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     Abstract - Most of the organizations face failures in 
their project accomplishment due to different factors 
such as funds, planning, time, manpower, etc. Various 
management tools and techniques are practiced by 
organizations to strive against the existing challenges. 
Project Management Office (PMO) is an emerging 
concept that defines and maintains the standards of 
project management within an organization. In the 
UAE, even though most of the public sectors 
implement this project management strategy, the 
majority of the organizations are still following the 
traditional practices. The main objective of this paper 
is to analyze and provide a review of the literature 
based on the definition of PMO, PMO models, success 
factors and its impact on organizational productivity. 

     Keywords - PMO definitions and functions; PMO 
models; success factors of PMO; impact on project 
success rate. 

1. Introduction

The literature review includes critical evaluation 
of the literature that is related to the specific research 
topic. The main challenge of the researcher is to 
select the relevant literature from a large pool of data. 
This paper aims to analyze and explore the literature 
related to the PMO and its impact on the project 
success rate and thus on organizational productivity. 
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Most of the organizations are taking measures to 
improve their management practices and adopt new 
techniques. In the present competitive world, 
organizations are striving to strengthen their 
efficiency in job accomplishment and client 
satisfaction. PMO is an administrative body that 
manages projects with the support of management by 
ensuring satisfaction of all stakeholders. 

According to the Project Management Institute 
(PMI), a project can be defined as a temporary 
activity that is planned at the applicable time, costs 
and quality to achieve specific goals. PMI defined 
project management as an application that 
incorporates thinking, planning, expertise, 
knowledge, and techniques to accomplish a project 
goal by meeting the defined requirements. These 
definitions are the basics about projects and project 
management and have been modified accordingly 
several times. 

The term project has wider dimensions and can be 
generally defined as an activity with an objective and 
a time period. Projects are innovative and complex 
jobs that involve changes and have time constraints. 
Projects can be classified based on many attributes 
such as closed/open goals, time period, social 
commitment, outcomes, etc. 

The concept of project management is introduced 
in the 1950's, mainly in space and construction 
sectors. Later projects were associated with 
construction, manufacturing and computer-related 
developments (hardware or software development). 
Project management is considered a collaboration of 
planning, monitoring, coordinating and controlling 
all resources and tasks related to projects. The main 
elements that influence the proper management of 
projects are the organization, the manpower, 
operations, and the tools and support used [15]. 

Project Management Office (PMO) has been a 
recently introduced managerial body where the 
projects are managed, monitored and controlled by 
experts. The PMO has several models and 
frameworks and is employed in organizations based 
on the requirements. There are many articles related 
to PMO and this paper explores literature based on 
the PMO and related factors. It helps to get a wider 
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knowledge and awareness about PMO and its impact 
on UAE public sectors. 

2.  Literature review 

 This section presents the existing literature 
about PMO and a brief description of each of them. 
In the traditional systems, projects are managed by 
project managers and executives. Once a project is 
defined, they have the sole responsibility of 
planning, controlling, monitoring and implementing 
the project by using the required manpower and 
resources within the specific time period. Hence, an 
organization which handles many projects at the 
same time has to employ many project managers 
and faces co-ordination issues with these projects. 
The scope for PMO has got a prime concern at this 
aspect, where it acts as a center of control or 
support for multi projects simultaneously.  

 A research by Pollack contributes to an efficient 
understanding of the theoretical basis of project 
management. Paradigms are considered as a set of 
assumptions, thoughts, and values that helps to view 
reality. Soft paradigms indicate the focus on people 
or intangibles and are linked to qualitative and 
inductive reasoning. Hard paradigms are related to 
rigor and objectivity and are associated with 
quantitative and deductive reasoning. The paper 
describes project management definitions, tools, 
and techniques. As per the researcher, the tools and 
techniques of project management are independent 
of the purposes and depend on the practitioners who 
choose to apply them. The research concluded that 
traditional project management is deeply rooted in 
hard paradigms, and the influence of soft paradigms 
is gradually improving nowadays as per the 
advancements [23]. 

White & Fortune (2002) suggested a number of 
project management methods that are available for 
use in project-based organizations. Among these 
projects are included projects in a controlled 
environment (PRINCE), structured systems analysis 
and design methodology (SSADM), the European 
risk management methodology (RISKMAN), and 
the RIBA plan of work. Some among the popular 
PMO tools include critical path analysis (CPA), 
cash flow analysis (CFA), SWOT analysis, Gantt 
charts, and work breakdown structure (WBS) 
(Crawford, 2010). Some of the techniques that have 
been in practice for the past several decades, 
including the cost-benefit analysis, decision 
analysis, sensitivity analysis and implied/expressed 
preferences  [17].    

As a part of moving along with technology and 
advancements, various management reforms are 
practiced by the organizations. This helps to 
maintain a stability in the competitive sectors. 

Project Management Office (PMO) is one among 
such management practices that are having wide 
acceptance in project-based organizations. Some of 
the major factors based on PMO are reviewed in the 
coming sections. 

2.1 Definitions of a PMO 

The PMO has been recently evolving managerial 
practice where projects are monitored and 
controlled by experts. There are many definitions 
assigned to the PMO by various researchers and 
organizations. PMO, in general, can be defined as 
an organizational entity that standardizes processes 
related to projects by controlling resources and 
multi-projects aimed to accomplish the objective 
within the stipulated time. 

Different organizations follow different PMO 
structures. Hence, the definition also varies, along 
with the descriptions and functions of the PMO. 
Project Management Institute defines PMO as an 
organizational body or entity to which are assigned 
various responsibilities related to the centralized 
and coordinated management of projects under its 
domain. A PMO is considered as an organizational 
entity that provides functions and services ranging 
from maintaining standards for the provision of 
staff and resources for advising executive 
management regarding the organization’s portfolio 
of projects [18]. 

In a book written by Letavec, PMO is referred to 
as the Program Management Office. It acts as a 
guide to establish a successful project 
implementation process with knowledge, standards 
and consulting role of a project manager. The book 
includes the definition of PMO, the basic structural 
models, the benefits, implementation planning, etc. 
It describes identifying the challenges and 
opportunities of a PMO by conducting assessments 
within an organization. Practical guidance and 
detailed operations are included in the book so that 
it acts as a reference for those who are new to the 
concept and willing to implement it in the 
organization. According to the author, even though 
the definitions of projects vary depending on 
industries and businesses, PMO is defined as a 
responsible authority of expertise which can 
execute many functions associated with central 
management and projects. The book describes the 
basic structural models of the PMO as internal 
PMO, external PMO and enterprise PMO. It 
emphasizes that the specific benefits of PMO may 
vary depending on the structure and the operations 
of the organization [4]. 

PMO is a part of an organization that analyzes 
the needs of an organization and then develop 
methodologies for project management practices 
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accordingly. The PMO should be well trained in 
assessing and implementing the most efficient 
methods, tools, and techniques to be implemented 
for the projects [20].  

In a different study, Monteiro, Santos, and 
Varajao (2016) define PMO primarily on the basis 
of the structure of the organization. According to 
the authors, the definitions of the PMO in reference 
to the matrix and project-based organizations 
should be different. In light with that, the PMO can 
either be a unit or a department. However, they 
indicate that the definition entrenched on the roles 
of the PMO. Hence, it can be defined as a unit or a 
department, that engages in developing the method 
or rather techniques used in project management 
and institutionalizing its activities within that entity  
[21]. 

In a study conducted to analyze the success 
factors of PMO in the construction industries in 
Iran, PMO is defined as an organizational unit 
responsible for centralizing and coordinating the 
management of the undertaken projects. It is also 
called ‘plan management office’, ‘project office’, or 
‘plan office’ [14]. Researchers defined PMO as a 
mandatory unit within an organization to plan and 
develop the requirements for project management 
practices by fulfilling the needs of an organization 
[20]. 

PMO is also considered as a unit that assesses, 
evaluates, and defines the most efficient methods, 
tools, and techniques to be used in implementing 
projects within the organization [13]. Johri (2008) 
defines PMO as an independent unit within an 
organization that works closely with the project 
managers and project team from the start to the 
completion of projects [12]. As mentioned, there are 
many definitions for PMO and it varies based on the 
operations and structure of the organization. It can 
be stated that the organizations can adapt their own 
definitions and portfolios for PMO based on the 
project requirements and structure of the 
organizations. 

2.2 Functions of a PMO 

In most of the organizations, the PMO evolved 
as an enhancement factor of the existing project 
management practices. Thus the functions of the 
PMO are the same as the project management 
practices with some additional roles and 
responsibilities. Mainly the functions of the PMO 
focus on supervison, control and support along with 
the analysis of costs, risks, and project feasibility.  

Traditional project management techniques are 
not based on multi projects and have no definite 
ground. PMO, on the other hand, provides 
assistance and guidance to all existing projects of 

the organization. Thus, with the existence of a 
single entity to control and manage all projects, a 
standardized routine  is enabled in order to be 
followed by the organizations to share the 
knowledge and experience from previous projects 
in order to improve the execution of future projects. 
Also, as the PMO is employed by experts, it is very 
effective to avail training, guidelines and values to 
the project managers which should enable them to 
make the right decisions in difficult situations [24]. 

The roles and responsibilities of the PMO 
depend on the assigned jobs by the organization. It 
can be supported in managing single or multi 
projects at a time. Hobbs and Aubry (2010) did a 
survey where 500 PMOs participated. The 
researchers concluded that there is no specific 
definition or job description for a PMO, but is only 
related to the organization. Project Office, Program 
office, Project Support Office, Project Management 
Office, Program Management Office, Central 
Project Office, Project Management Oversight, 
Project Management Centre of Excellence are some 
of the synonyms or names of PMO [9]. The most 
commonly used definition of PMO is the Project 
Management Office and is used throughout the 
research process. 

In the book named 'The complete Project 
Management Office handbook', the author Hill 
observed that the PMO has significantly developed 
in controlling of project management intellectual 
property. The main functions of the PMO are to 
apply and ensure a standard, repeatable process to 
guide project efficiency from planning to 
completion. Also, the functions of the PMO are 
aligned with the organization's business interests. 
PMO determines and implements project 
management process and practical solutions. It 
chooses the appropriate workforce for a project and 
supports the organization’s technical work 
performance. PMO also assists, directs and supports 
project managers and project teams in achieving 
project objectives [7].  

According to the author, the PMO is categorized 
into four (4) groups such as practice management, 
infrastructure management, resource integration, 
and technical support with each having its specific 
functions. The practice management group is 
responsible for project management methodology, 
project tools, setting standards and metrics, and 
knowledge management exercises. Hence, it plays a 
priority role in project planning and analyzing the 
feasibility of a project with standards and metrics. 
Infrastructure management ensures the structural 
facilities and equipment available for the successful 
completion of the project. In the resource 
integration phase, all the resources, including the 
manpower teamwork and coordination are 
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developed. The last group ensures that the project is 
implemented within the planned period and budget 
and with the expected quality as per the client 
requirements. Thus the technical support group 
plays a central role in the success of any project by 
conducting planning, auditing and project recovery  
[7].       

Researchers track the evolution of PMO in 
different organizations. The study also explores 
various factors that are associated with 
organizational reconfiguration and its impact on 
project accomplishments. It stated that 
organizational tensions, power, and politics are the 
primary drivers for the implementation of a PMO. 
Managing changes, risks and stakeholders are the 
main challenges to be addressed during PMO 
implementation. The central role of the PMO is, 
therefore, to coordinate planning, prioritizing, and 
facilitating the project implementation by ensuring 
that the projects are implemented and adhere to the 
standards within the expected resource estimations 
and the planned timeframe [10] 

A research is conducted using a sample of 19 
project-based public firms in Abu Dhabi and Dubai 
based on the PMO. It collects feedbacks of 450 staff 
members from these organizations using a survey 
method. The researcher concluded that 95% of the 
organizations had established their own PMO. The 
major roles or functions of those PMOs are 
identified as strategic management alignment, 
developing project management methodologies and 
competencies, monitoring and controlling 
organizational learning, and developing project 
team structure and communication improvement. 
The researcher also added that apart from these 19 
sampled organizations, PMO practices were lacking 
in most of the organizations in UAE [2]. 

2.3 PMO Models 

The responsibilities of the PMO can range from 
providing project management support functions to 
actually being responsible for the direct 
management of a project. Hence, different 
researchers proposed various models of the PMO.  

An article that critically reviews the book based 
on PMO by Letavec describes the basics of the 
PMO and models of the PMO. Along with the basic 
structural models, some relevant models are also 
described. One is a Strong PMO Model that serves 
as the central project and program management 
body. Consulting PMO Model analyzes the 
requirements of the organization by enhancing a 
project management the PMO addresses the project 
management needs of the organization primarily 
through a unit within the organization. For the 
companies that cannot afford full-time PMO staff, a 

blended model is proposed which operates on the 
factors of both strong and consulting models[4]. 

The paper includes broad literature about the 
PMO, its functions, contributions, and concerns. It 
also explains the PMO functional models and the 
comparison between models along with their 
strengths and weaknesses. The research considers 
four distinct industries that implemented different 
PMO models and compare the attributes, namely;  
(1) an IT company with PSO (Project support 
office) and the PMO, (2) a service industry with 
PMO and PMO of the program, (3) an engineering 
industry with PMO (Strategic program office) and 
Operational program office, (4) a manufacturing 
industry with PMO and Program Office. Separate 
support units could contribute a closer relationship 
between the beneficiaries and the authorities along 
with PMO that can drive more efficiently. The 
study puts forward a relevant finding that over a 
course of structuring PMO, there is a high 
probability that the organizations employ previously 
used solutions  [19]. 

Even after efficient functioning, lack of 
recognition drives down the motivation of PMO in 
organizations. The research was conducted using a 
case study approach by examining the PMOs of an 
IT service company in the US. As such, the 
researchers used a longitudinal method, where the 
data were collected from the same subjects at 
different points of time. Proper requirements should 
be identified and the purpose should be defined 
before implementation of a PMO. Generally, the 
main objectives of establishing a PMO are to make 
more efficient use of resources and skills, to reduce 
the risk of project failure or to improve the success 
rate. Even though these objectives are achieved, 
PMO is more likely to survive if it remains close to 
those users that deliver the projects and convinces 
the decision making authorities that the cost of 
PMO resources is justified [16]. 

Project Business Management PMO model has 
been categorized by the researchers into 7 roles of 
the PMO. Enterprise PMO, Division PMO, 
Business Unit PMO, Project PMO, Project Office, 
Project Support Organization and Project 
Management Centre of Excellence (PMCoE) are the 
seven proposed models. The position of PMO in the 
organizational hierarchy determines its authority 
and functions. Enterprise PMO is a supreme 
authority for strategic planning, project selection 
and prioritization who reports to the CEO. Division 
PMO does the tactical planning and project-
portfolio management which reports to the 
Enterprise PMO. Business unit PMO conducts the 
operations master planning and project/program 
management. Project PMO manages a major project 
from initiation to the closing. Project Office reports 
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to the project manager and maintains the 
documentation and may manage the project. Project 
Support organization reports the progress and status 
of multi-projects and performs the administrative 
tasks. PMCoE even though without handling 
projects, establishes project business management 
standards, practices, and competencies [11]. 

2.4 PMO in UAE 

In UAE, the concept of the PMO has started 
adoption about a decade ago. Even though not many 
studies are found based on this topic, various 
articles and reports imply the acceptance of PMO 
trend in the organizations in the UAE. 

In a research recently conducted in 19 project-
based, public firms in Abu Dhabi and Dubai 
illustrated and associated as the current roles played 
by the PMO in the UAE. The study indicates that 
there is a lack of flexibility in some of the PMO 
models adopted in the UAE public organizations 
[2].    

However, despite the benefits that the PMO has 
brought into the public sector of the UAE, a study 
conducted by Soliman (2015) revealed some of the 
key challenges persisting in PMO implementation 
in the UAE. They are politics, change resistance by 
stakeholders, lack of alignment, inadequate training, 
and other resources, and low accountability. 
Soliman’s study pointed out that most of the PMOs 
are not independent and are often influenced by 
politics and thus derailing their optimal 
performance. 

A similar study conducted by El-Sayegh (2014) 
further confirmed project risk management 
practices being the key challenge faced by most 
public-sector organizations in the UAE revealed 
that risk management was a prevalent challenge that 
many organizations in the public-sector face, and 
this has largely derailed the effectiveness of success 
in the organizational projects. Moreover, a study 
conducted in UAE found out that leadership and 
team management practices were key challenges in 
the public sector, and hence the need for effective 
PMO. This would foster increased diligence in 
project planning, coordination, and control [1].  

As a part of literature reference, articles related 
to PMO and implementations in various countries 
are also referred. The majority of the researches 
stated that project management office is a central 
strategy for the success of many public-sector 
organizations, and the organizations which 
experience failures even after the implementation of 
PMO need to focus on building the capacity of the 
PMO unit in terms of capital and human resources.   

3. Research methodology 

The methodology of framing this paper is 
described in this section. As PMO is a trending 
project management practice, therefore there is a lot 
of literature published based on this area of study. A 
search protocol is defined to choose the relevant 
literature from the article pool. Search protocol is a 
set of guidelines to search the literature related to 
the research and helps to filter the irrelevant 
literature. Search protocol is adopted in a research 
to reduce the literature bias and to get reliable and 
valid information about the research topic. To 
collect the literature, various online search engines 
such as Google and academic databases such as 
Google Scholar, ScienceDirect, RePEc, and online 
libraries are explored. The main intention is to 
access in-depth literature materials for the research. 

As the topic focuses on PMO, the keyword 
search includes project management, PMO roles, 
PMO models, PMO – definitions, methods, 
consequences, advantages, challenges, and factors 
to be considered during implementation. The search 
protocol follows an inclusion criterion with certain 
guidelines. Only the publications in English 
language are selected. Peer-reviewed journals, 
reports, articles, and published books are selected 
for review. As PMO is a trending phenomenon, the 
evolution of the concept is also taken into 
consideration. Except for some books and reports to 
retrieve basic ideas, the majority of the articles 
published between 2008 and 2018 are selected as 
references.  

The core concepts are obtained from the content 
of the relevant articles. The content of an article is 
analyzed by going through the abstract or 
introduction. It is found that some articles, even 
though specified as related to PMO, have no 
relevant content based on the PMO. Hence, such 
articles are ignored. Also, some articles that 
describe the traditional project management 
techniques are explored to understand the 
differences or the scope for the implementation of a 
PMO. 

4. Findings from a literature review 

Having reviewed the literature in this area, it can 
be noticed that the PMO is addressed as many 
definitions by different authors, but the popular 
term used is the Project Management Office. In 
saying so, there is a consensus and high degree of 
commonalities in the literature using the terms 
Project Management Office (PMO) to address this 
matter.  
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Thus, PMO is found very useful in a survey 
conducted among 236 project managers working in 
public organizations. It has been stated that the 
projects which are guided by PMO methodology 
and standards lead to success in terms of 
completion based on time, cost and defined 
specifications [17]. 

 The project success rates are not influenced by 
PMO when there is a lack of capacity building 
center and project monitoring and control system 
[8]. A research to determine the efficiency of PMO 
tools and typology describes that as the projected 
sensitivity and PMO methods were not well 
established, the project success rates were fairly low 
[22].  

 The success of the organizational projects in 
public sectors is influenced by the PMO and is 
facing many challenges. Risk management is a key 
challenge that exists in the UAE public sector 
organizations. Hence, PMO should address these 
practices to create an impact on project success [5]. 
In a research conducted in the USA based on DoD 
and NASA, the research found that the PMO has a 
prominent role in project success. It is also revealed 
that scheduling, monitoring, and specification are 
established as the key factors of PMO methodology 
[6].   

Likewise, PMO contributes to the success of 
projects and helps to determine the feasibility of 
projects. It reduces the project failure rate along 
with identifying the requirements in the completion 
of a project [25].  The UAE has accepted PMO as a 
managerial reform and many organizations 
incorporated the concept. But still, the nation faces 
some challenges related to politics, inadequate 
training, lack of awareness, low accountability and 
concerns of stakeholders in employing a PMO [26].  

All of these, suggest that among many factors, 
the key challenges that public sectors faced is 
leadership and team management practices [1]. 
Further, the reviewer of literature is summarized in 
the below sections. 

4.1 The roles assigned to a PMO 

From the literature review, some conclusions are 
made based on the roles and functions of the PMO. 
For a well-established PMO, roles are not 
constrained to project operation, but the PMO is 
responsible for the process of selection of projects 
toil the completion. When a project proposal is 
obtained, it is the responsibility of the PMO to 
analyze whether the project can be efficiently 
implemented by the organization. This should be 
done effectively by assessing the compatibility of 
project implementation with the current systems 
available in the organization. 

When the project is chosen, proper planning 
should be done. The requirements are determined, 
including manpower, tools, techniques, technology, 
time period and budget for the project. PMO is 
responsible for the coordination between multi 
projects at the same time. The standard set of 
procedures applied to similar projects should be 
followed in the case of planning, documentation, risk 
management, cost control, etc. The project 
completion should be coordinated by the PMO by 
addressing all the challenges and concerns. PMO is a 
part of the delivery of projects to the clients by 
ensuring the satisfaction of all stakeholders. 

 
Table 1.: Major roles of PMO 

 

Functions Author 

Assessing the feasibility of 
a project for selection 

 (Hill, 2008) 
 (Santos, et al., 2014) 

Planning and defining the 
requirements for the project 
implementation 

 (Dashmishra & Jadwani, 
2014) 
 (Kutsch, et al., 2015) 

Follow standardized 
procedures for all the 
projects handling 
simultaneously 

(Hubbard & Bolles, 2015) 
 (Letavec, 2006) 
 (Li & Yetton, 2007) 

Controls and monitors  
project operations 

 (Al Ameri, 2016)  
(Hobbs & Aubry, 2007) 
 (Kuster, 2015) 

4.2 Models of a PMO 

The PMO models vary depending on the 
researcher. Different articles define different models 
for PMO. But it has been noticed that even though 
the names are dissimilar, the concepts are the same. 
Letavec (2006) described three models of the PMO 
as External, Internal and Enterprise PMO. The PMO 
implementation in organizations varies depending on 
the structure, type and the policies of the 
organization. In a study, seven models of PMO have 
been defined for larger enterprises [11]. This research 
is focused on three main models of PMO which can 
be considered as 1) Project Support Office (PSO) 2) 
Project Control Office (PCO) 3) Project Authority 
Office (PAO).  

In the project support office, the PMO is assisting 
or supporting all projects related operations. This is 
suitable for small-scale organizations where the PMO 
is reporting to Project managers. In the Project 
Control Office, PMO acts as an independent identity 
which controls multi projects at a time. Also, unlike 
PSO, PCO has more responsibilities and reports to 
the management directly. In the third model, PAO 
acts as a decision making authority which is a part of 
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the management. This research is conducted by 
considering these as the basic models of the PMO.  

4.3 The main success factors of a PMO 

Success can be defined in many ways depending 
on various factors. While considering a successful 
project, it can be considered that a pre-defined 
common objective is achieved within a specific 
time and budget. Even if there happen slight 
variations in the specifications that are already 
defined, most of the times it is considered 
negligible. 

Even though when a project achieves the defined 
objective, but not confined to the time, then the 
project is not regarded as a complete success. There 
are many factors that restrained the successful 
implementation of projects. The main aspects to be 
considered during the planning of a project are the 
budget, allocation of resources, time, expectation of 
customers, available and required manpower. 

 Clifton (2015) suggested seven factors that 
determine the success of a PMO, which include 
change and stakeholder management, tools and 
framework (resources management), effective 
documentation, progress controlling and quality, 
risk management, training and capability training, 
and communication and collaborating [3].  

Considering PMO to have a major role from the 
project selection till completion, this study is based 
on the concept of proper planning. Even though 
PMO is common in the project based organizations, 
the success rate depends on many factors. The 
implementation of PMO depends on the 
organizational structure and requirements and hence 
proper study and planning is required for an 
efficient PMO implementation. 

5 Conclusion and further research directions 

This paper provides a view that is based on a 
literature review on Project Management Office 
(PMO) and focusing on its impact on the UAE 
public sectors. As PMO is a wide topic, it is a 
challenging task to focus on the relevant facts from 
a vast pool of literature. This study follows 
literature selection criteria and has selected the 
pertinent articles for references. More than 25 
articles are considered as the key literature in this 
paper. Inevitably, the paper explores the core 
concept each literature contains and emphasizes the 
factors that are required for this study.  As such, this 
paper critically evaluates the definitions, roles, 
functions and models of the PMO, and also 
summarizes the findings of the pertinent literature. 
PMO as an emerging project management practice 
in the UAE, requires well planning before 

implementation. As per the literature review, it can 
be stated that a properly framed PMO model could 
contribute much to the project success rate and is 
thus reflected in the organizational productivity. 
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