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Fundamentals of the Project Management Office (PMO) 
 
 

Who is behind project success? 
 
A project is considered successful only if all of its scope components are fully completed 
within the predetermined and agreed-upon baselines of timeframe and budget and within 
customer satisfaction about the progress and project goals. 
 
Any project has the constraints of time, scope, cost, quality, risk 
and human resources. These constraints are challenges but 
not accepted to excuse a project failure. 
 
Once success is achieved, many parties claim for their roles 
and contribution that enabled the project to succeed, but on 
the opposite all parties finger point at the project manager that 
he is one responsible for the failure.  
 
YES, the project manager is responsible for failure because in many situations he knows 
about the failure at early stages of the project but unable to do the necessary balance 
between the project constraints. The project manager complains about his authority 
level, the project environment, the ambiguous scope, and the market dynamics. Good 
project manager fight to create success of the project and if they feel unable they reject 
responsibility for taking the project. 
 
Regardless to any other explanation or reason, the Project Management Institute (PMI) 
emphasizes on the project manager’s responsibility for success or failure of the project 
and this terminology is used in the PMP certification exam, but an opposite language is 
almost used when communicating with senior management of the organization and this 
opposite language is considered the base for the Organizational Project Management 
Maturity Model (OPM3).  
 
Projects do not exist in isolation. Project is a “temporary work” an organization takes 
within its on-going work. In most organizations, functional managers have more power 
than project manager also project managers should comply with the organizational 
standards, policies and procedures. 
 
If project managers reject assuming responsibilities except in typical organizational 
environment then it will be hard to find professional project managers because the 
project environment is not perfect in most of the organizations. 
 
A project environment may be supportive, neutral, or challenging. Symptoms of a 
challenging project environment may be summarized as: 

1. Fighting over resources 
2. Frequent changes of project priorities 
3. Releasing projects irrespective the availability of resources 
4. Long change cycle process 
5. Sometimes projects are not achieving the expected improvements 
6. Not all projects are linked to the organization’s goals 
7. Executives assume their initiatives as top priorities 



Project Management Handout Fayez Jolani 
 

Fundamentals of the Project Management Office Page 2 
 

Why having a PMO? 
 
A PMO initiative is about creating a supportive project environment to increase chances 
of the project success. The ultimate goal is to ensure that the organization is “doing the 
right projects and doing projects right”. 
 
A PMO should help the organization to: 

1. Drive more projects without reasonably increasing resources 
2. Complete most of the projects in shorter times 
3. Improve both top and bottom lines of the organization 
4. Help executives implement their strategies as determined by the project mix and 

flow of projects. 
 
A PMO must help all management levels of the organization to improve the project 
management environment. 
 
Senior management is responsible of the vision 
and mission of the organization, develop 
strategies and determine sufficient initiatives 
within their portfolios to achieve strategic 
objectives.  
 
A PMO helps senior management to 
align their initiatives with a holistic 
view of the organizational 
strategies versus capabilities. 
Such alignment is done through prioritization models and governance and portfolio 
management. 
 
Program and project managers expect the PMO to standardize a methodology so that all 
project and program managers speak the same language and have consistency among 
all projects of the organization. 
 
 
 
For an organization to justify presence of the PMO, at least one of the following reasons 
must exist: 

1. Poor project delivery record 
2. Lots of simultaneous projects and project managers 
3. High complexity and time sensitivity 
4. Impact of failure is high on the organization or the project beneficiaries 
5. Project backlog is growing 
6. Projects are prioritized based on political influence and urgency 
7. Need to comply with government and industry standards 

 
If more than one reason exists, that indicates more justification and urgency to start the 
PMO initiative.  
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PMO functions 
 
The organizational structure, culture, age, history, nature of business, and types of 
projects undertaken are determinant factors to what functions the PMO should start with 
and given priority.  
 
Main functions include: 

1. Drive project cycle times down 
2. Facilitate choosing the right project mix 
3. Develop and maintain an executive cockpit, through portfolio 
4. Track and report progress (high level) 
5. Mentoring 
6. Tools 
7. Help desk 
8. Methodology 
9. Corrective action 
10. Facilitate the governance board 
11. Prioritization of the project portfolio 
12. Help projects in trouble 
13. Project management training 
14. Marketing and communication 
15. Archives 

 

Staffing the PMO 
 
A typical PMO includes staff for the following main functions: 

1. PMO executive 
2. Portfolio manager 
3. Project management mentor 
4. Project management tool mentor 
5. Help desk specialist 
6. Methodology specialist 
7. Project management trainer 
8. Data administrator 

 
 

PMO Reporting Structure 

 
PMO must report to an executive with 
responsibility for both: supply-side and market-
side of the organization or organizational unit. 
The PMO must be able to influence scheduling 
and decision-making across all projects 
otherwise some organizational units will see the 
PMO as their enemy. PMO must have enough 
influence to solve constraint resource crisis and 
project priority shifts permanently. 
 
Typical PMOs report to the top executive (CEO), and they have sub PMOs spread 
among the main units of the organization. 
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PMO Setup Roadmap 
 
Setting a PMO is not a plug-and-play matte, it is a journey where cultural change across 
the organization is essential to gain support of the executives, functional managers and 
even project managers. 
 
A PMO setup phases varies between organizations depending on their challenges but 
typical sequencing of phases as follows: 
 

Phase Year 1 Year 2 

Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 

1. Build the PMO case         

2. Develop PMO charter         

3. Empower the PM community         

4. Develop PM methodology         

5. Manage projects portfolio         

6. Implement EPM tool         

7. Increase PMO maturity level         

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Fayez Jolani [MBA, PMP, PMOC, PMI-RMP]  
 
Has over 30 years of executive and management experience during 
which managed tens of projects to implement state of the art solution 
such as: ERP systems, IT infrastructure, software development, new 
product development and marketing strategy.  
 
PMOC - Project Management Office Certified, provide consultancy and 
hands-on experience to establish an effective results-oriented PMO for 
organizations in the public and private sectors. 

 
 


