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Overview

With PMOs becoming more pervasive in large and medium
enterprises, this whitepaper explores different PMO models and
functions. It explores the value proposition of a PMO and the
challenges PMOs face.
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1. What is a PMO?

Traditionally, project management within
organisations has been the domain of a small group
of professionals, often existing within a discrete
corner of the organization due to the unique nature
of their work. Project managers often have the sole
responsibility of delivering a project via their project
teams. Sometimes, a project team is formed from
colleagues within a business unit under the guidance
of a Project Manager. Occasionally, the (accidental)
Project Manager has the responsibility to deliver the
project often with no project management training.
In many cases, the organisation in question has
limited or no defined project delivery processes,
methodologies, standards or governance structures
in place. Although a project sponsor may be present
at the outset, it is often the case that the sponsorship
wanes over time or is transferred to a disinterested
party.

A disciplined approach to project management is
being recognised in the industry as a critical and vital
success factor to deliver successful projects.
According to a study by KPMG in 2005, including
more than 600 organisations over 22 countries and in
different  industries, 49% of organisations
experienced at least one project failure in the past 12
months and in the same period, only 2% of
organisations achieved target benefits all the time
while 86% of them lost up to 25% of target benefits
across their entire project portfolios[4]. To address
these concerns, a disciplined project management
environment is required.

With this knowledge, a number of organisations have
made changes to their business processes to
incorporate and assist project delivery. Establishing a
Project Management Office, or PMO, is an important
step in solving these problems.

The Project Management Institute describes the
Project Management Office as: “An organisational
body or entity assigned various responsibilities
related to the centralized and coordinated
management of those projects under its domain. The
responsibilities of the PMO can range from providing
project management support functions to actually
being responsible for the direct management of a
project”. [3]

The PMO is a centre of organisational project
knowledge with expertise-related project
management practices, techniques and standards,
and is responsible for executing many functions
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within an organization. It plays the roles of a
consulting organisation - involved in executing

projects, mentoring project managers and providing
consulting; knowledge organisation - involved in
capturing and organising project artefacts, training,
and growing project management culture; and
standard organisation - involved in establishing
standards, processes, procedures and templates.

2. Benefits of Implementing a PMO

Successful establishment of a PMO into an
organisation will allow expected benefits to be
realised by the business. The Delivered benefits will
differ depending on the PMO mandate the objectives
of the organisation. At the highest level the PMO can
assist the organization ensure it is working the
correct set of projects and assist those projects is
being delivered well. Further to this, the PMO can
provide oversight and control over projects ensuring
that projects are managed by defined processes and
methodologies and  standardisation in the
management and delivery of the projects throughout
the organisation. Regardless of the different reasons
and motivations of implementation of the PMO, they
can certainly lead to reduced expenses and deliver
strategic projects with more consistency and
efficiency [9].

We can summarise the benefits of a PMO as:

Alignment of projects with the organisation’s
strategy

Improving time and cost performances by
ensuring projects are delivered within an
efficient, sufficient, effective and repeatable
framework

Meeting success criteria by improving quality
of project deliverables through quality control
Improvement in resource and capacity
management, resource allocation and pipeline
planning

Improvement in visibility and traceability of
deliverables through provision of standard
methodology for management, project status
and reporting and support business goals and
consistency in approaches

Improved employee professional
development through training and mentoring

Improved communication with client and
consequently improvement to the
organisation’s credibility
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3. PMO Models

At a high level, the structure of a PMO may be either
internally facing or externally facing. The internally
facing PMO provides department, groups and
divisions with the benefit of program coordination,
consulting, education and standards setting. The
externally facing PMO provides a link between the
organisation and one or more of it's customers by
acting in a customer engagement and coordination
capacity It ensures customer satisfaction as well as
significant challenges in terms of coordinating many
internal groups, vendors and other parties involved
in delivery of customer projects.

There is no implied assumption that there must be
only one internally facing PMO or externally facing
PMO within an organisation. Some might have
multiple PMOs within the organisation, each
coordinating efforts for a particular division. These
models need to be adapted according to unique
needs of the organisation.

Depending on the authority level of the PMO and the
role of the PMO, there are two main PMO models,
categorized in terms of maturity level; PMO with
authority and PMO without. To identify PMO
maturity, we can analyse a PMO in four different
aspects, these being: vision, positioning of the
people, project engagement and its methods and
metrics.

In the first main model, the PMO focuses on cost
control and status reporting to ensure on time and
in-budget delivery without any authority to
investigate in other areas such as strategic
establishment or business consultancy. This results in
a consulting model for the PMO [7].

In the P.O.Box PMO, the PMO primarily plays the part
of information collection and dissemination. With the
exception of some filtering and formatting, the PMO
adds little value to the information passed and most
likely knows little about the degree to which the
information is valid. Whilst this sounds critical, this
style of PMO often provide management with
consolidated reporting not available through other
channels and also tends to hold the single source of
truth for in flight and pending projects. This model of
PMO is often an overhead that is justified only as a
result of the increased visibility they provide
management.

The Consulting PMO addresses the project
management needs of the organisation primarily
through mentoring and fostering a sense of project
management community in the organisation, but
seldom has direct responsibility for project efforts. It
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assist projects by providing training for project
managers and project staff, gathers and disseminates
best practice and provides project support services
such as advising on contract management and
reducing the amount of administrative overhead
placed on individual Project Managers for some
management functions. This model may be
considered as an overhead rather than a contributor
to enhancing delivery due to lack of responsibility for
project deliverables, overall standards setting or
governance activities.

Project Repository model

This model is usually applied in organisations that
have a cohesive set of tools for project design,
management and reporting but suffer from a weak
control — governance or have business-centric project
ownership. The PMO in this model serves as a source
of information on project methodology and
standards. The ability to identify project bottlenecks
and data gaps and the ability to apply risk
management throughout the project lifecycle are the
results of implementing this model. The PMO can be
considered as a source of information on projects,
methodology and standards. In this model, the PMO
normally lacks accountability for the bottom-line
results.

Coach model

In this model, the PMO plays role as trainer, mentor
or coordinator to share project management
practices across functions, resulting in enterprise
performance improvement. The PMO also helps in
project setup and post-project reviews by
documenting and sharing the best practices and
monitoring project performance.

Increasing the PMO credibility and authority to enter
into operational areas creates a mature PMO model
with a program or portfolio management aspect,
more effectual metrics and the ability to make
financial and strategic impacts. However, as
mentioned before, it happens only if the PMO gains
buy-in from higher-level management to obtain the
required authority.

A Strong PMO engages in support or oversight of a
number of the organisation’s highest priority projects
to ensure consistent project execution and utilization
of a PMO staff’s expertise to ensure project success
by setting direction and vision for the practice of
project management tasks.
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In the Blended PMO model, the PMO may have
direct responsibility for managing the execution of
some projects such as the ones that require
coordination of resources within several different
areas of the organisation, but day-to-day
management of the majority of the projects in the
organisation still rests within the organisation itself
rather than the PMO. The flexibility of this model
allows the PMO to serve as both an active project
support organisation and a project management
organisation. In this model, individual business units
manage their own portfolios; however, some may
rollup their portfolios through the PMO for use by
management. This model is useful for organisations
that cannot support a full-time PMO in addition to a
full complement of project managers. [8] This
maturity level results in two further models for the
PMO.

Enterprise model

EPMO assesses the scope, allocates resources and
verifies time, budget, risk and impact assumptions. It
implies a direct management or oversight of the
project involving the EPMO in all projects regardless
of size.
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Embracing methods, skills and strategies to enable a
consistent motivation to seek out accelerated project
deliveries, stronger project portfolio and project
management performance are the main attributes of

this model. Issues and risk management, portfolio
prioritization are the PMO responsibilities as well as
project management training, coaching and
mentoring by considering the organisation goal as

the main emphasis.

4. Functions of a PMO

KPMG survey revealed that the most popular PMO
objectives, which directly influence the PMO
functions, are to improve project management
practice (23%), increase success rate (29%) and
provide project management consistency(28%) [4].
Regardless of the type of PMO, they all help the
executive and management team to develop and
review the organisation’s investment profile by
assuring that the organisation is considering two
criteria in its investment strategies — choosing the
right projects aligned with corporate strategy; and
assuring that these projects are carried out well.

To facilitate the selection of projects, aligned to the
organisation strategies, a number of crucial PMO
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functions are required at the initiation and planning
stages.

Idea screening and project identification
Project prioritization

Participation in PMO strategic planning
Benefit identification

Assistance in business case development
Provision of standardization on
methodologies, templates and documents
Selection of metrics and evaluation
templates and analysis

Project planning

Resource planning

The PMO can monitor project performance and
contribute to project delivery by performing the
following functions in the execution and closure
stages.
Implementation  of
system
Resource sharing across projects
Communication between projects
Performance monitoring, corrective actions
and reporting to upper management
Development of project scoreboard
Risk management
Ensuring mature change control procedures
Vendor and outsourcing management
Project management coaching and training
Project documentation management
Conducting the post-project reviews and
audits
Lesson learned database
and management

project information

implementation

By considering Hobb’s survey results [5] regarding
the level of importance in PMO functions, it can be
concluded that the PMO is considered as a
coordinating and communicating entity since
reporting, developing standard methodologies and
coordinating are among the most important
functions of the PMOs. This can justify the fact that
most of the PMOs are categorised as Project
Repository or Coach Models.

5. Measuring the effectiveness of a PMO

In research investigating 500 PMOs [5], more than
60% of PMOs were 1 to 5 years old while only 15% of
them were older than 5 years; many PMOs are shut
down within 18 months implying they are not
effective or are not worth the investment. Evaluating
PMO contribution and success toward strategic
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objectives is critical since it directly results in higher
authority level and ability, what PMOs really lack.
More than 35% of PMOs have no or little authority
and just less than 10% have very significant authority
[5]. According to the CIO/PMI survey, 42% of
companies with PMOs less than a year old did not
know or did not track PMO success rate [5] and in
KPMG study, 22% of organizations do not measure
their PMO performance at all and only 17% align
their PMO assessment with the their criteria [4].

Since there is no record of completed projects,
benchmarking results against other organisations
isn’t a reliable gauge of a PMO’s influence on project
success, particularly when no two projects are the
same. There are some qualitative metrics to measure
the level of PMO success such as customer
satisfaction, used in the Balance Scorecard
methodology. Using this method, the success rate
can be measured in the four areas of financial,
customer, internal processes and learning and
growth perspectives. Generally some common
measures are:

Reduced project cycle time

Improvement in time to market for product
and services

Improvement in productivity

Improvement in Project profitability
Improvement in project success rate
Improvement the visibility in project
performance and future opportunities

6. Overcoming PMO Challenges

Generally, there are five top reasons of project
failures, [12] and these reasons play an important
role in PMO failure. These reasons are incomplete
requirements, lack of user involvement, lack of
resources, lack of executive support and unrealistic
expectations. To identify PMO challenges, it is
important to investigate the four main performance
and function influences, they are; purpose, position,
stakeholders and people.

When there is a requirement for the business to
report on progress in terms of time, cost and quality,
the PMO is sometimes considered as a blocker,
project police or an wunnecessary bureaucracy
creating paperwork. To avoid these perceptions, the
PMO needs to have a clear strategy for value adding
to projects linking to business strategy, providing the
appropriate level of reporting to the executive.

The PMO position within the organisation is the
second factor that creates challenges, especially
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when it appears irrelevant to the organisation. This
may be because the PMO is positioned too low in the
management reporting structure. Having a clear
engagement model for the PMO outlining the PMO
charter may help to prevent these pitfalls.

By ensuring the PMO manager is a suitably senior
role, and paid accordingly is indicative of the level of
management support for the PMO. Poor choice of
PMO staff can result in increased PMO costs against
achievements, less buy-in and the creation of poor
perceptions of the PMOs ability to deliver, support
and manage. Well-trained staff in project
management is necessary for the PMO to not only
succeed but also have credibility throughout the
organisation.

From a stakeholder perspective, like any project, the
PMO should have a communication plan in order to
work effectively with senior executives. The PMO
must avoid being seen as a threat with excessive
intrusion and avoid being seen as an administrative
function.
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