜǘƻƴ ǎǘǊǳŎǘǳǊŜ ƻŦ ǘƘŜ ǇǊƻƧŜŎǘΦέ 

Having a centralized location for program/project information and documents is critical when team members 

ƭŜŀǾŜ ½ŀƛƴΦ ά.ŜŦƻǊŜΣέ ǎŀȅǎ {ƘŜǊƛŦΣ άǇŜƻǇƭŜ ǿƻǳƭŘ ǎŎǊŀƳōƭŜ ǘƻ ŘŜǘŜǊƳƛƴŜ ǘƘŜ ǎǘŀǘǳǎ ƻŦ ǘƘŜ ǇǊƻƧŜŎǘ ƻǊ ǘƻ ƭƻŎate 

documentation. Now anyone, from other team members to management, can simply look in the project 

ƴƻǘŜōƻƻƪΦέ 

On-Boarding of New Team Members 

Cordin8 can help with new team members as well as those who transition off teams. As Zain grows, Zain 

employees are becoming more mobile, moving from organization to organization, or from a local function to a 
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Group function. With the core consistency across Zain, in the form of familiar structured information and 

reliable processes, these transitions are far smoother than they have been in the past.  

Looking Forward 

Sitting at his desk that afternoon in October 2009, Mohammed Rafi thought about the next steps and the 

challenges associated with his efforts to champion innovation through technology throughout Zain.   

Giving strategic partners access to cordin8 was one of the next steps he envisioned to increase the visibility of 

cordin8 and to further reinforce consistent processes. What preparatory work, from change management to 

software customizations, would be needŜŘ ǘƻ ŀƭƭƻǿ ǘƘŜǎŜ ǇŀǊǘƴŜǊǎ ǘƻ άǇƭǳƎ ƛƴ ƛƴŦƻǊƳŀǘƛƻƴ ƛƴǘƻ ǘƘŜ ǎȅǎǘŜƳέΚ  

Further, he knew that he and Sherif would need to continue to work with local end users in OpCos to sign off on 

requirements, prototypes, and final user acceptance tests. He explained: 

People are hesitant. Achieving signoff is sometimes like squeezing blood from a stone. We need to 

reassure them that they are not signing away all rights to change when they sign off. This is an iterative 

process. Functionality that is not fully incorporated now will come later. Workarounds are possible. The 

key is to move forward. 

Rafi was pleased with the benefits he could already recognize from the implementation of the Ideas portal as an 

enterprise-wide collection and management process. The end result, he knew, would be the sharing of ideas 

across Zain and the selection of viable ideas via a formal and transparent process. The maturing of this process 

would build the foundation for more advanced project portfolio management across the Zain Group. In addition, 

PPMO services were maturing, and the KPI portals were nearly ready for deployment. Indeed, he mused, the 

groundwork was complete for creating a vital link between investment in projects, business benefits resulting 

from those projects, and measurement of progress against 3x3x3 objectives.  

Looking forward, Rafi pinpointed a number of key milestones for the future. He recognized the adoption of a 

project management culture within a wider group of Zain staff (project teams and stakeholders) as an 

intermediate step. In addition, there was work to be done to complete the implementation of the project 

portfolio management processes and the integration of PPMO with the strategic performance management 

processes.  

With these milestones met, he would then be able to focus on attaining maturity levels within these core 

processes, allowing them to be certified as best practice relative to OPM3 and other recognized standards. And 

he would have reached his goal of changing how people work across Zain. He would have done so by harnessing 

technology to drive the standardization and maturation of processes and simultaneously to fan the often elusive 

flame of innovation and creativity. 
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Exhibit 1. Key Zain Milestones 

1983: Mobile Telecommunications Company (MTC) established as the first mobile telecommunications company 
in the region. 

May 2005: Acquisition of 85% of Celtel shares for US$2.84 billion completed. 

December 2006: MTC Group of companies full-year consolidated revenues reach KD 1.21 billion (USD 4.167 
billion) for the 12 months ended December 31, 2006, an increase of 109% over the same period in 2005 and 
consolidated net income of KD 305.3.06 million (USD 1.051 billion), an increase of 65% compared to the same 
period last year. 

January 2007: MTC launches ACE, an implementation strategy to realize the target of the 3x3x3 vision. ACE 
seeks to extract superior value from existing assets through three main thrusts: accelerating growth in Africa; 
consolidating existing assets; and expanding into adjacent markets. Through implementation of the ACE 
ǎǘǊŀǘŜƎȅΣ a¢/Ωǎ ƴŜǿ Ǝƻŀƭǎ ōȅ ǘƘŜ ȅŜŀǊ нлмм ŀǊŜ ǘƻ attain a US$ 6 Billion EBITDA, exceed 70 million customers, 
and become one of the top ten leading telecom companies in the world by market capitalization. 

September 2007: MTC Group's master brand and four operations in Kuwait, Jordan, Bahrain and Sudan rebrand 
to Zain. 

November 2007: Zain subsidiary Celtel Internatioƴŀƭ ŀƴƴƻǳƴŎŜǎ ǘƘŜ ŜȄǘŜƴǎƛƻƴ ƻŦ άOne NetworkΣέ ǘƘŜ ǿƻǊƭŘΩǎ 
first borderless mobile network in Africa, to an additional six countriesτBurkina Faso, Chad, Malawi, Niger, 
Nigeria, and Sudan. These countries join the Republic of Congo, the Democratic Republic of Congo, Gabon, 
Kenya, Tanzania and Uganda in the network, which was initially launched in September 2006 and was expanded 
due to increased demand. The extension of this technological breakthrough offered the possibility for nearly half 
ƻŦ !ŦǊƛŎŀΩǎ ǇƻǇǳƭŀǘƛƻƴ ǘƻ ƳŀƪŜ Ŏŀƭƭǎ ŀǘ ƭƻŎŀƭ ǊŀǘŜǎ ŀŎǊƻǎǎ мн ŎƻǳƴǘǊƛŜǎ ǘƘǊƻǳƎƘƻǳǘ ǘƘŜ ŎƻƴǘƛƴŜƴǘΦ 

January 2008: Zain announces that, in the fiscal year 2007, it recorded the highest-ever net profits in the history 
of Kuwait's private sector history. Zain recorded consolidated revenues of USD 5.91 billion (KD 1.677 billion) for 
2007, an increase of 32% compared to 2006. The consolidated EBITDA increased by 25% compared to the 
previous year and reached USD 2.56 billion (KD 725.34 million). Zain also announced a milestone consolidated 
net income of USD 1.130 billion (KD 320.45 million), an increase of 11% over 2006.  Active customers grew 
impressively and reached 42.4 million (inclusive of 3 million Iraqna customers, acquired on December 31, 2007), 
an increase of 57% over 2006. 

August 2008: Zain announces a rebranding of its entire African operations from Celtel to Zain. The move 
coincided ǿƛǘƘ ǘƘŜ ƭƛƴƪƛƴƎ ƻŦ ǘƘŜ ǿƻǊƭŘΩǎ ŦƛǊǎǘ ōƻǊŘŜǊƭŜǎǎ ƳƻōƛƭŜ ǎŜǊǾƛŎŜ, One Network, across two continents and 
inclusive of 15 countries covering a population of over 450 million. 

March 2009: Zain announces its consolidated financial results for the year ending December 31, 2008 with 
consolidated revenues of USD 7.44 billion, an increase of 26% over нллтΦ ¢ƘŜ ŎƻƳǇŀƴȅΩǎ ŎƻƴǎƻƭƛŘŀǘŜŘ 9.L¢5! 
increased by 15% for the same period, reaching USD 2.78 billion. Consolidated net profits reached USD 1.2 
billion, an increase of 6% over 2007. The earnings per share were USD 0.33 and shareholdersΩ equity was up 36% 
to USD 8.69 billion. Year-on-year customer growth across the two continents in which Zain operates was 50%, 
with the Zain Group serving 63.54 million managed active customers as of 31 December, 2008. 
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Exhibit 2: Key Players 

 

Zain Dr. Saad Al Barrak, 
CEO 

Saad Al Barrak joined Mobile Telecommunications Company (MTC) 
in 2000. Prior to that appointment, he was the Managing Director of 
International Turnkey Systems (ITS), where he drove growth from 
USD 5 million in 1985 to more than USD 100 million in 2000.  

In 2003, Barrak received the E-Businessman of the Year award for 
the Middle East and, iƴ нллрΣ ǘƘŜ aƛŘŘƭŜ 9ŀǎǘΩǎ /9h ƻŦ ǘƘŜ ¸ŜŀǊ 
award in Information Communication Technology. 

Dr. Barrak holds a PhD in Information Systems & Technology 
Management (University of London) as well as an MSc in Systems 
Engineering (Ohio University) and a BSc in Electrical Engineering 
(Ohio University). 

Mohammed Rafi, 
CIO 

Joining Zain at the end of 2005, Mohammed Rafi is Chief Information 
Officer (CIO) of Zain Group. Rafi has over 26 years of experience in 
the IT industry, including over 15 years in designing and 
implementing fixed, mobile, and Internet customer care and billing 
systems. He also has an in-depth knowledge of the architectural 
design, implementation, and integration of financial payment 
systems with the banking and telecom sectors.  

Prior to joining Zain, Rafi was the Assistant General Manager for 
Business Solutions, the largest business unit with International 
¢ǳǊƴƪŜȅ {ȅǎǘŜƳǎ όL¢{ύΦ tǊƛƻǊ ǘƻ ƧƻƛƴƛƴƎ L¢{Σ wŀŦƛΩǎ ŀŎƘƛŜǾŜƳŜƴǘǎ 
included the design of a debit card administration system for the 
largest bank in the Middle East (National Commercial Bank, Saudi 
Arabia) and the management of Internet, GSM, and landline 
customer care and billing systems for the Kuwait Ministry of 
Communications, Kuwait Mobile Telecommunications Company, the 
General Telecommunications Organisation ς Sultanate of Oman, and 
Libancell in Lebanon.  

A British citizen of Pakistan heritage, Rafi holds a H.N.D. in Computer 
Studies. 

Mohammed 
Sherif, Director, 
Group IT PMO 

Joining Zain in February 2008, Mohammed Sherif is the Director of 
the Group IT PMO. Prior to that, he filled several roles at 
International Turnkey Systems, including management of the Telco 
Development PMO. During his tenure with ITS, Sherif helped drive 
the development of a project-based culture and a unique project 
management methodology for ITS internal use.  

Sherif holds a B.S. from Calicut University (Kerala, India), an MA in 
English (Calicut University), a Diploma in Management (Indira Ghandi 
National Open University, New Delhi, India), and a Project 
Management Professional (PMP) certification from the Project 
Management Institute.  
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cordin8 Brad Jackson Brad Jackson is the co-founder and CEO of cordin8. Jackson has been 
working at the intersection of technology, organization, and process 
for over twenty years. cordin8 is based upon research and practice in 
the use of technology to facilitate the team-based organization, 
especially in the Web 2.0 era, and is the result of collaborative 
efforts between cordin8 technologies, llc and its partners and 
customers.  

Brad focuses on relationships with partners to create solutions that 
leverage cordin8's collaborative business platform as well as the 
successful implementation of cordin8 solutions with customers. He 
holds a B.S. from the University of Arkansas and an M.S. from the 
University of Houston, both in computer science.  

TenStep Chris Bragg Chris has spent more than 25 years working in project management, 
automation, business continuity, strategic performance 
management, and process improvement for major corporations, 
including Saudi Electricity Company, Zamil Steel, ALEC (construction), 
Bahrain Government CIO, BP, De Beers, Anglo American, Old Mutual, 
Norwich Union, and Computer Associates. 

He is Managing Director and co-founder of TenStep Middle East, the 
regional office of TenStep, Inc. 

Before specializing in project and strategic performance 
management (balanced scorecard) field, Chris spend more than 20 
years in IT, where he worked in nearly every aspect of the field and 
became a specialist in the strategic use of IT, data management, 
enterprise systems management, and performance management. 

Chris holds a BSc in Zoology from the University of Cape Town, and 
Operations Research and Computer Science qualifications through 
the University of South Africa. He is a member of the Project 
Management Institute, serves as a volunteer for the Bahrain Branch 
of the PMI-AGC Chapter, and is a certified Project Management 
Professional (PMP).  
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Exhibit 3. Zain Group IT Programs and Projects Portal 

This exhibit illustrates the design of the Group IT. Here is the list of active programs and projects in the portfolio. 

 

This exhibit also provides examples of reports that can be run from the portfolio. This report summarizes the 

status of each active project into a one-page overview: 
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Here, the PMO can view the overall status of active programs/projects: 

 

Here is a section of the same report showing a summary of a project (milestones, issues, risks): 
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Exhibit 4. Program and Project Notebooks 

This exhibit provides representative screenshots from program and project notebooks. This first example is a cover of a 

program notebook ŦƻǊ 9wt tǊƻƎǊŀƳψ½ŀƛƴ όǎŜŜ 9ȄƘƛōƛǘ о ǘƻ ǾƛŜǿ ǘƘƛǎ ǇǊƻƎǊŀƳΩǎ Ǿƛǎƛōƛƭƛǘȅ ƛƴ ǘƘŜ DǊƻǳǇ L¢ tǊƻƎǊŀƳǎ ŀƴŘ 

Projects portfolio).  

¶ Program Overview chart (left)τThe chart lists all the projects in the program. A user can drill down to any project 

notebook by clicking the name of the project.  

¶ Navigator (right) τThe navigator displays project management tools used to manage the overall program, 

including the program charter, schedule, lists of issues and risks, and so forth. 

 

The second example is the cover of a project notebook. Notice: 

¶ Color-coded project summary on the left, with high-level schedule milestones.  

¶ Project discussion forum. 

¶ As with the program notebook, the navigator on the right side provides access to management tools includes 

roles, project charter, budget, schedule, plans, tracking logs (issues, risks, scope change), meeting log and action 

items, and the project status report. Several of these items are illustrated in this exhibit. An optional section, 

Project Lifecycle, provides access to requirements, designs, and test cases.  
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Here is the project notebook cover: 

 

After the project manager completes the project charter or mission (see below), s/he can use the workflow routing feature 

to send it for review and approval.  
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The following two examples show how a project sponsor can approve items, such as a project charter, directly via email.  

 

 

  


