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Abstract

Many organisations in both public and private sectors are striving to discover new tools
and strategies to streamline their project implementation. Among these \pasjéte
management offiqg@MO), which has been developed from the womb of the advanced
project management methodology. This work is both exploratory and causal study,
which concentrates on investigating the effectiveness of seven proposed PMO roles
(as independent variables) in carrying out the strategic plan (as the dependent variable)
of the public sector organisations in the UAE. The study aims also to derive some
insights into coordinating pattern established between PMO entity and other
departments involved in the project implementation within the context of the
organization’s strategic plan. A Likert-based questionnaire has been structured to
cover all aspects of the research questions and hypotheses. The survey hyperlink
emailed to 19 project-based public organizations in Abu Dhabi and Dubai Emirates
(as business centres) prior to broadcasting among their 450 staff members who
involved activey in the various project business. 366 participants viewed the survey
link, whereas 268 of them responded with perfect and usable questionnaires. The
received data analysed quantitatively by using multiple regression. The analysis
outputs, as expected, lEndicated that 95% of the targeted organizations established
own PMO. The high visibility of PMO allowed robust investigation on the connections
between various PMO roles in executing the strategic plan of the hosted organizations
to reveal a number of statistically significant linkages between various variables. The
top-five PMO roles involved in strategic plan execution were found tp $eategic
Managementj) development of project management competencies and methodology,
iii) monitoring and controlling project performanoe), organizational learning, and

V) organization structure and communication improvement. Whereas 12 top metric
criteria were identified to measure the effectiveness of the PMO unit. These findings
utilized in developinga conceptual PMO model to be flexible and applicable with
similar project management methodology in various business domains, and paving the
way formore investigations. This study gives some implications for those involved in

the PMO applications, and recommendations to further research studies.

Keywords: Public sector organization, PMO, strategic plan, exploratory study, causal

effects, quantitative method, multiple regression, Abu Dhabi vision 2030, UAE.
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Title and Abstract (in Arabic)
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Chapter 1: Introduction

1.1. An Overview

It is beyond dispute that the advent of the advanced technologies in today's business
and industrial domains has drastically increased the complexity of managing the
various phases of the project execution (Austin et al., 2002). This, in turn, has brought
organizations to face unprecedented management challenges that have sparked strong
interest in finding effective approaches and tools to streamline the implementation of
their strategic plans and objectives. In an attempt to improve the performance and
completion of their business projects, many project-based organizations are therefore

turning to introducing and adopting innovative management solutions.

The present world business environment is characterized by powerful driving
forces, such as globalization, financial markets, economic integration, and the
tendency to remove al barriers to free global trading mechanisms, as monitored and
regulated by the World Trade OrganizatiofWTO). However, the rapid advancesin
information and communication technology (ICT), such as web-based and cloud
computing applications have introduced powerful media, which have pushed further

the project of making activities take place in virtual spheres.

The development of new innovative management approaches has changed the
traditional landscape of the business activities to be webbed by complicated business
relations to form different multinational patterns of business strategy and alliances for
executing mega-projects worldwide. In the present complex business environment, an
organization should respond positively to the emerging challenges. This means that

the organization is always expected to be both reactive and proactive towards the new
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challenges and threats triggered by itsinternal and external conditions (e.g., physical,

socioeconomic, or political issues).

Potential challenges are, for instance the advent of new technology and
methodology, organizational restructuring, or market competition with similar
products and services. Nowadays, projects have become widespread organizational
structures, which pave the way for the emergence of a new form of organization,
namely the project-based organization, whose core business components are project-

related activities.

Tjahjana et a. (2009) argue that the complexity of such a business situation
has led to unfavourable challenges being created for many project-based
organizations, which find it hard to handle their business projects in a proper and
professional manner. Among these challenges are the following:

a) Scarcity of resources Every organization, regardless of its core business
activities, faces a shortage in one of its vital resources, such as professional
human resources, financial funding, efficient management approaches, etc.
Therefore, the organization must effectively distribute its available resources
between its projects to avert such limitations.

b) Inconsistency in the management procesisconsistency is usually found in
an organization whose management capabilities are still immature; hence, it
fails to manage paralel projects effectively, or to measure their actua
performance.

c) Lack of coordination between various project$he inefficient coordination

between multiple running projects usualy causes a vital disruption in the
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execution of these projects, yielding poor outcomes. Accordingly, an
organization may face bankruptcy.

d) Improper selection of projects Many organizations find it hard to select
projects that are aligned with the organization’s vision and strategic plan.
When this happens, improper project selection causes the organization’s

crucia resources to be dissipated.

Many organizations that deliver products and services in a project-based form
have increasingly introduced a new integrated organizational entity known as the
Project Management Offid@®MO). The PMO emerged as a hew concept of project
management (PM) practices and also a business strategy to support innovatively the
execution of the organization’s business plans by integrating managerial and
operational activities (Hobbs et al, 2008). Thus, the implementation of the PMO has
become a global business phenomenon and growing trend in the way the organization

proposes its objectives and strategic goals (Aubry, Hobbs, & Thuillier, 2007).

The impetus for introducing the PM O within the organization is often adesire
to improve the management of projects and at the same time to reduce the number of
running projects that fail to meet the expectations of customers and stakeholders due
to budget overruns or unacceptable delays (Aubry et al., 2008). Therefore, the
existence of a PMO has become necessary for organizations in both the public and
private sectors whose core activities are project-based. Because the PMO unit can
interact actively in the host organization with a project and a business environment, it
is responsible for improving the project management capabilities of the host
organization; athough in the business environment, it is responsible only for liaising

between the business partners and the project participants (Tjahjana et al., 2009).



4

In genera, the primary intention in establishing a PMO unit within an
organization is to help the host organization to plan strategic activities rather than to
focus on a specific client. As a formal organizational structure, a PMO has severa
purposes which differ according to the organization’s core activities; of these
purposes, one is to support the project manager; another is to provide training for the
teams involved in projects; a third is to establish methods, standards and forms; a
fourth is to be a yardstick for excellence in project management; and assume

responsibility for the project’s results, etc., (Hobbs & Aubry, 2007).

A PMO could be established at, and associated with any one of severa
locations within an organization, where it appropriately serves an overal
organization’s support functions. Therefore, the PMO could play a key role in the
creation of an organization’s business environment for the efficient operation of its
portfolio project management (PPM). Thus, the establishment of a PMO unit within a
project-based public organization in the UAE meets the urgent organizational need to
improve the managerial performance in carrying out multi-projects through the
effective allocation and use of the available resources, and supports the coordinated
operation of these multi-projects in order to development the strategic plan of an

organization.

A thorough review of the PMO-related literature allows three common models
to be extracted of the functioning of the PMO. The first model focuses on direct
assistance in developing functions, systems, methods, and tools for the
implementation and execution of individual projects or programmes in the parent
organization. The second model the PM O functions as a centre of knowledge transfer,

focusing on consulting, learning, and training activities. The third model is the
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organizational PMO focusing less on issues of methodology and tools and more on

supporting the business development of the parent organization (Mariusz, 2014).

Since this dissertation statement is an important guide to the contents of a
literature review, the main research concerns in the present study focus on the link
between the establishment of the PMO and the successful execution of a public
organization’s strategic plan within aparticular business environment. It also explores
the criteriathat could be applied to measure the effectiveness of the various functions

of aPMO in abusiness project.

The purpose of the present study is to shed light on the processes by which the
functions of aPMO could support public sector organizationsin the UAE in executing
their strategic plans, and to learn from the previous experience of projects in order to
improve continuously future project performance. Reviewing the scholarly published
literature is expected to derive a PM O-specific framework model based on findings of
relevance to the research questions and hypotheses, and to identify the factors that

could keep the developed PMO model sustainable in practice.

This Chapter presents an overview of the motivation for conducting research
on this topical theme. The Chapter consists of these sections i) an overview of the
UAE public sector, ii) foundation of the study, iii) background and statement of the
research problem, iv) research related issues (aim, objectives, and hypotheses), V)
research limitations and delimitations, vi) rationale and significance of this study, vii)
definition of interesting terms, and viii ) dissertation organization. However, an outline

schema of the dissertation structure and organization is presented in Figure 1.



1.2.The UAE Public Sector— An Overview

1.2.1. An Overview

The public sector in the UAE has been witnessing rapid changes with the advent of
advanced ICT, along with a wide expansion of infrastructure projects as part of the
nation’ economic development. Those changes have greatly affected the path of the
administrative processes and the way the public sector presents its projects and
provision of servicesto the users, its citizens. The public sector in the UAE is at pains
to coordinate with sub-governmental departments, aswell as establishing partnerships
with private bodies to improve the management of project execution and delivery

through one-stop access that avoids managerial conflict within an organization.

The public organizations in the UAE are the major players in the economic
theatre and therefore enjoy arelative abundance of resources (e.g., financial, political
support, and human capital) that should help them to adopt as project management
processes some advanced management approaches that were devel oped and advanced
in the Western and such Asian countries as Japan. For instance, despite the boom in
construction and related infrastructure projects at the beginning of the 21% century, the
incidence of project and strategic management processes among the public
organizations in the UAE was low; they seemed not to take project management

serioudly or practice it properly (Elbanna, 2013).

However, since 2000, major changes have taken placein the UAE public sector
organizations, Abu Dhabi and Dubai, in particular, have begun to adopt innovative
and internationally accepted standards and practicesin their public administration. The
recent vigorous expansion in infrastructure and core public utilities and related

services hasinstigated project-based public organizationsin the UAE. Thisemergence
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of anew form of public organization has led to the adoption of advanced management
approaches, which has prompted an intensive study of the practices of strategic
management in UAE public sector organizations as they carry out their projects

(Elbanna, 2013).

Developing public projectsis considered agreat challenge. They require much
time for the implementation and great ability to manage them, using such typical
methods as planning, procurement, monitoring and control. However, these elements
are not as effective as the elements used in projects developed by private initiatives
(Esquierro et al., 2014). The main problem concerned in this dissertation is the
execution of the organization’s strategic plan, and how this execution of the plan to be
achieved successfully. The basic hypothesis of this study is that the PMO when
properly implemented helps public sector organizations in managing their business

projects.

1.2.2. The Abu Dhabi Vision 2030

In today’s world dynamic economy, free trade, and active socio-political movements,
many countries are foreseeing their forthcoming situations for keeping the momentum
of their stability and economic progress. Consequently, the UAE Federal Government
is planning to warrant the continuity of its achieved successful socioeconomic growth
and state stability. Therefore, the Federal Government proposed a nationa plan,
namely“The UAE 2021 Vision” as a roadmap for achieving national objectives and

ultimate targets that would be paving the way for further progressive steps.

With reference to the 2021 Vision, the Abu Dhabi Emirate endeavoursto make

sure that its achieved success is dynamically continued to form a solid hub for more
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development and growth. This study sheds light over the plan proposed by the
Government of Abu Dhabi Emirate, namely*“Abu Dhabi Economic Vision 20307, in
which the Emirate has set broad guidelines and top priorities for the Emirate’s
socioeconomic advancements within its Policy Agenda. Moreover, the concerned
visionisconsidered in this study, because some of the project-based organizations that
have been targeted in the survey were among the major players in implementing the

Economic Vision 2030 (Abu Dhabi Government, 2008).

Considering these proposed guidelines as the Plan’s evaluative parameters, the
Abu Dhabi Economic Vision 2030 has been composed in the consultation with the
private sector as an active partner. The Vision 2030 is considered as a 22-year strategy
to accomplish the target objectives, and to make sure that al the stakeholders in the
Emirate’s economic paradigm is being active in harmony, with the intention of

reaching the long-term goals.

The Policy Agenda 2007/2008 of the Abu Dhabi Emirate clearly defines a set
of the top priorities as a genera public policy in the Emirate. These priorities have
been proposed in accordance to what the Emirate considers as its core goals,
particularly, the citizen safety and sense of security in the society, aswell as sustaining
adynamic and attractive free economy. The Emirate has aready identified nine areas
to shape the future trends of the Emirate in the social, political and economic arenas:

= A large empowered private sector.

= A sustainable knowledge-based economy.

= Anoptimal, transparent, and regulatory public administration.

= A continuation of strong and diverse international mutual relationships.

* The optimisation of the Emirate’s natural resources.



* Premium education and healthcare provision

» [Infrastructure assets

= Complete international and domestic security

» Maintaining Abu Dhabi’s values, culture and heritage

= A significant and ongoing contribution to the federation of the UAE.

However, the abovementioned arenas are required concentrating on four key-
priority aress:
= Loca economic development
» Human resources and socia development
= Infrastructure development and environmental sustainability

= QOptimisation of Government operations.

The Emirate’s drive for a more sustainable and diversified economy is
intended to reduce the rel atively high dependence on oil and the cyclical swingswhich
accompany it. Moreover, the young National population presents the opportunity, as
considerably as the challenge, to create attractive, high value-added employment
opportunities for the emerging generation. The drive for diversification as well as the
challenge of a burgeoning population delivers alarger need for Abu Dhabi to upgrade
the quality of its educational scheme and to increase the educationa attainment rates
of the Nationals and the overall workforce to motivate the economy up the value chain.
Moreover, a better educated workforce will be a key enabler to address the relatively

low productivity rates found in much of the Emirate’s enterprise base.
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The Abu Dhabi Economic Vision 2030 sets out to cope with the current and

future economic global situations by means of identifying the important domains for

the crucial improvement for achieving the goals embedded within the Policy Agenda.

Foremost, the status of the Emirate’s economy has been ensured through an
analysis of the available macroeconomic information. The Vision 2030
inquiries about which sectors and types of enterprise could contribute
significantly to the ultimate economic output and growth, and in which regions
most growth is taking place. However, various opportunities have been
identified within the realm of these areas to furnish the desired economic
diversity, sustainability, and equality throughout the regions.

Second, the Vision 2030 examines the current business within local and global
context to identify the major strengths that could be enhanced the Vision for
employing an effective promotion of economic initiatives and competitiveness
among the Emirate’s enterprises against their existing peers, as well as the
international ones. In especial, the Vision 2030 truly considers the business
legislation, labour insurance, transparent fiscal and monetary policy as core
regulatory and policy levers that could be controlled to improve the overall
business environment.

Finally, the Vision 2030 takes into account the Emirate’s natural and human
resources and the steps that need to be taken to ensure these can accommodate
future economic growth. Infrastructure, including energy, transport and ICT,
is a key area that requires continued investment to provide for a growing
population and increased economic activity. The development of human
capital and the workforce is another key area that is vita to the long-term

success of the Emirate’s economy. Assuring that the financial capital could be
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employed safely and confidently as too fundamental to developing and

spreading out the economic system.

These sectors are required to form the Emirate’s engines of economic

development and diversification, asillustrated in Figure:

= Education and Research Resource

= Energy- Carbon natural resources and renewable energy

= Petrochemicals and Metals industries

= Aviation, Aerospace, and Defence industries

» Pharmaceuticals, Biotechnology, & Life Sciences

» Public Health, and Healthcare Equipment & Services

» Financia Services and Investment Facilities

= Transportation, Trade, Tourism, and Logistics

=  Mediaand Telecommunication Services
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Figure 1: The Abu Dhabi Economic Vision 2030 Framework
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1.3.Foundation of the Study

The PMO is recognized in the scholarly literature as a recent but increasingly
widespread issue of investigation in engineering and management studies. The
literature review (see Chapter 2) presents the scholarly research and academic
literature conducted in the area of the PMO, along with its potential applications. A

cursory literature survey generaly reveals.

However, that little has been written about the potentia roles of the PMO, or
on ways to align it with the objectives and the execution processes in the strategic
plans of a public sector organization. The research studies in this area are still scarce,
meaning that the topic is still insufficiently investigated, in particular in the context of
the professiona practices in the UAE business environment. This scarcity of PMO
related literature and the lack of practical experience in the UAE public sector

organizations are both considered seen as challenges by this study.

The study tackles what potential challenges might be put to the core functions
of an organization in the public sector, and how the PMO can be kept constantly
effective. At the same time, the review seeks suitable models from the existing
literature and professional practices to apply to the PMO in any UAE public sector
organization. Although the PMO as a member of a dedicated business unit, is
considered essential for enhancing the organization’s performance, it is necessary to
build a comprehensive and clear understanding of the ways in which the introduction
of aPMO in an organization could effectively help in achieving its strategic objectives
and plan. Therefore, this review covers awide range of PMO-related applications and
services in various settings, where academics debate about the efficiency of PMOs,

and ask organizations to evaluate theirs.
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1.4.The Research Problem

1.4.1. Background

Establishing a PMO within an organization in the public sector has been considered a
potential solution to the problem of carrying out a business project within the context
of an organization’s strategic plan, and of minimizing failed projects. Little has been
written on the relationship between the strategic plan of public sector organizations

and the known roles and functions of the PMO.

Theimportance of having aPMO within a public organization isreinforced by
the need to exert greater and more efficient control over any organization’s projects.
When several on-going projects run simultaneously within an organization, the
creation of a PMO becomes an essential hygienic factor rather than an extravagance.
The PM O helps both project managers and host organizations to understand and apply

professional practicesin their project management (Singh et al., 2009).

Over the past 10 years, the UAE has witnessed a dynamic development in the
infrastructure projects, in particular in Abu Dhabi and Dubai Emirates, which are
becoming two of the most attractive business hubsin the region. Severa mega-projects
exemplify the progress of their economic development and infrastructure, including
the construction of the world’s tallest building (Burj Khalifa) and largest shopping
complex (Duba Mall), and numerous artificial islands, such as Yas Island, Pam

Dubai, and alargest artificial archipelago The World

In addition, the UAE has an expanding manufacturing base with advanced
materials and energy technology, oil industries, and machine and automotive

industries, all of which help the UAE to contribute significantly to international
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business. Recently, Dubai won the competition to host EXPO 2020 to entail a great
expansion of infrastructure projects activities. Despite the execution of all those mega-
projects, the PMO is rarely to be seen in many project-driving organizations where it
should feature. Therefore, the immature practical experience of the PMO, particularly
in the UAE public sector is considered a challenge facing proper methodology for

completing a project.

This lack of PMO experience has raised strong interest in the researcher to
conduct the first research study investigating possible roles for the PMO in following
strategic plans by public project-based organizations in the UAE. The PMO could
provide UAE-based organizations with a bundle of managerial functions and services
ranging from furnishing standards to advanced executive management skills to bring

to the organization’s projects (Kutsch et al., 2015; Pellegrinelli & Garagna, 2009).

1.4.2. Research Problem Statement

The concept of the PMO’s maturity level and effectiveness has recently been
introduced to both the academic and professional communities. Potentially, the PMO
has a higher level of effectiveness and positive influence on organizations as it grows
older. To ensure that an organization setting up a PMO invests enough resources, it
should understand whether a higher level maturity in the PMO could result in

improved organizationa performance (Aubry et al., 2010b).

The study aims to gain some insight into the PMO’s specific roles in helping a
public sector organization to execute its ultimate strategic plan through developing
frameworks for improving the effectiveness and maturity level of the project’s

management. This study speculates on the key roles of the PMO in executing the
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strategic plan of a public organization in the UAE. It attempts also to tackle the
challenges that might interrupt the core functions of the target organization, and to

show how the PM O could be effective in the long-run.

The study investigates whether a PMO contributes significantly in developing
an effective project management to enhance the execution of the strategic planinterms
of the project success. The purpose of this quantitative and exploratory study is
examining relationships between the seven factors of the PMO framework (X1-7)
designated as independent variables, and the execution of the organizational strategic

plan (Y 1) designated as a dependent variable (Hobbs & Aubry, 2007).

The purpose of this quantitative and exploratory study is to examine the
relationships between the seven factors of the PMO framework (X1.7) designated as
independent variables, and the execution of the organizational strategic plan (Y1)
designated as a dependent variable (Hobbs & Aubry, 2007). The framework is based
on the findings of the quantitative analysis of collected data; it looks for the factors
that could keep the developed PMO model sustainable in practice. The research
statement argues that the lack of an effective PMO within a project-intensive

organization may contribute to increased numbers of failed projects.

The PMO roles may be related to the core components and processes for
carrying out the strategic plan. Therefore, the research works cited in the present study
were chosen from the perspective of the proposed PMO framework to shed light on
the following seven factors as independent variables:

= Strategic Management (X1).

= Monitoring and controlling project performance (X2)
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= Development of project management competencies and methodologies (X3).
= Multi-project management (X4)

= Organizationa learning (Xs).

= QOrganization structure and communication improvement (Xe).

= Project values sustainability (X7).

1.5.Nature of the Study and Research Issues

This section covers the fundamental research issues related to the development of the
proposed research framework before building a functional PMO model. The research
background and motivations, along with the significance of the research theme, are

discussed. The research aim, objectives, questions, and hypotheses are identified.

Many project-oriented organizations in the public sector consider the effective
execution of their strategic plan to be what success means, although it is a robust
challenge in the current business environment. This study examines the relationships
between the selected independent variables and thus fits perfectly the approach of the
quantitative research method, which analyses the results of examining relationships

between variables (Johnson & Harris, 2002).

The use of aquantitative research method fits the central purpose of this study,
and alows the required empirical evidence to be elicited from the target participants.
Onthisbasis, the study discusses the correlation and potential association between the
roles of the PMO (as independent variables) and the execution of the organization’s
strategic plan (as the dependent variable). The data interpretation is performed by
incorporating multiple regression anaysisinto the quantitative research method, using

SPSS (version 20).
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The study examines aso the relationship between the major independent
variables and their roles in completing the organization’s strategic plan within the
proposed PMO framework. The early intention of this study was to design the
framework of a model representing three magjor components. i) the PMO’s
organizational structure, ii) the PMO’s roles, and iii ) the way in which these variables
correlated with the execution of the organization’s strategic plan. However, the
screening of published works and further discussions with PMO leaders later resulted
in the selection of appropriate PMO-related roles as independent variables; the study

now seeks to verify their roles in executing strategic plan of the public organizations.

1.5.1. Aim

The study aimsto look at identifying the possible roles of the PM O in accel erating and
maintaining the successful execution and achievement of public organizations’
strategic objectives and plans. It specially highlights the distinctive added-values,
prospective outcomes, and the uncertain drawbacks, if any. The study al so investigates
how great an influence the PMO could exert on an organization’s strategic options, in
particular, those related to its project plans. Moreover, the findings of the study could
be used to achieve the strategic goals and objectives of many UAE-based public

organizations working on similar projects.

Business Improvement Architects BIA (2008) published an independent
research study assessing the importance of the PMO in addressing the strategic
priorities of the organization; it found that the PMQO’s short span of influence as a
department based faction rather than a corporate level one hinders it from addressing
the priorities. In connection with this study core aim, the following questions have

lately been raised:
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1) Is there evidence for a connection between the implementation of the PMO
and the appropriate achievement of the organization’s objectives regarding its
strategic plan?

2) Can an overall and holistic view be taken of the importance of the PMO in
terms of the strategic benefits of the organization?

3) Can the relationships between the PMO factors involved in achieving a
successful implementation of an organization’s strategic objectives could be

defined?

1.5.2. Objectives

As project-based organi zations have become more aware of the importance of project
management approaches and tools, they have acknowledged a need of a systematic
method of the implementation and support for project management applications in
practice. However, many public organizations in the UAE are treating the project
execution as a business strategy and tool in market competition. Moreover, many
mega-companies (i.e., intercontinental) have made their way to the Emirati project
market and brought a range of management applications and tools. Among these
applications was the PMO, which represents a welcome, if little studied, trend in

project management.

The objectives of the present research are to investigate which-of-which PMO
roles are involved significantly in the successful execution of public organizations’
strategic plans when they engage in project business. Many scholars have studied the
functionality of the various PMO rolesin different business conditions. The following

objectives were proposed to fit with the research issues investigated in this study:
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a) The collection of relevant data sets before identifying the scope of the
requirements of the organization’s strategic plan.
b) Defining the various PMO roles investigated in the related existing literature
and how could be linked to the organization nature.
c) Determining key PMO variables and their interrelationships to build a model.
d) Developing metric reference for the evaluation the success of the PMO
implementation.
1.5.3. Research Questions
Research-related questions are important since they serve as a blueprint for meeting
the needs of the research design and established research objectives. Lim (2012)
considers many divergent perspectives that define the functionality of the PMO
models, such as:
= How to structure an effective PMO unit?
=  What effective rolesa PMO might play within an organization?
=  What appropriate framework should be used to measure the maturity level of

the PMO?

Before implementing a PMO unit in a project-based organization, some
questions are usually raised, such as whether the PM O fulfils the organization’s needs
and whether the PM O fits the organization’s goals and strategic objectives. However,
a magor motivation for choosing this topical theme was that little thorough research
has investigated whether aPM O unit contributes significantly to success of astrategic
plan execution. Thus, the purpose of this study is to enhance understanding and

knowledge of these issues for the sake of those involved in project management.
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This study aims also to design an effective and functional PMO model to
address some research questions by examining the interrel ationship between the PMO
roles (independent variables) in the framework for achieving strategic plan execution
(dependent variable) within the context of public project-oriented organizations. The
researcher proposed two research questions to drive this study for meeting the stated
objectives; these questions are as follows:
1) Is there any link between the implementation of the PMO and the execution of
the strategic plans of project-based organizations in the public s&ctor
2) How can the success of implementing PMOs within the public sector

organizations be measured

1.5.4. Hypotheses
Hypotheses are frequently used in modelling to find rational relationships between the
candidate components of functional and reliable models. The hypotheses formulated

for the present study are based largely on the works of Hobbs and Aubry (2007).

Theformulation of the hypotheses originates from the research questions. Each
hypothesisis divided into sub-gquestions (positive/negative), namely:

1. Hio: The PMO role of strategic management is not related to the execution of
the strategic plan within the context of public organization environment.

2. Hia The PMO role of strategic management is related to the execution of the
strategic plan within the context of the public organization.

3. Hz2o: The PMO role of developing project management competencies and
methodologies is not related to the execution of the strategic plan within the

context of the public organization.
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H2a: The PMO role of developing project management competencies and
methodologies is related to the execution of the strategic plan within the
context of the public organization.

H3zo: The PMO role of monitoring and controlling performance is not related
to the execution of the strategic plan within the context of the public
organization.

Hsa The PMO role of monitoring and controlling performance is related to the
execution of the strategic plan within the context of the public organization.
Ha4o0: The PMO role of organizational learning is not related to the execution of
the strategic plan within the context of the public organization.

Haa: The PMO role of organizational learning isrelated to the execution of the
strategic plan within the context of the public organization.

Hso: The PM O role of multi-project management is not related to the execution
of the strategic plan within the context of the public organization.

Hsa: The PMO role of multi-project management is related to the execution of
the strategic plan within the context of the public organization.

Heo: The PMO role of organizational structure and communication is not
related to the execution of the strategic plan within the context of the public
organization.

Hea: The PMO’s role in organizational structure and communication is related
to the execution of the strategic plan in the context of a public organization.
H7o. The PM O role of project value sustainability is not related to the execution
of the strategic plan within the context of the public organization.

Hza: The PMO’s role in project value sustainability is related to the execution

of the strategic plan in the context of the public organization.
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1.6. Research Limitationsand Delimitations

1.6.1.

Limitations

This research study is conducted within the following limitations:

1.6.2.

Although some PM Os are hosted by private organizations, the present study is
limited to project management officesin the government and semi-government
organizations of the UAE.

The participants in the study survey are al from public organizations in Abu
Dhabi. This may not be typical of the PMO personnel in other emirates and
hence limits the generalizability of the findings and results.

The study focuses only on the PMO’s roles in implementing public
organizations’ strategic plans, regardless of the PMQO’s structure or its
integration within a public organization.

The study is challenged by the yet immature experience of the PMOs and by
the scarcity of PMO expertsin the UAE’s public organizations.

The study came across few published works tackling the relationship between
the introduction of PM Os and the execution of strategic plans by organizations

in either the public or the private sector.

Delimitations
The formulated research hypotheses, based on previous related research and
literature, are the bounds of the study.
The functions, roles, and integration of the PMO unit within the public sector
organization are included in the framework of the conceptual model.
Follow-up to assess how successful the implementation of these suggestions

might be is not within the scope of this study.
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1.7. Rationale and Significance of the Study

The rationale for this study stems from the need for organizations in the UAE public
sector to use more effectively state-of-the art project management approaches and
methodologies. They should gain more professional knowledge than what can be
generated as lessons learned from past successes and failures, since project managers

and PMO leaders are important to carry this knowledge from one project to the next.

The significance of this study is twofold. First, it is intended to contribute to
the literature on project management approaches by identifying the actual problems
facing the execution of projects as part of an organization’s strategic plan, and
selecting appropriate roles for PMOs in supporting plans in process of execution.
Second, this research may show PMO managers what their peers are doing to facilitate
cross-project learning and their associated challenges. Thisinformation may help them

to improve project management practices.

The project managers, stakeholders and the like of the professional community
are looking for reliable standards and guidelines to help their organizations in
establishing and maintaining effective PMO units, while the academic community is
looking for theoretical bases that could be used to expand the body of knowledge
related to PMOs (Aubry et al., 2010b). The findings from this study will, it is hoped,
help to reduce gaps in knowledge by offering practical perspectives for executives

who used the PMO models in their work.

1.8. Definition of Terms of Interest
The PMI publishes a reference work of project management terminology entitled

Project Management Book of Knowled§& OBOK®), which contains all the proven
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traditional project management practices that are widely applied, together with

updates of innovative practices now emerging in the profession of project management

(PMI, 2008). In addition, the researcher considersthe term ‘definition’ as proposed by

reputable PMO researchers.

In this context, the researcher selected some interesting terms that frequently

appeared in his investigation and discussion of the PMO roles and quoted their

definitions; among them:

Critical Success Factors (CSFs): Those factors that are identified as necessary

to meet the desired deliverables of the end-customer on a project. The CSFs
might include the adherence to project schedules, budgets, quality, and change
control and monitoring process along with the appropriateness and timing of
signoffs(Kerzner, 2003).

Methodology: A set of practices, techniques, procedures, processes, template
and rules are being used by those professionals who work in a specific
discipline(PMI, 2013).

Organizational Project Management: The management practices where
dynamic structures in an organization are articulated as vehicular means to
implement organizational objectives through project execution to maximize
and sustain project valu@ubry, Hobbs, & Thuillier, 2007).

Programme: A group of related projects managed in a coordinated way to
obtain benefits and control not available from managing them individually.
Programmes may include elements of related work outside of the scope of the

discrete projects in the programr(eM|, 2013).
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Programme Management: The centralized management of a program to
achieve the program’s strategic objectives and benefits (PM1, 2013).

Project: A temporary created activity, which purposely undertaken to produce

a unique product, service, or res(iRM1, 2013).

Project Management: The application of appropriate knowledge, skills, tools,
and techniques to various project-related activities to meet the requirements
of the project execution and implementat{Biw |, 2013).

Project-based Organization (PBO): An organizational form that creates
temporary systems for carrying atg work. PBO conducts the majority of its
work as projects and/or provide project rather than functional approaches.
Therefore, PBO could be created by different types of organizdtiens
functional, matrix, or projected, etc). The use of PBO may eliminate the
hierarchy and bureaucracy inside the organization whilst the success of the
work is measured by the resulBv|, 2013).

Project Management Information System (PMIS): An information system
consisting of the tools and techniques used to gather, integrate, and
disseminate the outputs of project management processes. It is used to support
all aspects of the project from initiating through closing, and can include both
manual and automated syste(RM1, 2013).

Project Management Knowledge Area An identified area of project
management defined by its knowledge requirements and described in terms of
its component processes, practices, inputs, outputs, tools, and techniques.
Areas include integration, time, cost, scope, quality, risk, communication,

human resources, and procurem@ei¥il, 2013).
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Project Management Lifecycle: A collection of generally sequential project
phases whose name and number are determined by the control needs of the
organization or organizations involved in the project. A life cycle could be
documented with a methodolo@M|1, 2013).

Project Management Maturity: The progressive development of an enterprise-

wide project management approach, methodology, strategy, and decision

making proceséPMI, 2013).

1.9. Outline of the DissertationOrganization

This dissertation consists of seven chapters; each chapter is devoted to cover aspecific
area of the study and to cover the topic of research interest. The structure of the
dissertation text is designed as follows:

1) Introduction and overview (Chapter 1)

This chapter provides a brief account of the PMO, the foundation and background of
the study theme, a statement of the research problem, the nature and methodol ogy of
the study, research questions and related hypotheses, the rationale and significance of
the research topic. The nature and characteristics of the UAE business environment

are highlighted.

2) Review of related literature (Chapter 2)
This chapter focuses on the scholarly works related to the topic and theme of this
study. The literature review begins by presenting a brief account of the evolution of
project management as adiscipline and its significance in academiaand business. This
chapter also covers the historical background of the PMO and seeks to shed light on
the roles and functions of the PMO and related entities in improving management

approaches and its maturity in executing the organization’s projects.
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Other related works on the portfolio and strategy of organizations for business
projects are considered. Thus, the chapter argues that the project management is
responsible for providing tools, templates and procedures for assessing the process of
project execution and outcomes and also, through appropriate project management

methodol ogy, for determining the factorsinvolved in the success or failure of aproject.

3) Conceptual framework design (Chapter 3)
The conceptual design of the model framework is based largely on the relationships
between the roles of the independent variables and the dependent one within the
context of PMO theories and applications. Seven independent variables are selected

from proven records of PMO roles as they have featured in research publications.

4) Research methodology (Chapter 4)
This chapter describes in detail the research design used in this study. It positions it
within a quantitative framework, and justifies its use in investigating what roles are
possi ble when executing the strategic plan of apublic sector organization. This chapter
assesses the data analysis of the pilot survey to find the strengths and weaknesses
online before sending it to target participants. Multi-regression is used in analysing

the data collected from them, which later contributes to the conceptual framework.

5) Data collection and analysis (Chapter 5)
This chapter presents the findings generated from the statistical analysis of the
collected data, which employed SPSS and regression methods. The data cover the
demographic description of the respondents and the PM O, along with tests conducted
on the reliability of the dependent variable (taking strategic plan execution as a

criterion) and the independent variables (PMO roles as predictors). Vaidity and
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modelling are tested by applying both multiple and simple regression analyses to
highlight the established reciproca relationships between the criterion and each

predictor.

6) Discussion (Chapter 6)
This chapter discusses the tested and validated findings of this explanatory study. It
focuses especially on explaining the interrel ationshi ps found between the independent
variables (the PMO roles) and those between each PMO role and the dependent
variable (strategic plan execution). Such relationships would indicate how far each
PMO roleisinvolved in the plan’s execution. Moreover, this involvement could help
to decide whether each PMO role was either strategicor tactical, and to sort out the

PMO roles in accordance with each one’s level of effectiveness.

7) Conclusion and recommendations (Chapter 7)
The dissertation closes by highlighting the consistency of the generated findings with
the proposed research questions and hypotheses. The findings are compared with
existing empirical studiesin the PMO domain (such as Aubry, Hobbs, Hill, etc.). The
researcher in his recommendations seeks to use the significant results of the project
business in practice. Recommendations for further studies are made to fill the
knowledge gap in the PMO literature, in particular, the possible role of the PMO in

sustaining the phases of the strategic plan.
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Chapter 2: Literature Review

2.1. Introduction

The primary contribution of the established PMO unit encompasses multiple
organizational perspectives, such as its interactions with managerial and operational
activities for integrating them (Aubry, Hobbs, & Thuillier, 2007), and to enhancing
performance (Dai & Wells, 2004). However, Desouza and Evaristo (2006) argue that
the PMO unit encourages an innovative managerial approach in organizations because
management must rely on complicated planning and process procedures to accomplish
its goals, while the operations area relies on procedures and experience. The primary
role of the PMO thus is to advance the integration between projects and mandates,

becoming an integrator for functional and operational aress.

Although the PMO is arecent organizational phenomenon, it has a substantial
impact on an organization’s performance, thus, it isconsidered akey player supporting
those who managing project execution within the framework of an organization’s
objectives and strategic plan. Consequently, the PMO could promote great changesin
the organization, as it becomes embedded in the organizational structureto servicethe

social and community dimensions of the host organizations (Aubry, 2015).

Given the wide variety of mandates and structures, Aubry (2015) argues that
the PMO is hence loosely defined as “an organizational entity assigned a variety of
roles or functions in executing the coordinated management of projects under its
domair?’. It could, however, be generaly defined by using the three components of the

descriptive model developed by Hobbs and Aubry (2010), which are i) organizational
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context, ii) structural characteristics, andiii) functionality; their model wasempirically

validated using 500 single PM O descriptions (Hobbs & Aubry, 2010).

This literature review was conducted to help identify any related information
that could be used to improve awareness of a gap in the current research. The related
literature is reviewed to establish the theoretical basis of this. The collected literature
speculates on the key roles of the PMO entity in achieving the objectives, and the
execution of the ultimate strategic plan of the host organizations. The literature search
largely focuses on the possible applications of the PMO approaches in different
organizational settings, in particular in the public sector. These scholarly references

provide awide range of practical and business perspectives on the PMO’s roles.

Special emphasis is placed on retrieving the published works that tackle the
alignment of the PMO with the objectives of an organization-adopted strategy. This
would accordingly provide better insights into the key roles in, and benefits of the
PMO in the execution of the organization’s strategic plan. The findings of these works
are used to design the conceptual framework of the study theme. The task of showing

how the retrieved literature relates to the theme of the dissertation is retrospective.

The review is devoted to highlighting the possible roles for the PMO in
creating project management benefits, besides adding value to the host organization.
The relevant citations are drawn primarily from the scholarly journals, dissertations,
PMI books, and technical documents of authenticated bodies. The search and retrieval
of the related sources has largely focused on the works of reputable researchers and
authors in the domain of the PMO, such as Dai and Wells (2004), Hobbs and Aubry

(2007-2015), and Hill (2004), etc.
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2.2. Organization Strategic Plan

It isthe genuine interest of many companies and organizations to strive to develop an
effective mechanism to monitor, at some level, what goes on in their internal and
external environments in order to assess the strength, weakness, potentia
opportunities and threats, i.e. makea SWOT analysis (Abels, 2002), and a so to gather
comprehensive environmental intelligence (Mgjid & Khoo, 2009). Nevertheless,
strategic planners could answer a substantial question: “where we now and where will

are we are in the near futurg?

As the landscape of business activities becomes more globalised, the business
strategy of an organization becomes its driving force to gain as much business
privilege as possible for the parent organization. Mintzberg (1991) formul ates a broad
definition of strategyas “A deliberate search for a plan of action that will develop a
business’s competitive advantage and compound it. The pattern of objectives,
purposes, or goals and major policies and plans for achieving these goals stated in
such a way as to define what business the organization is or the kind of organization

it is or is to b&.

Furthermore, Mintzberg distinguishes two types of strategy, namely,
“deliberat¢ and “emergerit. Deliberate strategy is intentionaly initiated by the
organization to achieve its ultimate goals, whereas emergent strategy is an ad hoc
attention to the need to manage an unexpected problem arising in the course of normal
operations. Vancil (1976) explains that the organization strategy is “a conceptual
framework proposed by the organization’s leader for 1) the long-term objectives or
purposes of the organization, the broad constraints and policies, either self-

imposed by the leader or accepted by him from his superiors, that dumresifrict
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the scope of the organization’s activities, and i) the current set of plans and near-
term goals that have been adopted in the expectation of contributing to the

achievement of the organization’s objectives”.

The distinct concept of strategic plannings defined as “The process by which
an organization evaluates its current position in the marketplace and against its
competitors, sets goals, and determines the actions and resources necessary to capture
and maintain a competitive advantdgdhis process exhibits at least one of the
following elements. perspective, planpattern position and ploy (i.e., ganing
advantages); this definition is known as “The FivePs’ (Mintzberg, 1991; Stretton,

2013).

Bichel and Probst (2000) describe strategic planning as “A process of learning
about where the future prospects of a company mighttie as “A learning process
undertaken by a group of people who get together to think about the future of the
company. The key components of an organization’s strategic plan are considered

vision, mission values and strategy

The vision states what the organization is striving to be; the mission describes
the entity, philosophy, culture, and contributions of the organization in its domain; the
values reflect the morals and ethics that are shared by shareholders, customers, and
the suppliers, whereas strategy itself is a roadmap to achieve the target vision and
mission of the organization (Stretton, 2013). Endlich (2001) gives a historical
background showing the evolutionary development of the strategy concept, which has

been discussed in the following worksin the field, detailed in Table 1.



Table 1: Definitions of strategy in various concepts

Author(s) Definition Attributes
Ansoff “The rules and guidelines required Decision-making support
(1965) for afirm to make decisions and to
have profitable growth”
Mason “An approach to set formal | Maintaining organizational

(1969) guidelines and constraints for the | behaviour and stability
behaviour of the firm, which
involves a choice of goas and
aternative behaviour patterns for

attaining them”
Mintzberg | “The pattern or plan that integrates | Achievement of the core
(1991) major goals, policies, and action objectives

sequences of an organization into a
cohesive whole”

2.2.1. Project Business and Strategy

The rapid accelerations in technological applications, economic activities, project
business diversity, and social demands have motivated a series of initiatives to find
new approaches to manage such changes. Project businesgommonly denotes the
collective activities of a project-based organization (PBO) in delivering or executing
projects to its clientele; in addition, the PBO could act as a supplier for some parts of
the project components. Thus, project businesss considered the interaction of

inter/intra-organizational activitiesin the framework of project implementation.

However, Artto and Wikstrom (2005) define project businesss “The part of
business activities which are related directly or indirectly to the proposed projects
purposely to achieve the objectives of an organizatiomhe concept of project
strategyis till debatable; a project strategy could be understood by deriving its

elements from the organization’s project management practices.
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Artto et al. (2008) definethree tracks of the project strategy that are dominantly
treated in the project management literature, namely:

1. Theproject, as an image of the parent organizatiéwcuses on the formulation
of the project strategy through atop-downprocess starting at the organization’s
business strategy. Therefore, the elements of the project strategy could be
interpreted by means of the organization’s project management standards,

2. The project, as an autonomous entjtfocuses on its subordination to the
strategy of its parent organization. This strategy gives the project team some
room for independence in choosing an appropriate management approach,
execution direction, implementation schedule, and self-assessment.

3. The project, as a complex entityfocuses on the extent to which the self-
governance scheme of a project is authorised in a complex business domain,
which involves many powerful stakeholders aswell as the power of the parent
organization. In this case, the project strategy is assumed to be self-originated

and associated with the governance structure of the project management team.

Patanakul and Shenhar (2012) state that “any human activity in changing the
existing situation is considered a proposed proéjesiccordingly, the ties between
project management and strategic plan are not exceptional, and many attempts have
been made to advance and improve their components. These writers incorporated the
three “P” conceptsto define the project strategy through the three elements of strategy
in generd, i.e., perspective, position, and plan. Thus, the project strategy is “An
employment of the background, reason, and ifieaspective), what is to be achieved
(position), and proposed guidelines and outlingdan) to achieve the highest

advantages and best values from the prdgject
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This strategic project managemef8PM) is based ultimately on the fact that
most projects are purposely initiated to achieve business value-added results, so long
as the implementation of the project management is better aligned, with higher-level
concerns, to the enterprise strategy. Accordingly, the SPM approach could
successfully coexist with the traditional one; in other words, the SPM aimsto expand
and modify the traditional approach instead of discarding it; however, the main
concern of both approaches is to meet the operational goals for performing efficient

and successful project implementation (Shenhar, 2004).

2.2.2. Business Strategy

The new business paradigm has motivated many organizations (private and public) to
adopt an appropriate business strategy for helping the managers, leaders, and
stakeholders of the organization to make the right decisions and policies in order to
avoid unpredictable administrative and business challenges wherever possible.
However, the business strategy pervades different levels of the organization in the
forms of tactical or strategic planning, diversity in investment, and involvement in

some sorts of strategic aliance (Ghezzi, 2013).

Giannoulis et al. (2011) defines business strategy as a goal-driving force that
stems from the vision and mission of an organization expressing its future core goals,
which carefully steer the execution of the strategy adopted. Thus, the constant efforts
of an organization areaimed largely at enabling it to communicate its business strategy
efficiently by linking the decison makers and executives with the professional

employees to promote its products and services well in competitive markets.



37

Srivannaboon and Milasevic (2006) find that a business strategy realizes its
influence on PM via its competitive attributes (time-to-market, quality, and cost)
across the organizational hierarchy at the corporate, business unit, and functional
levels. Thus, the business strategy of many organizations has been drastically changed
to fit the new emerging business paradigms (Cerasale, 2004). However, both new and
old strategies identify the intention in the organization to take necessary action. Their
hierarchy of linking and aligning corporate strategy to the project strategy level is

shown in Figure 3.
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Source: The Handbook of Project-Based Management, 2nd ed.
J.R.Turner © 1999 Reproduced by kind permission of the Open University Press / McGraw-Hill Publishing Company.
Adapted by Morris and Jamieson (2004).

Figure 3: Linking individual projects with business strategy

(Source: Morris & Jamieson, 2005)

The related goal formulations business may pose serious administrative
challenges in the implementation of an organization’s projects. Meskendahl (2010)
states that a new approach is needed to settle the obstacles to the success of a project;
this approach istermed project portfolio manageme(®PM), which is defined as “the

management approach to control simultaneously a set of projects as one large entity
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[sharing] limited resources Meskendahl also shedslight on the relationship that may

be established between the PPM and strategic planning (SP).

The strategic plan paves the way for a set of processes to bring suitable
conditions for connecting with the portfolio concerned. Therefore, strategic planning
serves as a catalyst for making a rational decision on the alocation of available
resources in order to pursue a specific business strategy. Therefore, the focus of the
business strategy of an organization is not merely on predicting unexpected events,
but on making better strategic or tactical decisions in the effort to reach the desired

business goals.

Consequently, some managers agree upon adapting to unexpected
environmental and strategic changes through webbing and aligning the relevant
administrative unitsto preservethe high-leve strategic goals of the organization stably
in the long term (Young et al., 2012). One of the most important factors supporting
the implementation of a successful business strategy is the ability of the organization

to achieve coherence between sets of internal and external competitive factors.

Such an ability may enhance the power of the organization’s top managers to
facilitate good performance and strategic achievements in both business innovations
and competition (Blumentritt & Danis, 2006). Moreover, the organization should
adopt a range of project strategies and business plans generated from environmental
factors to overcome any unexpected interruption to its plans. Gray and Larson (2006)
state that the project management process sometimes failsto provide the strategic plan

of the host organization with sufficient support.
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Therefore, aligning project management with business strategy could be an
asset to the project management team as it refines and implements the business
strategy of its projects. Nevertheless, the growing popularity of the PMO has been
gained through organizations’ recognising that their business strategy is essentially
achieved by the successful implementation and execution of projects; here, project
management is a critical factor as is competence, which should be kept in continuous

development (Hurt & Thomas, 2009).

At the same time, the roles of the project management tools in the
organization’s business strategy are considered the core components of the project
strategy. PMO often seeks to amend the project work in the organizations via
harmonizing the tools of established project knowledge manageme(®KM) in
preparing and managing project plans in collaboration with project teams. However,
in the project business arena, business strategy needs to be linked with project-based
organizations if they are to achieve the targeted objectives. Thiswill be done through
bringing in related governance, procedures and policies to a form of strategic
alignment. Hence, the failure of such an alignment might lead to the unexpected

delivery of projectsto customers (Yeong & Lim, 2010).

2.2.3. Strategic Alignment

This section reviews the scholarly works devoted to generating a comprehensive
technical definition that would improve our understanding of the relationships
between organizational strategies and business processes. Over 30 years ago, there
was an increasing concern with the concept of strategic alignment in terms of
organization strategy and project implementation. Alignment is usually associated

with the need to join disparate programmes and projects to make them more efficient
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and coherent Thus, strategic alignment must be functiona throughout the whole

organization (Aubry et al, 2010b).

In today’s business world, many organizations face challenges and difficulties
in establishing arelationship between a set of business processes and a set of strategies.
The strategic alignment approach may enable project directors and decision-makersto
attain further meaningful insight into the progress of their projects, which are based
on the current business processes. Yet the organization’s strategy is often aligned
systematically and continuously with project execution and process execution,
whereas its governance is devoted to monitoring the adopted strategy and facilitating

the alignment with project execution and process execution.

Over recent years, the alignment of strategic priorities has become a cardinal
topical theme in the strategic management literature. Gutierrez (2011) states that
defining alignment is a challenge, since multiple definitions have been put forward,
many authors emphasizing certain aspects of it, such as integration, fitting, strategy
harmony, bridging, fusion, and IT involvement. Walentowitz (2012) states that
alignment is considered a key driver of business value. With thisin mind, the author
conducted a comprehensive literature survey to shed light on the various definitions

of alignment and produce a map of alignment types.

This survey extracted 61 technical definitions widely used in business
processes, such as the strategic alignment mode{SAM), which describes the
multivariate alignment of its four elements (strategic integration, strategic fit on the

business side (i.e., business strategy and business structure), strategic fit on the project
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side (i.e., project processes and structure), and functional integration). Walentowitz

also argues that the SAM could be applied to other business projects.

All these definitions generally focus on ways to improve organizational
capabilities through appropriate information technology (Martin et al., 2007).
Strategic alignment is generally known as “a mechanism by which an organization
could link its overall goals with the core goals of each administrative unit that
contribute to achieve the organization strategic plathe surrounding environment

of the business activitiégWalentowitz, 2012).

Strategic alignment, as a strategic option for an organization, has received
recently much attention across the management literature. However, the business
processes consider a critical mechanism to be via an organization achieving its own
specific strategies. Therefore, business processes themselves need a strategy to pave
the way to good performance. Alignment functions as a catalyst for achieving synergy
between strategy, the organization, processes, technology and people, in order to
sustain the quality of “interdependence” and thus achieve competitive advantage

(Jeston & Nélis, 2008).

Currently, new trends in the execution and implementation of the proposed
strategies, partially fuelled by ever-increasing business competition, have emerged to
guide organizations in effectively re-assessing and re-adjusting their strategy. Hence,
the strategy formulation and execution are becoming more and more management
processes. Thisshowsthat strategic alignment is asuitable platform for the new genres

of businessinitiative (Zadeh & Ching, 2007).
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The alignment of strategy to the organization’s business processes should be a
continuing activity embedded in the specific approaches of an organization’s working
style. The alignment approach involves four elements: process, information, service,
and technology and should be an organic component of the organizational strategy to
guarantee its completion in a uniform, predictable, sustainable, and logical pattern.
This prevents strategic alignment from becoming areflection of individual viewpoints
and experiences. However, the intervention of the organization’s own governance
greatly assists in solving any conflicts (Jeston & Nelis, 2008). Andolson (2007)
illustrates the sequences of establishing a successful strategic aignment, as

demonstrated in Figure 4.

Market conditions msss) Organization strategy™===p Bysinessobjectives

Operational style e S, ff ¢ o cilities ¢mmmm Organizational structure

Figure 4: The sequences of the strategic alignment
(Source: Andolson, 2007)

Baker et a. (2011) describe five types of strategic alignment, as follows:

= Business alignmengligning business resources with the business strategy,
which is based on the concept that the business structure and business
resources should evolve in paralel, to maintain the strategic mission of the
organization’s businesses.

= |T alignment the ubiquitous applications of IT in various business processes
have created a sort of aignment between the IT entity and the business
resources, which in turn enables the organization to achieve its business

strategies.
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= Environmental or contextual alignmetie organization should striveto align
its business strategy in the present competitive context, which includes
industrial and macroeconomic contexts.

= Structural alignmentdescribes the harmony between the business resources
and IT infrastructure.

= Strategic alignmentthis type of alignment has received great attention in
business research; it is described as “the degree to which the IT entity's mission,
objectives, and plans could support and are being supported by the
organization’s business mission, objectives, and plans”.

» The researcher aduisocial or community alignmerthe organization should
put in the account the social dimensions of its community-oriented services or

projects, along with other national and socio-cultural factors.

Karayaz and Gungor (2013) argue that the following obstacles support the vita
roles of strategic alignment:
= Theworkforce does not fully understand the strategy.
= The organization fails to execute core components of its proposed strategies.
» The executive teams waste considerable time in discussing strategy without
reaching a common viewpoint.
* The organization does not link middle management incentives with its own
business strategy.
» The organization does not link its budget to the proposed strategies.
Morrison et a. (2011) propose ageneral mathematical framework for business
strategic alignment, which helpsto devel op a clear understanding of the optimal set of

business processes that can facilitate the working of these strategies in the
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organization. This framework could answer such problems as what strategy does this
business process seek to safisfipw will this strategy be realiz€dlhe co-authors
assume that their results bring many benefits for project managers and other
professionals who want to apply areliable strategic alignment, which focuses most on
saving costs, solving work conflicts and overlapping responsibilities to reflect the

capabilities and competencies of the project-based organization.

Baker et al. (2011) conceptualise competency in dynamic strategic alignment
with reference to their developed operational approach. They describe how the
sustained strategic alignment could provide business value for an organization based
on the dynamic capability framework (DCF) and conclude, “The ability of an
organization to develop a strategic planning process that fosters alignment along
several key dimensions is an enduring competency that can be a source of competitive

advantagé.

Moreover, Baker provides a measure of competency in dynamic strategic
alignment to assess the organization’s tendency towards alignment, and also the
maturity level of the processes that enable business structure to integrate and coexist
with the business strategies. The implications of their study encourage the researchers
and practitioners to use a theory-linked metric to evaluate strategically their firm’s

alignment and the processes that support it.

Karayaz and Gungor (2013) investigate the relationships that may exist
between strategic alignment and the PMO department in an organization’s business
environment. These establish a PMO system that manages to face the harder changes

predictably taking place in the globa business markets. Karayaz and Gungor also
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highlight the two major types of PMO role as strategic and operational, and say that

these should be implemented simultaneously.

It may be useful at this point to examine the historical employment of the PMO
in the organization’s strategic plans, business strategy, and project operations. The
various recognised roles of PMOs have been found to carry major responsibilities and
play key roles in supporting the execution of an organization’s strategic plans, from
the project management perspective (Bates, 1998). Other benefits of the PMO are
further recognized as the formalization and consistency of project selection and
management and the efficient coordination of multiple projects, improvement in the
performance of projectsinterms of cost, schedule, scope and people, and improvement

in organizational profitability (Rad, 2001).

The next section seeks to sheds light on the PMO, since it has come into
prominence in recent years as a dynamic manageria entity with many uses in
enhancing an organization’s power to introduce and adopt new practical approaches
to effective project management. This, in turn, may increase the capabilities and

competitiveness of the organization in the business market (Aubry et al., 2008).

2.3. Project Management Office- Roles and Functions

Many organizations relentlessly search for the best set of management practices and
tools to ensure successful project execution, and to strengthen their ability to build
internal structures to support projects in accordance with its business strategy.
Therefore, they implement an administrative body with the aim of managing ongoing

paralel projects to ensure that these projects receive sufficient management support
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and uphold standards. This administrative body is termed as the Project Management

Office (PMO).

Once the creation of the PMO is authorised, the organization should pay
serious attention to the start-up issues, which must be resolved in advance. Thisraises
questions, including i) what functions the PMO should carry piilf how the PMO will
be staffedand iii) where the PMO will be situated, as an individual department or
associated unitThe PMO was actually developed in the discipline of project
management studies. Thus, the PMO functions as a strategic enabler to answer the

needs of organizationsin meeting their strategic objectives.

Ever since the PMO was found in theory and practice to be an appropriate
solution, it has served as a central post for organizing and disseminating best
management practices. However, project management research nowadays shows that
the PMO could serve systematically to guide different project management disciplines
in aligning project management processes with the organization’s overall objectives.
However, the PMO implementation life cycle consists of :

i.  Initiation (mission & vision, strategy, objectives, measures €etc.)
i.  Planning(planning, risk assessment, and budget),
ii.  Execution (recruiting staff, defining roles and responsibilities, drafting a
governance plan, and conducting a pilot study),
iv.  Control and monitoring(marketing, communications, measurement, and
encouraging community involvement)

v. Maintenance and transitiofpilot/roll-out, marketing and communication).
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As the scope of the PMO’s functions increase in the organization, more
management roles are found. Salameh (2014) defines the roles in the various types of
PMO, and then listsits various services and functions, as shown in Table 2. The table
records that the functions of administration support delivery, define standard project-
management methodology (PMM), and portfolio management, and manage project
delivery management. All types of PM O provided these. However, sometypes provide
specific services and functions. For instance, the Enterprise PMO and Excellence
Centre offer specific strategic planning and talent management; these two functions
focus on the strategi ¢ aspects of organizations, and the waysto align them to prioritize

project execution with the organization’s strategy and objectives.

Table 2: Different roles of the PMO types

Functions Depart’l PSO | Enterprise | Excellence Project-
PMO control PMO centre specific MO
Administrative support N N N N N
K nowledge management X X N N X
Organiz’l change management X X N X X
Performance management X X N N N
Portfolio management N N N N N
Project delivery management N N N N X
Standard PMM and processes N N N N N
Strategic planning X X N N X
Talent management X X N N X

V=Does service X=Doesn’t

(Modified from Salameh, 2014)

Despite the short lifespan of the PMO, this manageria phenomenon has
drastically changed the way that project management has been monitored and
practiced. Consequently, the characteristics, roles, and various types of PMO have

attracted agreat deal of attention in the scholarly research activitiesrelated to the field
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of project management. Now the maturity of project management practices is
becoming increasingly accepted in a variety of project businesses and industries as a

source of competitive advantage for companies.

In their study, Pennypacker and Grant (2003) record that their survey of a
considerable number of respondents, affiliated to 123 project-based organizations,
indicated that the organizations they represented were not mature in terms of project
management performance. Since the PMO has become a dominant part of the project-
based organizational structure, it could provide effective solutions through

standardizing the delivery of projects.

2.3.1. Project Management

Since the dawn of the industrial revolution in the eighteenth century, many have been
concerned with inventing and designing new and unique products, which have brought
many significant value-added benefits for improving and advancing human activities.
Such endeavours are achieved primarily by means of projects (Hanisch & Wald,

2011).

The project, as a business activity, has become an important way to structure
work in many organizations and has constituted one of the most widespread
organizational developments in both business and industry. Therefore, the
management of projects is of considerable economic importance; moreover, a
dramatic growth has occurred in project work across different domains and sectors of

industries and countries (Turner, 2009).

The Project Management Institute (PM I, 2008) definestheterm ‘project’ as“A

temporary purposeful activity or attempt, which is planned to deliver specific outputs
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(e.g., produce innovative product, service or methodpplicable constraintge.g.,
a defined time, cost, and qual)ityith which this attempt achieves its ultimate expected
goals’. In other words, a projectis created as a means to respond to business changes
inside and outside organizations, taking into account such threats asrisk and shortages

of resources.

The subject of project management has grown from interdisciplinary academic
studies in economics, technology, and behavioural studies. This subject continuously
advances with the recognition of professiona bodies in the business and industrial
domains, along with governments and academic institutions. The project management
discipline provides modern-day organizations with a theoretical basis for becoming
more effective and constantly proactive despite the challenges from an unpredictable
business environment and from running multiple projects at the same time, each
project posing different challenges. Furthermore, this discipline also helps to develop
new products and new skills and knowledge through the lessons learned from

experience (Bredillet, Yatim, & Ruiz, 2010).

The PMI defines the art of project management as “An application that blends
professional knowledge, expertise, strategic thinking, and techniques for executing a
proposed project in an efficient and effective manner, as well as meeting the ultimate
goals of the project and its sponsoring organizatidtence, project management has
strongly gained ground as an important strategic approach enabling organizations to
achieve competitive advantage. This definition has recently been revisited, since the

conceptual base of project methodol ogies and models has remained static over years.
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Consequently, many management researchers have initiated debate on the
“classical concept of project management in order to rethink their concepts in
accordance with the responses of current projects to the business challenges and
lessons learned from previous projects. Meanwhile, classical management is still
finding its approach adopted by some business and industrial organizations. Thus, a
new management paradigm of multiple approaches has been developed, under the

umbrella of strategic project managemefiRatanakul & Shenhar, 2012).

Svegjvig and Anderson (2015) conducted aliterature review of 74 contributions
and demonstrated a new concept: rethinking the project managemerwmponents
They present the results of their study as a comparison between the classical and

rethinkingconcepts of project management, as shown in Figure 5.

Rethinking Project
Management:
Multiplicity, learnability,
Temporality, complexity,
Uncertainty, and
sociability.

Classical Project
Management: Simplicity,
Executability, temporality,
Linearity, Controllability,

and Instrumentality.

Figure 5: Important features of the classical and rethinking PM concepts

(Modified from Svegjvig & Anderson, 2015)

Svelvig and Anderson group the 74 contributions into the six following

categories.



1)

2)

3)

4)

5)

6)

5l
Contextualisation Expanding the conception of the project to encompass
elements such as the environment and organizational strategy.
Social and political aspectslow socia and political processes shape projects,
e.g. power structures, emotionality and identities.
Rethinking practicesOffering/suggesting aternative methods, perspectives
and ways to rethink practice, e.g. through education or reflective practice.
Complexity and uncertaintyOutlining the complexity of projects, their
environment, etc. and new methods to cope with complexity.
Actuality of the projectOutlining the need to study the way that projects are
carried out in practice, or consulting empirical studies of projectsin practice.
Broader conceptualisationOffering aternative perspectives on projects,
project management and project success or outlining how the field is

broadening beyond its current limits.

Bredillet, Yatim, and Ruiz (2010) trace the development track of the project

management discipline through the analysis of two different aspects of growth:

1.

Project management advancematescribing and analysing the theoretical
and practical knowledge of the arts of project management.

Project management deploymgatescribing and analysing the size and extent
of theinvolvement of human resources, to indicate the adoption by individuals

and groups of project management as an academic and professional discipline.

This new business paradigm however increases the complexity of projects;

many organizations have increasingly responded to these emerging challenges by

developing various innovative and flexible entities, which emphasize managing

projectsasabusinessactivity (Vida et a., 2011). Asthe nature of projects hasbecome
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more complex, it seems that the traditional approach, which highlights abiding by
schedules and meeting deadlines, auditing budgets, and the ultimate attainment of

project goals, is no longer sufficient to meet organizational objectives.

Therefore, the methodology for managing the projects today needs innovative
approaches to negotiate the various aspects of project execution. Project managers
should realize that the project has become i) more complex and vulnerable to high
risks, which could be unpredictable during the approval phase and need efficient
incident control, ii) more uncertain, because the anticipated outcomes may be at risk
without any concrete guarantee of the final value, and iii ) more closely linked with the

firm’s environment, whether internal or external (Kerzner, 2003).

Project management deals extensively with two core components, programme
and portfolio. The Project Management Institute of America (PMBOK, 2013) defines
program as “A structured process of managing multiple ongoing projéctan
organizatiory. Programme management isthe “alignment of ongoing projects with the
goals and objectives of an organization to group similar projects that warrant
optimum coordination of resources at the most beneficial allocation for the
organizatiory. A portfolio is defined as “A collection of ongoing programmes,
whereas portfolio management is a selection of a combination of programmes that

would give the organization the most optimised profits at least risk

Thus, managing a project in any field is considered a typical challenge to
management arts and practices. Consequently, the members of an organization's
project team (e.g., senior managers, executives, and technicians) must know how to

direct the project’s execution towards satisfactory business results, in turn earning
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more investment profits, additional growth, an improved market position, and

thorough competitive capability (Patanakul & Shenhar, 2012).

Sodade (2011) gives more insights into the task for project management,

naming five discrete processes. initiation, planning, execution, controlling and

monitoring, evaluation and closing he components of the project naturaly vary

depending on its nature and purpose. In the business environment, intense economic

stress, accel erated competition, rapid technological change, and an increased webbing

of communities and individuals in expanding cyberspaces have been witnessed.

Soderlund (2004) argues that project management research in the past was

concerned with describing the success or failure factors in projects, while the

foundations of project management did not receive the attention that they deserved. A

theory of project management isthe next logical step on the research agenda of project

management studies. Soderlund states that universal theories of projects do not in fact

apply to all cases, for projects are too heterogeneous. Soderlund also states that a

theory of project management should have to answer the following questions:

Why do project organizations exist?

Why do project organizations differ?

How do project organizations behave?

What is the function of, or value added by, the project management unit?

What determines the success or failure of project organizations?

Hanisch and Wald (2011) conducted ameta-analysis generated from the works

of three authors. Their findings support the call for an integrated approach to fulfil the

following requirements:. i) Support of research in projects(temporary organizations)
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and project managemeydnd ii) Integration of theory and practice; and differentiation

of design/independent variables, context factors, and dependent variables. Table 3

provides an overview of the current approaches in project management practices.

Table 3: Approaches in project management research

Theory-based | Bredillet, 2010 | Séderlund 2004| Shenhar 2004 | Turner 2009
Considered -Optimization -Project (single/ | -Strategic -People (owner,
perspectives | -Modelling, multiple) Business stakeholders)
-Governance -Organization -Operational -Vaue creation
-Decision making | (single/ process
multiple -Team
leadership
Research focu{ -Trendsin project | -Trend in project | -Trendsin -Project
management management project management
research theory management theory
research
Methodology | -Literaturereview | -Literature -Case study -Conceptua
review theory
development
Proposed -Existence of
research project
trends N/A organizations N/A N/A
-Behaviour of
project
organization
Specific -Considering -Introducing
features project context gueriesfor N/A N/A
further research

2.3.2.

(Source: Hanisch & Wald, 2011)

PMO Definition

The PMO is considered a recent managerial phenomenon, and has newly been

devel oped as a multi-functional tool for the effective management of various projects

to achieve the organization’s objectives and goals. There are several definitions of the

term “Project Management Offite The Project Management Institute (PMI) of

Americaindicates that the PMO can generally be defined through its core activitiesin

project management (PM) scenarios regarding project activities, objectives, and
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portfolio management. Depending on these components, the PMO definition can be
stated, as “A project management offie® a management structure that standardizes
the project-related governance processes and facilitates the sharing of resources,

methodologies, tools, and techniquéaMI, 2013).

According to the Dictionary of Project Management Terrf2013), aPMO is
“An organizational entity established to assist project managers throughout the
organization in implementing project management principles, methodologies, tools,
and techniques. In most implementations, the project management office is a support
function and is not responsible for project execution. Its main objective is

implementing effective project management practices throughout the organization.

The Project Management Institute (PMI, 2013) defines the PMO as “An
organizational entity entrusted with various responsibilities concerned with the
centralized and coordinated management of those projects under its custody, with full-
time resources to provide and support managerial, administrative, training,
consulting, technical services for project-driven organizations, as well as a formal,
centralized layer of control between senior managernmnetite organization and the

project management

There is no consensus among research papers on the definitions or even the
names for the PMO. This may be because there are broad discrepanciesin terms of its
size, structure, objectives, and functions. Therefore, no universal definition of aPMO
can be reached, since each organization has its own definition of the term; hence no
“onesizefitsall” regarding the functions of aPMO. Hobbs and Aubry (2007) point to

three factors that make for debate over definitions: i) The PMO is arelatively recent
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phenomenon, ii) The PMO takes on a great variety of forms and functions, and iii)
There has been alack of a systematic investigation into the PM O as an organizational
entity. Thus, a universal definition of a PMO is still difficult and a mater for

discussion.

In turn, there is “no one size fits all” agreement about the way in which the
PMO should function to provide appropriate solutions for an organization’s
management problems. There is no blueprint for setting up a PMO, either; the only
requirement of a PMO is that its structure should be as closely aligned as possible to
the organization’s corporate culture. Thus, since it involves an exercise of both
customization and sustained effort from individual organizations to streamline the
management of projects, there can be no universal definition of a PMO (Desouza &

Evaristo, 2006).

2.3.3. State-of- the A& PMO

The PMO is considered one of the dynamic managerial entitiesthat enhance the power
of organizations to open new opportunities for introducing and adopting new ways of
monitoring and managing their current projects, which in turn may increase the
capabilities and competitiveness of organizations in the business market (Aubry et al.,

2008).

The PMO makes use of established and developed project management
techniques, methods and procedures to implement a project management system and
tools. Such methodology components are suitable for the project’s environment and
help it to ensure a supportive consistency of approach across the portfolio of projects

to improving each one’s performance (Mankins & Steele, 2005).
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However, the PMO department could be incorporated into the project
management processes, whereas many project-based organizations consider it an
organizational innovation recently introduced to management practices; it is unstable,
but continues to evolve in an organization in response to its ever-changing nature and
continuous adaptation to changes in the external and/or internal environment or as an

answer to internal tensions (Owen, 2008).

Srivannaboon and Milosevic (2006) find evidence of the PMQO’s strengths in
“instilling structured leadership, methodology, and infrastructure across all
programmes to make the best use of the company’s time, money and human
resources. Accordingly, one of the primary PMO responsibilities is to examine all
the management practices, old and new, to determine which of them will work best

for the host organization.

According to Pellegrinelli and Garagna (2009), the PMO in an organization is
perceived to have the potential to nurture innovation and advance effective
management, while embracing leadership across the functions of the organization’s
business. Therefore, the PMO is considered a managerial phenomenon, and as an

innovative multi-functional tool for effectively managing various projects.

The PMO bears a wide spectrum of responsibilities, ranging from providing
project management support to being responsible for the direct management of a
project. Moreover, the roles that a PMO might play in an organization are quite varied
in terms of organizational strategy, maturity, structural configurations, and core
activities. The definition of the PMO that has been proposed by the PMI (2008) is ““An

organisational entity. Therefore, it may be inferred that the organization’s PMO



58

structure generally adhere to the organization’s strategic goals as a substantial

component in the organization’s strategy.

Many scholarly works discuss the survival of the PMO in the organization’s
administrative structure. Project Management SolutioResearch(2014) identifies
three key factors playing major roles in the current state of PMOs:

» The growing strategic value of the PM®Dhe growing strategic value of the
PMO is seen in the growth of higher-level strategic functions, portfolio
management in particular. We expect to see continued growth in the strategic
value of the PMO, now that portfolio management has more traction.

» The increased roles of PMO in the training and development of competencies
These roles are significant in showing that project management skills are a
critical success factor for organizations. The survey shows that |ess mature
organizations lacking in project management skills, and training will continue
to be asignificant focus of the PMO.

= The ever-present challenge of resource managenResburce management
continues to be a challenge that PMOs will focus on. As the research shows,
the priority for PMOs over the next year isto improve their resource planning
and forecasting processes. Resource management is a significant challenge,
even to the most mature PMOs, and will continue to be a focus for

improvement for years to come.

Understanding these factors will help us explain how today’s PMOs provide
value to their organizations. The PM SolutioA™ conducted a global survey, and
received 432 usable responses. Thissurvey revealed that PMOs are responsiblefor the

following activities and performance:
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» Improvement in aligning of projects with the organization’s objectives - 45%
» Improvement in customer satisfaction - 31%
» Improvement in delivering projects under budget - 28%
» Decreased in failed projects - 27%
» Improving productivity - 18%

» Increasing resource capacity - 13%.

At the same time, this global survey reported the role of the PMOs in offering

the following types of project management training and related activities:

= Putting a project management-training programme in place - 54%

= Evaluating the project management competency of project managers - 65%

» |nstalling project management basics - 84%

» Developing advanced project manager skills - 57%

= Training in the use of project management software tools - 55%

» Training in soft skills (e.g., teambuilding) - 47%

» Leadership training - 39%

» PMP preparation - 33%

= Setting up project management certificate or degree programmes - 12%

2.4. PMO Roles and Employment

It isbeyond dispute that certain drawbacks encountered the successful implementation
of the PMO entity in the organization may reduce trust in the PMO approach. Aubry
et a. (2008) argue that, despite the key roles of the PM O as discussed above, the PMO
might not be appreciated by stakeholders and practitioners as an added-value entity
whereby the organization improves its performance and profitability; in particular,

during a business crisis.
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In contrast to the traditional approach to overseeing the project cycle (e.g.,
initiation, planning implementationcompletion and monitoring, the PMO could
provide a one-stop package of meaningful technical and administrative assistance in
implementing projects. Hence, the importance of having aPMO in an organization has
been reinforced by the pressing need to have greater control over many projects
running simultaneously in organizations. Moreover, the organization could also use
the professional knowledge and practical experience generated from work on previous
projects, to improve theimplementation of current and future projects. The PMO could

take part in projectsthat further the ultimate goal s of project managers (Duggal, 2006).

Therefore, the PMO is either an organic part of the main administrative
structure of an organization or a partner of the organization, which outsources it. The
scholarly literature and the technica information highlight the key roles of the PMO
as top functionsin the following applications:

* Project/Programme Monitoring and controlling

PM methodology, Standards implementation/management

» Project policies, procedures, templates implementation/management
= PM coaching and mentoring

» Project/programme initiation

» Project/programme planning

» Project/programme closing

= Multi-project coordination

= Portfolio tracking (performance monitoring)

= Alignment of projects with strategic objectives
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With these significant roles, the PMO could offer a reliable approach to sustain
organizations as they strive for better project performance (Bates 1998; Rad, 2001;

Duggal, 2007; Magnusdattir, 2012).

In the continually changing business environment, many organizations are
bound to face new challenges, market threats, new strategic options, and new ways of
completing projects, increased competition, and emerging opportunities. Meanwhile,
the expansion of organizations’ activities in the project business has obviously
increased the complexity of project implementation throughout the phases of project
execution, which in turn has led to a new pattern of centralization in managing
simultaneous and multiple projects under the organizational umbrella (Baccarini,
1996). Therefore, many organizations have positively responded by placing special
emphasis on more flexible organizational forms; one motivation for the creation of the
PMO as a new entity has been the need to take a practical approach to gaining such

flexibility (Do’ Valle et al., 2008).

Many scholarly studies have been conducted to explore the various types of
PMO and the core elements involved in its successful implementation in awide range
of projects, anew phenomenon in project management practices. Many scholars have
described the mechanism of the PMO as an entity. Do’ Valle et al. (2008) note that the
first academic work on the PMO was published by Kerzner in 2003 (Hobbs & Aubry,
2010b), but the earliest emergence of the PMO is in fact quite controversial. The
controversy concerns when the PMO first came into the business world, emphasizing
the diversity of the former. Thus, the PMO is an entity developed in many forms and

istherefore difficult to describe.
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However, Kerzner (2003) illustrates the historical evolution of the PMO with
its various roles in a series of time spans. i- The project office (1950s-1980s), where
it was a separate specialised unit inside the firm providing customer-devoted services;
ii- The project office (1990-2000), where the office gained importance through its
modern project management techniques for reaching the desired professional
efficiency and effectiveness level; and iii- The project office (2000- present), where
the office is part of most large organizations, and has more roles and responsibilities

than ever before, taking on vital tasks and responsibilities such as strategic planning.

PM Os of some kind have existed since the early 1940s: the Joint Project Office
(JPO), was used to implement short-term projects for developing a new generation of
fighter and bomber aircraft for the USA’s Air Forces (Dai & Wells, 2004). PMO
applications were for a long time limited to military projects, but the typical civilian
concept of the PMO was technically defined in the 1990s as the mature concept took
shape, and rapidly expanded thereafter into the forms with which the business world
is familiar today (Aubry et a., 2008). Since then, the PMO has been recognized as a
reliable means of improving project performance; it has mushroomed therefore in

many business organizations.

2.5. Types of the PMO

The functions and roles of aPMO may differ from one organization to another. In one
organization, the PMO may be devoted to a single project or programme, while in
another, might be a discrete entity that acts as custodian for the methodology of the
corporate project management. In some business-oriented organizations, the PMO
may be deployed as a business unit responsible for the strategic selection and

prioritisation of projectsand programmes (Tony & Woods, 2012). Accordingto Aubry
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et a. (2009), the PMO should not be isolated from the surrounding changes in the

organization and business environment, but should adapt its structure in accordance

with these changes in order to discharge its proper roles and functions.

Hobbs and Aubry (2008) outline the following common characteristics of the

PMO, which vary according to the organizations’ core strategic and business plans:

1)

2)

3)

The place of PMOs in the organizational structure: The debate is on
centralisation versus decentralisation. The central-based PMO could be
established to manage all the projects of the organization at aone-stop location.
Such a placement helps to bring the PMO to maturity in executing the
organization’s plans, and facilitating the exchange of information and expertise
among the organization staff. In contrast, decentralised PMOs are less mature
in project management.

Size of the PMO Staff: The PMO leaders frequently encounter a variety of
project-related problems of entrusting knowledgeable staff with the jobs that
are anticipated by the PMO, since project managers cannot do them all. There
should be sufficient personnel to carry out the work: the size of the PMO staff
should have a direct relationship to the number of projects and their size. This
point is of financial importance, since the PMOs should justify the number of
their staff to ensure that there is no waste of money and resources.

Level of Authority of the PMO: it is known that the PM Os having an adequate
decision making authority are called empowered PMQshey can manage
projects effectively providing qualified PMOs managers are available. In
contrast, if aPMO has too little power — a main reason of PMOsfailure it is

called apassive PMO
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4) Number of Project Managers in the PMO: This is concerned with the
allocation of managers in the PMO. Managers are sometimes all allocated to
the PMO, or are sometimes placed either in the PMO or outside, or the PMO
may have no project managers of its own.

5) Number of Projects under Responsibility of the PMO: Many organizations
entrust their own PMOs with considerable responsibility. In this case, the
organizations should impose standards and criteriafor choosing which projects
should be managed by the PMO. It is worth mentioning that this characteristic
has a significant association with certain others, such as the level of authority

of the PMO and the number of project managersin the PMO.

The various types of PMO have a dynamic nature in respect of their roles and
functions, which eventually change with time in response to new tasks and/or to the
changes taking place in the business environment, which require upgrading from one

definite structure to another. Tony and Wood (2012) list nomenclature and types of

PMO to show their administrative levels and responsibilities, as briefed in Table 4.

Table 4: Demonstrates PM O types and suggested designations

PMO Type/Functions

Suggested Nomenclature/Deployment

Typel - Project office:
Controls and monitors of schedule
and budget functions of large and
complex single project

Project Admin Office (PAO):
-Each large/complex project hasits own PAO
-Reports directly to the project director.

Type2 — Departmental Level Office:
Integrates projects into one or more
portfolios of projects; it may also take
on some or all of the functions of the
Project Office

Project Management Office (PMO):

-One for each department maxi mum.

-Might be shared by many departments.
-Reports directly to the departmental manager
Programme Management Office (PgMO):
-One PgM O per programme maximum.
-Reports directly to the programme manager

Type3 — Enterprise/Strategic Office:
Facilitates corporate and senior
management decision-making in the
prioritisation and strategic alignment
of the projects

Enterprise Project Management Office (EPMO)
Alternativedesignationsi-Portfolio Management
Office, ii-Strategy Execution Office

-One EPMO per enterprise maximum.

-Reports directly to the executive manager
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The spread of PM O applications throughout the business sphere has generated

anumber of entities described in the scholarly and technica literature. In general, three

main types of PMO have been detailed and classified according to the extent to which

the PMO istypicaly involved (Wood & Shelbourn, 2012); these are:

1)

2)

3)

Supportive PMO or Project Office which provides a total package of
administrative support in terms of professional expertise, best management
practices, creating channels of access to technical information of current
projects and those in other organizations. This entity is workable in an
organization whose projects are implemented successfully with minimal
control and supervision.

Controlling PMO or Departmental-Level PMQvhich controlsthe scheduling
of the project plan; therefore, it monitors a set of necessary functions required
by the project to reach completion successfully; among these requirements are
the adoption of appropriate methods, budget auditing, continual plan revision,
and evaluation of progress and the risk of delays.

Directive PMO or Enterprise PMQwhich integrates multiple projectsinto one
or more portfolios; it may ultimately take over the primary concerns and
functions of both the supportive and controlling PMO. However, the
organization benefits from the directive PMO because it develops a specific
organizationa entity, helps to standardise the methods and experience of
projects, and enhances the organization’s capacity to implement similar
projects successfully. Thus, thedirective PMO isstrategically suitablefor large

organi zations managing multiple projects simultaneously.
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2.6. The Potential PMO Roles

Many researchers acknowledge the contributions and roles of the PMO as a strategic
management tool in organizationa performance, so long as the project activity tends
to be concentrated and more visible in its host organizations (Aubry et al., 2009).
However, the management of the project activities of a public sector organization
could be more readily evaluated by the use of various PMO tools. Furthermore, Aubry
argues that an integrating link at the organizational level that brings together all parts

of the project management is still missing.

Thus, the concept of the PMO as a field of organizational strategic
management still needs further investigation, since many organizations in the private
and public sectors tend to consider critical planning when pursuing organizational
initiatives or implementing strategic business programmes. Such initiatives or
programmes may be complex, consisting of interrelated tasks, which may need
advanced administrative tools to integrate them as projects. Therefore, many
organizations in the business world consider the PMO to be one of the management
strategies responsible for centralized control over the execution and integration of the
multiple projects that are essential for implementing a successful initiative (Kaufman

& Korrapati, 2007).

Kerzner (2003) illustrates principal rolesfor PMOsin the 1990s as an escalating
importance of the PMQ’s roles over time. The following period-based roles reflect the
obvious co-evolution of PMO with project complexity as significant business assets:

= Maintaining the ability of the organization to carry out extra project worksin
ashort time and with cost-effective resources.

= Monitoring the scope of planned project works to prevent undesirable change.
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»= Minimising the probability of risk, and overcoming expected obstacles.

» Enhancing the ability to manage parallel projects of various sizes.

» Enhancing the quality of the project’s outcomes.

= Minimizing the internal conflicts between managerial levels.

= Creating apool of knowledge and information exchange.

» Leveraging the organizational revenues through increasing the profits by

effectively using the organization’s available resources

Targeting customer satisfaction.

The PMO’s roles, equally, after the year 2000 were:
* Involving itself effectively in the organization’s strategic planning.
» Formalizing a consistent and appropriate management process.
» Enabling the organization’s staff to become involved in participating in
decision- making processes.
= Enhancing the generation of reliable administrative and technical information.
= Sustaining appropriate organizational re-structuring.
= Approaching different works at various levels.
= Deédlivering the necessary training to improve the management skills of

candidate managers

Dai and Wells (2004) extract from the literature other key PMO roles, as:
Monitoring and control project performance via providing technical support.
Developing project management methods through formulating a set of project
management standards.

Managing multiple ssimultaneous projects while offering highly technica

support through a network of project offices across current projects.



iv.  Enhancing the management of the strategic plan.

v.  Promoting organizational learning through providing and arranging technical

training programmes on project management techniques.

vi. Formalizing the consistency of project selection by providing project

management consultancies and mentoring.

Hill (2004) also sheds light on the evolutionary pathway and the increasing
importance of the PM O role in managing and overseeing project management control,
support, and alignment to the strategic plan of an organization. Moreover, the roles of
the PMO extended to helping project managers in various organizations (such as
enterprises, business units, and government departments) to understand and use the

appropriate professional practices of project management, and also to adapt business

interests to project management activities and integrate them there.

Despite the short lifespan of the PMO, this phenomenon has dramatically
changed the way that project management has been supervised and implemented.

Letvec (2006) enumerates some of the consulting functionsthat the PMO may perform

in the project life cycle, namely:

1)
2)
3)
4)
5)
6)
7

8)

Project initiation and planning,

Proposal and business case devel opment,

Rationalising project priorities,

Proving project kick-off guidance/workshops,

Execution of the various project phases,

Project tracking and reporting to top management,
Remedies for problems that might obstruct the project pathway,

Project implementation and closeout,
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It is also suggested that a PMO at any stage can pursue activities at any level

to highlight the needs of an organization. Moreover, it is critical to detect the

appropriate level of PMO competency that the organization actually needs to match

its structure and activities. PMOs, as noted above, work at three levels: portfolio,

programme, and project. The different competencies of the PMOs at these three levels

areshown in Table 5 (PMI, 2013).

Table 5: Management approach of portfolio, programme and project

Aspects Portfolios Programmes Projects

Scope Changes with the Having alarger scope to Promoted throughout
organization strategic | provide many significant the project life cycle
objectives benefit

Change The managers The managers expect change | The managers expect
constant monitor from inside and outside changes to be kept
changesin internal prior to preparing suitable under management and
and external management control.
environment

Planning Managers create and Managers developing a Managers elaborate
maintain necessary high-level programmeplan | high-level information
communication and to guide detailed plan at into detailed plans at
processes in relevance | component level different phases of
to aggregated project life cycle.
portfolio

Management | Managers coordinate | Managers manage both Managers managing the
management staff that | programme and project project team to meet the
may have reporting managersto providevision | project objectives
responsibility. and leadership

Success It is measured in Success is measured by the | It is measured by
terms of the aggregate | degree to which the program | quality of product,
investment satisfies the needs and project, timeliness,
performance and benefits for which it was budget compliance,
benefit realization of undertaken degree of customer
portfolio satisfaction

Monitoring Portfolio managers Program managers monitor | Project managers
monitor strategic the progress of program monitor and control the
changes and aggregate | components to ensure the work of producing the
resource allocation, overall goals, schedules, products, services, or
performance results, budgets, and benefits of the | that the project was
and portfolio risk program will be met undertaken to produce
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Hill (2004) defines aseries of five empirical stages of PMO capabilities, along
with a competency continuum, namely, i) Project Office, ii) Basic PMO, iii ) Standard
PMO, iv) Advanced PMO, and v) Centre of Excellence. These five successive stages
(shown in Figure 6) represent the progressive maturity of competency, as well as the
advancement of the PMO functionality to meet the core needs of the project

management goals, which in turn may be associated with the business objectives of

the organization.

STRATEGIC ALIGNMENT

) BUSINESS MATURITY Stage 5
ROCESS SUP, CENTER OF
i PORT Stage 4 EXCELLENCE
= ADVANCED Manage
Stage 3 PMO s
WERSIGH STANDARD continuous
*ﬂ Stage 2 PMO Apply an improvement and
BASIC PMO Establish integrated and cross-depariment
Stage 1 Provide a capability and comprehensive collaboration to
PROJECT sttt el infrastructure to prioject achieve strategic
OFFICE repeatable PM support and govern management business goals
Achieve project methodology for a cohesive project capability to .
deliverables and use across all environment ﬂfi]m“_f business « Multiple programs
objectives for projects * Multiple projects objectives # Vice President or
cost, schedule, # Multiple PMs + Multiple projects Diirector of
and resource » Multiple projects s Program * Multiple PMs Project
utilization o Multiple PMs Managers . lﬁlmg?am Management
i # [irector/Senior Anagers i
Wi i projectsy e Program Manager Program Manager| | e PMO Director i Iz;;mtzjj SLZEP
=1 Froject anages # Part-time PMO * Full-time and + Dedicated PMO » Enterprisewide
P part-lime technical and SRR
support sta PMO staff support staff support s

Figure 6: The five PMO maturity stages

(Source: Hill, 2004)

The variations in the PMO’s functions and roles have equipped the PMO with
dynamic flexibility over a wide range of organizational responsibilities. Hobbs and
Aubry (2007) identify about 27 functions and roles that the PMOs can adequately
perform. Although not all the identified functions can be performed by every PMO,

the performance is PMO-specific. Yet the survey of Hobbs and Aubry revea's that
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about 21 of the 27 roles and functions are important for at least 40% of the surveyed

PMOs. The potential PMO roles and functions are listed in order of their importance

to each project management’s activities, as shown in Table 6.

Table 6: Shows the PMO’s potential roles and functions

PMO Functions & Roles Importance
1 | Reporting to upper management about the project status 83%
2 | Developing and implementing an appropriate standard methodol ogy 78%
3 | Controlling and monitoring the process of the project performance 65%
4 | Developing standard of staff competency and vocational training 65%
5 | Taking care of implementing and operating information commons 60%
6 | Providing consultancy and advice to senior managers 60%
7 | Coordination between simultaneous and multiple projects 59%
8 | Developing and enhancing a project scoreboard 58%
9 | Promoting culture of project management within the organization 55%
10 | Self-monitoring and controlling of the PMO performance 50%
11 | Participating andinvolving in organization’s strategic planning 49%
12 | Providing mentor for the project managers 49%
13 | Managing multiple portfolio 49%
14 | Participating in the selection process of new projects with priority 48%
15 | Managing the project documentation archive 48%
16 | Managing single or multiple projects 48%
17 | Project auditing 45%
18 | Managing customer interfaces 45%
19 | Providing standardized set of tools 42%
20 | Execution of specia tasks as per request of the project managers 42%
21 | Allocation of organization’s resources between the various projects 40%
22 | Post-project investigation 38%
23 | Implementing learning and training databases 34%
24 | Management of risk databases 29%
25 | Benefit management 28%
26 | Networking and environmental scanning 25%
27 | Recruitment, evaluation of the project managers’ performance 22%

(Source: Hobbs & Aubry, 2007)
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Dai and Wells (2004) investigate the establishment and use of the PMO in the
business environment in which they operated. They found that among the most
important concerns for establishing a suitable PMO entity was that of incorporating
the process of project management with its strategic goals for raising the ceiling of
competitive advantage. Moreover, they identified and assessed an array of PMO
functions and services, along with their influence on the target project performance.
However, they comment that the establishment and use of a PMO entity to improving

the execution of an organizational project was sometimes found to be insignificant.

Therefore, the PMO entity needs to receive administrative support from the
decision-makers, training programmes, consultants and the technical staff involved in
project implementation. The core functions of the PMO, as recognised in the study of
Dai and Wells, also reflectsthe potential capacity of the PM O to develop and maintain
a set of standards and methods, provide a centralized archival repository to
systematically collect and store project knowledge, provide administrative support,
provide human resource criteria for recruiting the right personnel, provide project
management consulting and mentoring, and provide or arrange PM training. Thus, the
PMO is considered a key influence between project management strategy and overall

business strategies.

Hobbs et al. (2008) demonstrate that the expansion, diversity, and complexity
of an organization’s project activities are among the main driving forces behind the
successful implementation and reconfiguration of the PMO in ahost organization. The
study also shows that the PMO is put in place to oversee the implementation of
multiple projects, which is part of amanagement system for playing an important role

in the organization’s strategies.
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It is worth tracing the scholarly works of known authors in the PMO field.
Although there has been an increasing body of published studies on PMOs, there is
still no common understanding or mutual agreement about the PM O as an entity. The
major works by Dai and Wells (2004), Desouza and Evaristo (2006), Hill (2004),
Hobbs and Aubry (2007), Hobbs et a. (2008), and Martin et a. (2007) have been

attempts to identify the possible roles of the PMO in various settings, as shown in

Table7.
Table 7: Published research works on PMO
Author(s) Research outlines Methods
= Empirical study on establishment and use of PMO. Quantitative

Da & = Two samples of 234 (targeted) and 96 (random) samples.

Wells = |dentified different functions and services of PMOs. (Likert-type

(2004) » Assessed these against project performance for both | questionnaire)
samples

Hill (2004) | = Describes continuum of PMO competency Review
= QOutlines nature and characteristics of PMOs. Qualitative
Desouza & | = Blends project management and knowledge management
Evaristo concepts. (Interview-based
(2006) = Classifies PMO archetypes with respect to administrative | survey)
vs. knowledge-intensive dimensions.
= |dentifies critical success factorsfor PMOs.
= Interviewswith senior managers and directors of PMOsin
32 1T organisations.
= Use of forma project management practices on IS | Quantitative
Martin et al. projects.

(2007) = |dentification of which specific project management | (Likert-type
practices, including PMOs, provide most value for IS | questionnaire)
projects.

= Survey responses from 129 IS project managers who PMI
members.
= Three-phase research programme to get better understand | Quantitative
Hobbs & of PMOs and their perceived value.
Aubry = Descriptive survey of 500 PMOs. (Likert-type
(2007) = Development of classification typology. guestionnaire)
= In-depth study of four PMOs through 11 transformations.
= Confirmatory study to validate findings.
= In-depth qualitative and quantitative analysis of four
Hobbs et al. PMOs, whose life spans were 4, 8, 10, and 12 years old. Mixed method

(2008) = Each organisation reconfigured its PMO every three to

four years, resulting in 11 organisational transformations.

(Source: Spalek, 2012)
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With the significant roles of the PM O in the above applications, the PMO could
reliably sustain organizations in improving project performance and executing their
strategic plans (Bates 1998; Rad, 2001; Magnusdottir, 2012). Therefore, the PMO
should identify any gap in its collaboration with its end-customers and stakehol ders to
providing a satisfactory level of “leadership, support, coaching, mentoring, training,
monitoring and information in each of the people, process and tools aspEuts,
the PMO, in collaboration with top management, will enable organizations to manage

effectively multiple projects.

Engle (2005) argues that one of the core purposes of the PMO is to ensure
consi stency between multiple projects, aconsistency, which also yieldsimprovements
in project performance and formalizes the process of selecting appropriate projects; he
adds that many business organizations find it difficult to select projects or prioritize
them. The PMO is therefore considered a helpful tool for big corporations in

prioritizing projects in portfolio management.

Due to the complexity of the PMO’s functions, the host organization is
required to devote special training and skill development processes to its personnel,
with the aim of enhancing the power of the PMO department to achieve the project
gods in alignment with the organization's strategy and vision (Blazevi¢, Misi¢, &
Simac, 2014). The purpose of such alignment is primarily to guarantee the expected
return-on-investment (ROI) in the organization, as well as satisfying the stakeholders
(Desouza & Evaristo, 2006). These PMO roles leverage the capacity of the
organizations to improve their project performance (e.g., cost, schedule, quality, etc.)
Moreover, the PMO could help in furnishing crucia information for better decision

making.
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Duggal (2006) states that the PM O achieves its defined objectives by focusing
on the integration of three main organizational resources, namely, People, Process and
Tools (PPT), which are considered significant driversin the effective execution of the
organization’s strategic plan. Duggal extends his argument to define the PMO as “A
facilitating and enabling force that could help in realizing the potential objectives,
business and proposed strategic plan of the organizations by means of the
interpretation of the organization’s strategies into a portfolio of both projects and

programme?, asillustrated in Figure 7.

Business objectives

Strateaies

Portfolio

Projects/Programs

Successful project
/programmes

Tools delivery; effective
realization of

Processe:

PMO

Increase the organization’s capacity
of execute strategic plan, portfolio,
governance, decision-making

Figure 7: The PMO’s roles to execute the organizational strategic plan

(Adapted from Duggal, 2006)
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The top functions of the various PMO as discussed in Duggal’s work could be
summarised as follows:

» Project/Programme Monitoring and controlling

PM methodology, Standards implementation/management

» Project policies, procedures, templates implementation/management
* PM coaching and mentoring

» Project/programme initiation

* Project/programme planning

» Project/programme closing

=  Multi-project coordination

= Portfolio tracking (performance monitoring)

= Alignment of projects with strategic objectives

Young et a. (2012) conducted a survey for evauating how far strategic
management is effective in the execution of multiple projects in the state of Victoria
in Austraia. Their interviews with senior administrators reveal that the monitoring of
the organization’s strategic goals is too difficult because the organization policy may
suddenly change in response t associated internal or external factors and thus disturb
the initiatives and execution of strategic projects. Young et al.’s study argues that the
unexpected causes of policy changes should be stated as assumptions leading to the
modification of the programmes when evidence indicates that these assumptions were

wrong or incompl ete.

2.7.Levels of the PMO’s Roles
Over the past two decades, many organizations in both the public and private sectors

have implemented one or more PMOs as part of their project management, attributing
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avariety of both operational and strategic roles to their PMOs (Dai & Wells, 2004).

Desouza and Evaristo (2006) classify the core roles of the PMOs on three different

levels. strategiG tactical, and operationa] which are maintained largely by the

knowledge management, as follows:

2.7.1

Strategic Level

The main responsibility of the PMO at this level is entirely to verify how well the

projects that are run by an organization comply with the three key targets, below:

a)

b)

Strategic goals of the organizatioRM Os should ensure that the projects that
are carried out by the organization are aligned with the strategic goals and
objectives of the organization. Moreover, PMO staff should ensure that the
project managers and their project teams are fully aware of the strategic
objectives of the parent organization and manage the projects according to the
approved plan and processes of the project management with respect to the
agreed priorities and phases.

Strategic growth of the organizatiohhe PM Os should ensure that the current
approved projects properly support the development of the organization in
practice; thisin turn helps to extend the steady progress of the organization’s
strategic objectives.

Effective and efficient knowledge managem&mt PM Os should develop and
enhance the policies, procedures, templates, tools and techniques of project
management by using standard procedures for facilitating the efficient
exchange and transfer of professional knowledge and experience among the

various levels of the project teams across multiple projects.
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2.7.2. Tactical level
The functions of the PMOs at this level are to ensure that the following objectives are
met sufficiently:

a) Close integration among project initiativesvhere the PMOs generaly
facilitate the communication between the project management teams to make
surethat all the project workers are properly coordinated with each other, using
similar technical language to manage effectively their individual projects. Such
clear vision and communication channels in the organization are believed to
play significant roles in the PMO’s success through executing the strategic
plans and achieving the target goals of the organization. However, setting up a
PMO without clear vision and defined plans and functions is the major cause
of failure for the PMO or itsloss of status.

b) Appropriate quality of the product and service delivered by the projeet
PMOs could efficiently improve the quality of the outcomes of the projects
(i.e., fina services or products) by supervising and controlling the progress of
the project throughout the definite procedure and policies.

c) Knowledge sharingvhich isakey role of the PMOs at the tactical level since
it enables all the project’s members in the different projects to gain new
experience and knowledge from other personnel’s mistakes and successes

(Miiller et al., 2013).

2.7.3. Operational Level
Theroles of PMOs at thislevel, asillustrated in Figure 8, are as follows:
a) Performing project assessmerni$is objective is purposely assigned to make

sure that the current projects are carried out according to the approved
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d)
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baselines (budget, schedule, scope, etc.), and to ensure that any deficit in the
project budget or additional resourcesis carefully studied and approved.
Integration of lessons learned from other projedtss target should confirm
that the necessary information is accessible to all project members so that
project management can make the right decision on a particular management
issue.

Expert knowledge on project managemehe PMO should be seen as the
focal point for knowledge transfers, lessons learned, and the historical database
sharing knowledge and experience in various projects.

Continuous monitoring of customers’ satisfaction: The satisfaction of the end
customersis considered one of the key functions of the successful PMOs since
it provides project managers with the required feedback and responses from
customers. Such customer satisfaction is made possible through the

appropriate communication channels inside or outside the organization.

A

(—I nformation \

-Staff support -Project knowledge

-Resource alocation -Communication

-Documentation — €— -Management excellence

-Monitoring & customer ;tear ni ng :|r']d training

i i -Strategic alignment
kw’usfactlon ) \
\ 4

CI’ he ProjecD

Figure 8: Mutual relationship between running projects and the PMO

(Author’s own design)
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2.8. Models of PMO Functionalities

Analysis of the PMO literature paves the way to extracting and describing the three

models of the common functioning of the PM O entity (Mariusz, 2014), these are:

)

ii)

The model that focuses on direct support for the implementation of the
organization’s project. This functioning PMO develops various functions,
systems, methods, and tools, which allow it to support effectively the
implementation of individual projects or programmes planned by in the parent
organization.

The model of the PMO functioning as a centre of knowledge transfer. In this
case, the operation of the PMO model is more focused on consultation and
education/training activities. The scope of operation of suchaPMO is broader;
it can cover al or part of the parent organization.

The organizationa model of the PMO, where the activity is focused less on
issues that relate to methodology and tools, and more on supporting the
business development of the parent organization.

In analysing the core functions of an organization or company in the context
of the PMO framework, there are two independent entities: i) the Project
Support Office (PSO), whose main task is to manage the flow of ideas and
initiatives, and convert them into projects, and ii) the Project Management
Office (PMO), whose main task is to support the implementation of projects,
arranged in the frameworks of programs and portfolios. Below, detailed in
Table 8 (Mariusz, 2014) are the elements drawn from a case reflecting the

various PSO and PMO functionalitiesin an IT-intensive company.
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Table 8: The functioning of the PMO structuresin an IT company

Functionalities PSO PMO
Organizational roles Management of the stream of -Support for projects arranged
ideas, initiatives and within the framework of the

converting them into projects | programmes
-Supporting portfolio

management
Implemented functions | - Acquisition and development | - Methodol ogical/administrative
of ideasin the business support for portfolio management

development division
- Development of tools supporting
- Development and shaping of | the management of the portfolio.

the portfolio of initiatives.
- Conducting trainings/ education
- Conversion of initiativesinto | -Methodical support for affiliates
projects

2.9. PMO and Organizational Transformation

The performance of activities of PMOs in the host organizations varies according to
their mandates. Subsequently, the PMO may play avital rolein promoting the element
of organizational transformation in terms of facilitating changes in the way that the

organization attains its ultimate goals and strategic objectives.

However, Aubry (2015) raises the question of the pattern of this PMO-based
transformation: “How do the PMO’s controlling and supportive roles affect
performance and maturity in the context of PMO transformatioiettigrew,
Woodman, and Cameron (2001), shed light on the link between the capacity for
change and action and organizational performance. In the context of PMO change,
Aubry (2015) adopts performance as the outcomeof PMO change, referred to as a
threefold component: project management performance, business performande,

project management maturity

Aubry (2015) isolates four main variables to capture the context of

organizational transformation:
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1) Organizational sizas one of the most common elements mentioned in the
organizational management, due to itsimpact on organizational operation.

2) Project management maturity at the organizational lewgy have a
significant influence on project management in general, and on PMOs in
particular (Hobbs & Aubry, 2010). This variable relates to the context and can
have a moderating effect on the relationship between the surrounding
conditions for change and the effect of change on performance and maturity as
awhole.

3) The sociocultural environment also contributes to the overall transformation
context. The supportiveness of the organizational cultinas been shown to
have an important impact on PMO implementation and is considered in this
study to be an organizational contextual variable (Hobbs & Aubry, 2010). This
variable reflects change in the organizational culture supporting the PMO
before and after the PMO transformation.

4) Changing a PMO’s involvement in organizational changes and the
effectiveness of any organizational change can be influenced by the use of
accompanying change management practices. The last variable describes the

extent to which a change in management is used to support change in the PMO

2.10. Project Management Methodology

It seems that the concept of project management becomes more important every day.
Through improving the project management methodology, the PMO has become a
dominant part of the organizational structure when it comes to standardizing the
professional practices of the project-based organization (PBO) to deliver their projects

(Blazevi¢ et al., 2014).
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Methodology, in particular in terms of project management as such are vital,
because it provides acceptable and agreed upon standards, and also the repeatable
procedures for boosting project performance, from the initial concept to fina
completion (Hill, 2004). Apart from the technica methodology; the Project
Management M ethodology (PMM) in the PMO is commonly designed to contain a set
of the processes which can be applied of regardless the types of project in the host
organization; this is done without ceasing to provide an al-in-one use of single or

multiple technical processes.

A project management methodology generaly applies accepted project
management technigques and patterns that meet in the culture and business enterprise
demands of the host organization. It includes recognition of the functions,
specifications and responsibilities that are associated with each process step, along
with its inputs and outputs. A project management methodology conveys to project

managers and project team members what to practice, yet, how to practice it.

The organization can initiate the needs of complying with the methodology
through introducing at the beginning a series of simple processes for use in the project
management environment. This step ensures that the compl eting the activities of the
project management are the most important task for the host organization. Then, with
this foundation, the organization should aim to develop a more comprehensive and
successful process by which to specify the core activities for al five phases of the

project management life cycle, as mentioned by Sodade (2011).

It isvital for PMOs to be based on the project management methodol ogy that

iswell integrated in the context of every single organization. PMOs, as noted above,
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are not standardized. Thus, it isrelevant to take al the necessary steps in establishing
aproject methodology. For instance, it is of great importance for PMOs to ensure that
individuals with business and technica interests along with project managers are

properly presented and engaged in the effort to develop a methodology (Hill, 2004).

The project management methodologies are ssmply considered the backbone
of the PMO host by virtue of various organization-specific activities. This “project
management methodology” enables the PMO to:

» Put in place some standard approaches to the project management that can be
used by all the project managers in the adopting organization.

» Promoting effectively innovative management practices to place the greatest
impact on project and business success.

= Achieve consensusin implementing a common project management life cycle
across the relevant organization’s technical and business areas.

= Providefor the collection of project datato be used in individual and aggregate
analyses of project performance.

= |dentify technical and business processes and incorporate them into the project

management methodology (Hill, 2004).

2.11. Summary and Conclusion

Project management has cometo play amajor role in the management of organizations
in amost al fields of human activity. Over the last decade, many organizations have
implemented one or more PMOs as part of their project management innovation,
attributing a variety of both operational and strategic roles to their PMO departments.

The PMO is now a prominent feature in the domain of organizationa project
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management. However, the underlying logic that leads to their implementation or

renewal is still not fully understood (Aubry et al., 2010b).

The new project management approached in the present global businesses has
promoted concern to initiate a dynamic transformation of projects into powerful and
competitive assets. Therefore, many projects call on a leading entity to carry out
implementation; hence, the dynamic transition from traditional project management
in the new era of strategic project leadership has become the concern of many
researchers and managers, while the strategic project management generally directs
projects towards the creation of competitive privileges and excels in the marketplace

(Shenhar, 2004).

The reviewed works on the PMO recognise the contribution of the PMO to
organizational performance as a continuous quest and find it a strategic instrument in
achieving the organization’s initiativesin terms of successful project implementation,
and providing a platform for improving the competency of the organization. Turner
(2009) lists the applicable criteria for assessing and evaluating the success of the
project’s maturity:

» The project increases the shareholder value of the parent organization.

» The project generates a profit, and the contractors can make a profit

» The project provides the desired performance improvement.

» The new asset produces a product or a service that consumers want to buy.
» The new asset works as expected, and is easy to operate.

» The project isfinished on time, to budget, and with the desired quality.

» The project team has satisfactory experience and the project meets their needs.
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Although the PMO is considered an essential value-added entity in an
organization’s performance, it is necessary to build a broad understanding of the
critical factors for the successful implementation of a PMO entity, and the help that
the PMO can effectively give in achieving the strategic objectives of the organization.
Therefore, this review cites references of many authorsto highlight the debates about

the PMO’s roles and efficiency in the execution of the organization’s strategic plan.

In the rapid advances in management knowledge and practices, Aubry et al.
(2010) sought to trace the transitions and changes, along with the associated drivers,
that might be observed during the life span of a PMO. These writers propose some
guestions to reveal the pattern of change, such asi) “why does the PMO change?}
What are the potential driversivolved iii) How does the change take placeév)
What are the characteristics or functions that are subject to chavigis?here any
specific pattern of chan@@ The answers to these questions appeared in a proposed

schema of PMO transition, as shown in Figure 9.

SOCIAL INNOVATION CONTEXT

ORGANIZATIONAL CONTEXT

PMO structure
before the
transformation

transformation

PMO structure
after the Consequences
transformation

* Characteristics = External factors * Characteristics » Impacts on issues
* Functions * Internal factors * Implementation « Functions * New issues
 Issues characteristics
* Change
management
process
patterns

Figure 9: Conceptua framework of the PMO transition process

(Adopted from Aubry et al., 2010)
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Hill (2004) traced the evolutionary phase of the project management
methodology. His conceptual framework was built upon a set of characteristics
defining various stages of a gradual maturity development. The initia phase is
establishing base for project management methodol ogy to pass on through devel oping
suitable solution to determine the implementation phase, which leads to maturity of
project management methodology. The conceptual framework describes; however, the
effect of the transition related driversin each phase; the characteristics maturity set is

illustrated in Figure 10.

Establish Basis for Develop Conduct Manage
Project Management Methodology Methodology Methodology
Methodology Solution Implementation Maturity
* Convene methodology * Identify + Plan methodology * Manage
development team methodology implementation methodology
components : implementation
' I‘re}iare methodology * Plan project ¢ Anialia
deployment strategy ‘ Dcsign.lifc cycle | transition N meth}:ﬁology
* Examine current prercery i Conﬁlllc(;tl performance
actices * Develop project methodology
practices managfmiém' training an?l * Manage
practices implementation methodology

maintenance
+ Introduce
methodology

platform

Figure 10: Methodology function model
(Source: Hill, 2004)

Aubry et a. (2010) reviewed 17 case studies that looked into the stability of
the PM O department in some project-based establishments. Thelir review indicates the
nature of the PMO as a temporary arrangement with little continuity. Moreover, the
substantial changesin PMO functionalities that they detected could be tied in with the
organization's internal and/or external environment. Crawford (2011) and Duggal
(2006) identified about 75 significant PMO functions; some of them are traditionally

practiced, while others provide innovative services.
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In conclusion, even though many scholarly researchers have been empirically
sought to understand the importance of the PMO, there is still agap intheliteraturein
terms of understanding the PMO’s relationship to other aspects of an organization. In
the case of our study, the PMO concept was intended to cover project independence,
innovation, flexibility, and leadership. With reference to experience, the practice of
project management by means of a PMO entity is rapidly evolving in response to the
dynamic expansion of businesses worldwide, the availability of new technologies, and
continuing social change with increasing demands. For this reason, the current and
future project business management processes will be completely different from those

practiced over the past few decades.

Moreover, PM Solution Company (2014) recognised top five challenges the
PMO unit may face in the future: i) Organizational resistance to change, ii) PMO
processes seen as overheads, iii) Reserving enough time/resources to devote to
strategic activities, iv) Demonstrating the added value of the PMO, and v) Inadequate

capacity to manage the avail able resources of the project-based organization.
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Chapter 3. Conceptual PMO Framework

3.1. Introduction

Rodman (1980) defined the conceptual framework as “An analytical tool with several
variables and contexts that aim at processing a critical analysis of the
interrelationships between these variables to capture the PMO implementation as it is
proposed, whereas Oxford Dictionary definesit as “A conceptual structure that aims

at illustrating the actual mutual relationships between the core components involved

in building a set of functions, principles, ideas, etc., within the system

The term “conceptual framework” is frequently used interchangeably with such
terms as conceptual modetheoretical orientationconceptual approachend frame
of referenceThe conceptual framework of the present work is designed to involve the
project business environment in the UAE. The description of the PMO wasthe starting

point for incorporating severa variablesin building its conceptual framework.

Letvec (2006) acknowledged several types of conceptual framework identified
in the management literature, which largely line up with the research purpose of one

of the patterns of scholarly study listed below:

Working hypothesis for the exploration or exploratory research

Descriptive categories for descriptions or descriptive research

Practical approach for the measurement of standard quantity or capacity.

Models of operations research for making a decision.

Formal hypothesis for forecasting, explanation, and prediction.

However, Patanakul et al (2012) defined the strategic project leadershigs the

framework of the strategic project and include five planning elements in it (namely,
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strategy spirit, organization processesand tools) and seven principles that can be

flexibly implemented by project managers in organizationsin the stages and phases of

project planning and execution; these seven principles were:

Vi.

Vil.

L eadership providing project managers with responsibilities to be leaders.
Project strategy, which defines possible competitive advantages of an
organization’s products incorporated into a detailed project strategy.

Strategic project portfolio management integrates various projects into a
single unit concerned the organization’s strategic policy for project selection.
Project spirit inspires an organization’s project vision to develop a specific
project culture.

Adaptation applies new approaches and applications to assess the project
business environment in selecting a suitable project management style to fit
the project type.

I ntegration articulates ahierarchical plan of the five strategic project elements.

Learning, which creates suitable project learning in an organization’s context.

3.2. Theoretical Ground

Hobbs and Aubry (2007) further categorised the 27 recognized PMO functions and

roles generated from their global survey into five major groups, as follows:

a) Monitor, control and report on running projects: Reporting the status and

stages of the running projectsto top management. Thereporting usually covers
related tasks to the monitoring and controlling function. It provides also
administrative tools and advisory support to enhance the efforts to the

organization to manage its own projects.
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b) Project management excellence: The incorporation of innovative approaches
and tools in managing the different phases of the project, the programme, and
the portfolio is intended to make sure that the implementation of project
management is consistent and sustainable for the sake of delivering a
successful project.

c) Develop project management competency and methodology: The various
stages of the project execution generate many new experiences and much
professional knowledge, which could be further used to develop the existing
project management methodol ogies and standards for improving the capability
of the organization in the field of project management activities, and also in
exchanging and sharing technical information with other projects in the
organization or between it and similar organizations.

d) Strategic alignment & benefits achievement: Modifying the processes of the
decision making of the senior project managers to ensure that the running
projects are strategically aligned to the strategic goals and plans of the
organization. In this regard, the purpose of such strategic aignment is to
achieve the most benefits that can be expected from the project outcomes.

e) Organizational learning and culture: Since the project is considered a
production of professiona information and experience, the organization will
build up a specific culture, and will develop and disseminate atypical learning

pattern, which becomes one of the organization’s characteristics.

Hobbs and Aubry (2007) developed a PMO standard model using 500
descriptions of PMOs generated from a global survey conducted in 2005. They

proposed describing the PMO entity as a set of characteristics and functions. The set



of characteristicswere further grouped under three headings: i) organizational context

i) PMO descriptiongnd iii) PMO performanceas shown in Table 9.

Table 9: The PMO descriptive model

Category

Data Sources

Data Elements

PMO
context

Organizational
context

Economic sector

Public or private

Organization size

Percentage of resources that report to the same
management as the PMO leaders, or project managers
throughout the organization

Internal or external project clients

Single or multiple project customers

Level of organizational project management maturity
Supportiveness of organizational culture

Project typein
the PMO
mandate

Scope expressed in terms of the number of team
members working on the project

Scope in terms of project duration

The type of product or service delivered

The primary performance criteria of PMO's projects
Theinclusion of post-delivery activitieswithin project
scope

Involvement in outsourcing contracts

PMO
description

Structural
characteristics

The name used to identify the PMO

Time alows for implementing the PMO

Location within the hosted organizational hierarchy
Relationship(s) with other PMO(s) in the same
organization, if any.

Staff of PMO

Size expressed in terms of number of team members
working on the project.

Age of the PMO

Percentage of projects in the mandate of the PMO
Percentage of project managersin the PMO entity
Decision-making authority of the PMO

Project management methodology status

The adequacy of funding of the PMO

The funding pattern as billing for services

Roles or
Functions

Monitoring and controlling project performance
Developing and implementing standards and
competencies

Multi-project management

Strategic management

Organizational learning

Management of customer interfaces

Recruiting, selecting, evaluating and determining
sdaries for project managers

Executive task for project managers

PMO
performance

Perceived
performance

Reporting in response to the question the need for a
PMO since “seriously questioned in recent yeats
Contribution to project/programme performance.




93

3.3. Framework Capabilities and Functions

The intended framework is concerned merely with defining the main independent
variables and related factors (such as the dimensions of leadership, organizational
commitment, PMO entity, the organization’s culture, and governance) that would
affect the efficiency of the PMO functions and roles, along with its possible alignment
with the execution of the organization’s strategic plan. The framework is expected to

devel op organization-specific pattern of the kind detailed below.

3.3.1. Leadership and Organizational Commitment

Leadership is described as the accumulated characteristics of a person, which entitle
him/her to an influential position in leading, controlling, making decisions, and taking
actions. In psychology, leadership istraced in a person who shows powerful behaviour
and significant capabilities over other members of the community. But the type of
leadership that is needed for the success of a project is concerned with building a
vision, promoting effective collaboration, enhancing fruitful performance, motivating

learning, and ensuring meaningful results (Juli, 2011).

The management of new projects in a dynamic business environment
transforms projects into powerful and competitive assets. Therefore, many projects
call successful implementation a leading quality in performance; this transition from
traditional project management in the new era of strategic project leadershipas
become the concern of researchers, managers, and shareholders. Strategic project
leadership generaly directs projects towards creating competitive privileges and

excellence in the marketplace (Shenhar, 2004)
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The leadership and commitment shown in relation to organizational change
have been issues of growing interest among scholars and practitioners, above all in a
dynamic business environment. Leadership in organizations can take many forms. The
full-range leadership theory distinguishes between two general forms of leadership,
namely, transformationaland transactional(Jackson et a., 2013). However, most
traditional forms of leadership combine three common elements, emphasized in the
following definition: “Leadership is the ability to influence the activities of a group of

followers in their efforts to set and achieve target goals

This definition recognises the five core roles of the manager: commanding,
organizing, planning, controlling and implementing. Where the manager influences
the teamwork members, these activities constitute transactional leadership
(Partington, 2007). In contrast to the traditional ideas of transactional leadership and
management, new trends in leadership have emerged to emphasize the

transformational leadingole of the manager in bringing about organizational change.

For example, the transformational manager may change the way that the
employees think about what is desirable, possible and necessary; in this sense,
transformational |eadership has a distinctive orientation towards identity, purpose and
change. Increasingly, project managers are concerned not only with setting and with
pursuing goals, but also largely concerned with managing meaning and changing the
way that the members of the project team think. This concern is part of inspirational
motivationand involves encouraging project personnel to strive for difficult goals,

with the confidence that they can attain these goals (Jackson et al., 2013).
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Furthermore, the top managers of an organization usually need great
enthusiasm and loyalty in their involvement with creating and devel oping the strategic
plan for each department in the organization. Such involvement aims at closely
aligning the proposed plans with the project objectives. At the same time, the members
of the top management need to be updated in each project charter to share the
responsibilities with the project team, based on the authority matrix, in order to define
the benefits to be earned, reduce the risks, and increase the return on the project and

portfolio investments.

Meyer and Herscovitch (2001) devel oped the Three-Component Mod€ICM)
for investigating the employees’ commitment to the affiliated organization (i.e.,
organizational commitment). Hence, organizational commitment was extensively
investigated, in particular in the context of leadership. Employee commitment in the
workplace is a multidimensiona construct; it could take various forms and be aimed
at several targets, including organizations, workplace teams, project leaders, and the

organization’s strategic goals.

Commitment is given various definitions in different contexts. Organizational
commitment isi) “The relative loyalty of an employee identifiedhis/her involvement
in a particular organizatiofi, ii) “The psychological attachment or link felt by an
employee for the organizatitywhereas job commitment is “The likelihood that an
employee adheres to a job, and feels psycholdygieatached toit, whether it is
satisfying or ndt. Commitment to organizational change is defined as “A
psychological state that binds an employee to a course of action necessary for the

successful execution of a change initiatii eyer & Herscovitch, 2001).
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3.3.2. Mandate of the PMO

The establishment of a PM O entity in an organization would be an effective approach
to enable project management to improve overall and create successful project
outcomes. It should be positioned as a neutral entity to avoid any administrative
conflicts with other departments. Therefore, the PMO should be equipped with clear
processes, standards, procedures, and tools. The PMO mandate defines the purpose,

for which the PMO exists, i.e,, it is considered the mission statement of the PMO.

One of the driving forces of the PMO changes is the scope of the control
mandate which alows the control nature of the PMO to increase through variables
related to the scope of its mandate in terms of the percentages of projects and project
managers, and higher rank in the reporting hierarchy. Together, they form a consistent
image of increasing control and scope of mandate (Aubry et al., 2010a). Thus, a good
mandate will identify what the roles of the PMO are; the end-customers whom it
serves, and the needs that it fulfils in the organization. Like the mission of a public
organization, it keepsthe staff of the PMO focused on the roles they enact, and clearly
communicates to the customers of the PMO what are the services and support they can

expect to receive (Mullaly, 2004)

3.3.3. Organization’s Culture

While there is little consensus about the meaning of ‘organizational culture’, it is
considered one of the key variables in the success of any strategy and it is agreed that
this signifies the core elements represented in its vision, mission, and values. The
elements of organizational culture are interpreted through the PMO’s objectives and
functions. This specific culture should be transparent and positive-thinking, sharing

and exchanging information and knowledge, supporting new ideas and constructive
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feedback and building trust between the organization’s employees to avoid inter-

department clashes in the organization and build supportive integrity.

The organization’s culture develops in large part from the womb of its
leadership; aso, it can affect the development of its leadership. For example,
transactional leaders work in their organizational cultures following the tendency of
the current rules, procedures, and norms. Therefore, transformational |eaders change
their culture by first understanding it and then realigning the organization’s culture
with anew vision and revising its shared assumptions, values, and norms. Therefore,
effective organizations require from its leaders both tactical and strategic thinking as

well as culture building.

Organization-specific cultures are often created by their entrepreneuria
founders. The founders often create an organizational culture through an initiative of
a “cultural schemé Typically, entrepreneurial founders would like to share the
developed culture and related values with their employees. This intention of sharing
culture and values aims at maintaining the organization’s integrity, as well as its
leadership (Bass & Avolio, 1993). The success or failure of an organization depends
on the relevance of the founder’s outlook to the business opportunities and constraints
currently facing the organization. Leaders who are concerned about organizational
renewal will seek to foster organizational cultures that are conducive to creativity,

problem solving, risk taking, and experimentation (Hogan & Coote, 2014).

3.3.4. Governance Dimension
The past five decades have witnessed the emergence of new paradigms of

management, which have shifted, from functional and bureaucratic approaches to
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project and process-based approaches. This shift has been in response to the changing
nature of work, from mass production, with essentially stable customer requirements
and slowly changing technologies, to the current situation, where every product
supplied may be specifically designed to suit the customer’s choice, supported by

continuous and rapid technological change (Turner & Keegan, 2001)

Today, organizations must engage in complicated interdependent business
transactions if they are to deliver large projects successfully. Thus, the governance
literature places special emphasis on focusing largely on the problems of business
transactions, often under conditions of high uncertainty, asset specificity and bounded
rationality. Accordingly, project leaders may face the problems of safeguarding,
monitoring, and adapting the focal business transactions of their organizations in the

most efficient way (Aholaet a., 2014).

Turner and Keegan (2001) describe project governance as a “central tool for
controlling the risk exposure of individual projett¥o carry out project governance
effectively, these authors suggested two specific interface roles — the broker and the
custodian. The former is responsible for the relationship with an externa project and
aclient, whereas the latter focuses on the relationship between the parent organization
and the project team. Governance is considered responsible overall for accelerating
the execution of the proposed plans by means of introducing the policies that are
required for the organization’s projects and for organizing the requirements of the new
initiative, such as confirming the relationship of each project to the strategic plan. This
is intended to help assess the projects and programme advancement, as well as

supervising its operation.
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3.3.5. PMO Structural Changes

Asthe PMO is considered a dynamic entity, it is frequently replacing one structural

pattern by another. Aubry et al. (2010) discuss the driving forces initiating these

transitions; their study reveals that the transition of the PMO’s configuration is not a

matter of its being established on the right or wrong basis. Furthermore, the process

of such transition is not fully understood yet; however, many research works are

striving to define the factorsin this process (Muller et al., 2013).

The study of Aubry et al. (2010a) focuses on the possible factors driving the

structural transition of the PM O unit, such as:

Portfolio management and methodsich consists of four variables. resource
allocation, project selection, availability of information for decision-making,
and aligning projects with strategy.

Collaboration and accountabilifywhich consists of four variables related to
the collaboration of the stakeholders as deployed in the project management
processes, customers and stakeholder relationship, project accountability, and
cooperative interaction between project managers.

Project management maturity and performanadiich consists of three
variables: i-project management skill level, ii- organizational commitment to
the management of the project’s implementation, iii - maturity of the project
management.

Working environmentvhich consists of two variables: work-family balance

and the conditions of work (internal and external).
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3.3.6. Environmental Scanning and Intelligence

Environmental scanning is aprocess that aims to gather some vital information to use
in improving the performance and competitiveness of an organization; however, the
amount of information collected depends upon the extent to which an organization
succeeds in relation to its business environment. An important step in a meaningful
environmental scanning is to identify the main external factors, such as competition,
market stability, social networking, and available technologies, al of which might

directly influence the survival of the organization in the business world.

Therefore, environmental scanning often includes the continual monitoring
and prediction of environmentally related issues through constant surveillance of the
business community (Abels, 2002). At the same time, environmenta intelligence
focuseslargely on theidentification of emerging technological issues, businesstrends,
social events, and the risks that may directly affect an organization’s future. The
information collected through environmental intelligence can be used for evaluating
the organization’s strengths and weaknesses in response to external threats and
opportunities. In other words, environmental intelligence is a process of identifying,
collecting, and processing information about external influences, and trangating it into

useful plans and decisions.

Continuous and systematic environmental scanning eventualy enables an
organization to predict and avoid market surprises, and in turn gains competitive
advantages through timely and effective decision-making. The major players of the
organization’s environmental business domain may be competitors, suppliers, target

customers, or usable technologies (Shaheen & Khoo, 2009). Many organizations
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frequently collect interesting information about external events to improve their

capacity to develop future business strategies.

Thus, environmental knowledge management (EKM) has recently become a
crucia approach in the information society. The significance of EKM has increased
as today’s business world has become more competitive, and unstable due to such
factors as the rapid advance of globalization, technological innovation, and frequent
financial crises across many economies, changing lifestyles, threats of terrorism, and

epidemics and natural disasters (e.g., climate change).

Therefore, organizations need to regularly monitor their micro and macro
environment, and use the resulting knowledge to make modifications in their
operations and strategies that adjust to the new business paradigms. Thus,
environmental intelligence could also help organizations to identify the possible

opportunities and threats from their physical setting (Kamoun, 2007).

3.4. Framework Design— Concept Development

One of the major issues for data and information management in a project setting
environment is the lack of proper documentation and poor use of the lessons learned
from the results of the previous projectsin analysing the chances of successfor current
projects running (Todorovi¢ et al., 2015).The concept of the research framework of
this study took the form of ascending developmental stages that made it possible to
continuously search, retrieve and review published works that had been cited in peer-

reviewed sources.

After reviewing the project management literature in the area of the PMO, it

was easy to detect a growing interest in defining the wide spectrum of applications
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and roles of the PMO in the execution of the organization’s strategic plan; it was
defined through successful instances of project implementation, which also
determined the factors and criteria of this success. Having noted the lack in the
scholarly literature of works defining the roles of specific variables through
conducting investigating and reviewing. The researcher initially proposed research
objectives related to the two questions, these are:

a) How could the PMO’s success in implementing projects in the organization be

defined and measured
b) Is there any link between the PMO'’s implementation and the achievement of

the organization’s strategic plan?

These questions explore the existence of a relationship between the PMO
entity and other departments in the organization in order to demonstrate whether they
have an activedirect link with it or not. Aninitial framework (prototype was proposed
in order to define the main factorsthat affect the PM O entity; it based on the following
elements: leadership support, organizational culture, environmental scanning, human
resources capabilityand IT infrastructure These elements were incorporated to
explain how the interrelationships of the variables could help the PMO in itsrolesto

execute the strategic plan successfully, as shown in Figure 11.

Leadership Org anization
Support Culture
Environmental
Objectives Scanning Il

Strategic

PMO Types HR Capabality

Figure 11: Initial proposed framework to define key factors affect the PMO
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As the development of a robust and functional framework for the PMO’s -
strategic plan continued, the initially proposed conceptual PMO framework was
subjected to many revisions and much updating with the help of new evidence from
the literature and the author’s observations. The works of Hobbs and Aubry (2007)
finds the elements of the prototypeframework insignificant. Therefore, the researcher
redefined the PMO-Organization’s strategic plan with reference to the significant

PM O roles, as mentioned and recommended by reliable authorsin PMO research field.

3.5. Proposed Framework

Many existing studies report the inherent challenges and compl exities of multi-partner
collaboration. The present study presents a conceptual framework that explains the
focal collaboration of interrelated variables and their interdependencies in executing
the strategic plan of a public organization. The variables in the framework and
relations between them are derived from current empirical and theoretical studies of

the PMO’s roles, integration of variables, and project success.

The structure of the proposed conceptual framework for this study is largely
based on both Dai and Wells (2004) and Hobbs and Aubry (2007), whose works define
the exclusive roles of the PMO. The conceptual framework incorporates a dependent
variable, which is defined as the “Execution of the strategic plan of the public sector
organizatior?, while seven independent variables were drawn from the findings of
these works. Using conceptual analysis of the current literature, the researcher

identified five variables, two of which are suggested.

He incorporated two independent variables in the proposed framework: i)

organizational structure and communicatj@nd ii) sustainability of project values
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The adopted PMO-Organization’s strategic plan ams to illustrate the
interrelationships between the dependent and independent variables connected with
the execution of the strategic plan, with reference to the potential roles of the PMO
entity established in public sector organizations in the business environment of the

UAE and its future initiatives in economic development.

The researcher initially proposed a theoretical framework, which would be
applied as a model from which to assess the outcomes of a study to test a set of
hypotheses. However, the independent variables listed above could be at risk if they
received too little care and consideration from the upper management of a project-
based public organization. The theoretical framework consists of five independent

variables (E) and two new ones (N), as shown in Figure 12 and Figure 13.

Monitoring &
Controlling

Strategic
Management

ProjectValue N
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Communication
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Figure 12: Practical framework of the study
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Figure 13: Theoretical framework of the study

However, the established PMO entity in a project-based organization could
play avital role, as discussed in the works of Dai and Wells (2004), and Hobbs and
Aubry (2007). A comparison between the findings of their two studies is recorded in

Table 10. Moreover, the core functions and capabilities of the variablesin the proposed

conceptual frameworks are detailed in the next subsections.

Table 10: A comparison of the various concepts of the PMO roles

Roles

Dai & Wells (2004)

Hobbs & Aubry (2007)

Control/Monitor

Providing project administrative
support

Controlling/monitoring
project performance

M ethod/Competency

-Developing/maintaining PM
standards.

-Providing consultancy
-Delivery of training

-Developing and promoting
PM competencies &
methodologies

Multiple projects

Providing project HR and staffing

Ability to control multi-
projects

Strategic PM

Participant in PM strategy

Learning

Maintaining project documentation
and archives

Devel oping organizationa
learning and culture
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3.5.1. Strategic Management (SM)

Projects are generally different from standard organizational processes. Therefore,
projects are often characterized by discontinuous persona constellations and work
content, due to their individua and unique nature. The execution of projects is
generally carried out beyond an organization’s hierarchical administrative lines; it
therefore requires specific strategic management, leadership skills, coordination

mechanisms, and incentive schemes (Hanisch & Wald, 2011).

Many authors use the terms ‘strategic management’ and ‘strategic planning’
interchangeably as synonyms. The former term is more often used in academia,
whereas the latter is often used in the business domain. However, there is an
appreciable demarcation between the two terms. ‘Strategic management’ is a more
inclusive concept than “strategic planning’, because in addition to strategic planning it
includes both the implementation and the evaluation of strategic plans (David et al.,

2011).

Despite the popularity of the processes of strategic management worldwide,
little academic knowledge has been sought or gained about the application of strategic
management in the UAE public sector (Elbanna, 2013). Consequently, Elbanna has
depicted possible practices in strategic management in UAE public sector
organizations by casting light on five related issues. These are: i) the characteristics of
strategic planning, such asits age and time horizon, ii ) the devel opment of the strategic
plan, including the role of expertise, interaction, whether intended or emergent, and
typical strategic tools and actions, iii ) the activities of strategic plan implementation,

Iv) strategic plan evaluation; and v) strategic planning outcomes and success factors.
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Elbanna concluded that the study findings revealed that there is great interest
in using various strategic management processes in the UAE’s public organizations,
in particular in their individual project activities. This shows that the best practice of
strategic management in the UAE public organizations has been widely adopted, and

has gained great benefits, despite the recentness of this approach.

The flourishing of strategic management practices in UAE public
organizations could be attributed to many reasons, such asthe availability of resources,
talents and experts, and the support received from higher authorities (e.g., the
Executive Council of Abu Dhabi Emirate). Moreover, it should be noted that strategic
management practice was not at the same level of efficiency in all the sampled public

organizations.

The conceptual framework adopts this variable to tackle its effectiveness in
supporting the initiation and implementation of projectsin terms of PMO roles. This
variable is often concerned with interim investigations, planning, consultation
services, environmental scanning, and developing effective networks. Thus, this
independent variable could efficiently enhance the ability of the organization to
identify and cultivate the required components of efficient project management and

excellence.

3.5.2. Project Management Competency and Methodology (PMCM)

This variable is concerned with implementing the standard methods and processes of
project management, promoting project culture in organizations, conducting
professional training, devel oping competency, mentoring, and providing suitabletools

for project management. Therefore, managers could use thisvariable to devise a better
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and more cost-effective approach to linking the project deliverables with the strategic

objectives of the host organizations.

Project resources and capabilities are considered key factors in creating,
deploying, and maintaining the organization’s programme and project strategies. The
competency is seen by some to be role-specific; it covers the knowledge, skills, and
behaviours needed to perform the various roles in project execution. Therefore, many
organizations in both the public and private sectors are using competency frameworks
to define their respective competency requirements for al the key project-related jobs

in the organization (Turner, 2007).

Turner (2007) conducted a survey-based study to show that many
organizations defined the personal project management competencies required to
develop their project strategy. In addition, severa organizations gave special concern
to the leadership qualities that they expected of their executives and project leadersin

shaping and delivering this strategy, at both the project level and the corporate level.

Projects, in a strategic framework, modify the work conditions of the hosted
organization in terms of its business environment, because through such conditions,
the organization’s resources and personnel competencies can be mobilized to create
market competitive advantage, along with other sources of value (Turner et d., 2007).
However, the link between an organization’s strategy and successful projectsis close;
the project outputs produce results that lead to the expected business benefits and this,

in turn, lifts the pressure from the marketplace and the community.

Nonethel ess, the personnel in the project management domains require specia

professional competencies to manage the sub-processes of aproject. Among these are,
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project start, continuous project coordination, project controlling, project close-down
and possibly resolving project discontinuity. The success of project management is
assessed based on the professional performance of these processes, not only on a

project handbook that meets all the formal demands (Jamieson & Morris, 2007).

The Project Control-Cycleprocess is not sufficient to run and implement
successful programmes on its own. Thus, developing innovative approaches and
methodologies is necessary for the sustainability of programme management, along
with a cultural change from a project approach to a management approach (Thierry,
2007). Moreover, with the rapid growth of structured project management, the use of
recognized methodologies by project practitioners and project-driving organizations

is now well established.

However, PRINCE2™ and the PMBOK® have been introduced as manuals for
project management procedures, covering best practice guides and templates and
guidelines to assist project managers. However, every project is unique and it is the
experience and understanding of individual project managersthat allowsthem to apply

methods to their particular project (Thierry, 2007).

3.5.3. Monitoring and Controlling Performance (MCP)

This variable is concerned with reporting project status and performance, self-
monitoring, maintaining scoreboards, project governance, operating information and
a communication system to ssimplify the execution of running projects according to

the scheduling of the project phases.

Over the past few years, the project-based business environment has become

more complex in paralel with task-management theories and their underlying tools,
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in the form of cognitive operations, methodol ogies, procedures and techniques (Klein

et a., 2015). During the course of project execution, many unpredictable events may

ensue which alter theinitial plan. Therefore, proposing agood project plan is not quite

enough to ensure the execution of successful projects. Accordingly, the project

manager should have appropriate means for monitoring for detecting, measuring and

controlling possible deviations from planning goals.

1)

2)

3)

Pierce (2013b) defined three phases of robust monitoring process, these are:
Monitoring progress This step is concerned with collecting detailed data for
measuring the progress and updating the planned schedule of current projects.
These collected data are analysed to represent accurately the status of the
current work. Monitoring progress corresponds with the Project Control Cycle
at step three (collecting data on actual work done) and step four (comparing
collected data against the work plan)

Comparing progress to goalsThis step is concerned with comparing the
actual progress of the work with the progress scheduled in the project plan.
This step corresponds with step five in the Project Control Cycleasiming to
display the collected data in the updated plan.

Corrective action- This step aims at taking any necessary action to correct
and remedy any problem that conflicts with the scheduled plan. The correction
is based on al the available data and information related to the project
objectives and timeline. This step corresponds with step six in Project Control

Cycle.

At the same time, control of the project processes largely depends upon

effective communication at the project site or workplace. In this case, the project
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manager (whether on-site or from a remote desk) often uses intra-communication
channels to closely monitor the project control cycle. Thus, effective controlling
through communication requires him to i) consult the project teamwork personnel, ii)
display the collected data and information in an understandable way to all project staff,
and iii) keep up regular communication with the project partners and stakeholders;
hence, monitoring and controlling practices are considered methods of updating. The

Project Control Cycles shown in Figure 13 (Pierce, 20134).

Pierce (2013b) identified some causes that might interrupt the schedule of the
proposed projects, among these are i) changes in contractual dates, such as an
extension of delivery time, ii) changesin work sequences by the project personnel on-
sitewithout reporting them to the direct project manager or supervisor, and iii ) changes
in delivery dates of the project material, since delay has a disproportionate effect on

project execution and delivery.

Stepl: setinitial goals ] ( Step2 Build project
of the project J l schedule

N
Project Step3 Monitoring Step4 Process data
Operations progress and information
S

Step?. Lessons Step@ Correction and
learned recovery

Figure 14: Project Control Cycle

Step5 Deviations
check and causes
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3.5.4. Organizational Learning Promotion (OLP)

In project-based organizations, learning lessons from past projects and implementing
the learning successfully on future projects is commonly acknowledged as difficult.
Thus, akey enabler for improving project delivery is the ability to learn from current
activities and use this learning to continually improve and innovate whilst delivering
aquality serviceor product to clients (Fuller et al., 2011). Thisvariable enablesloyalty
and an organization-specific experience to develop; it is also concerned with post-
project reviewing, auditing, evaluating PMO performance, and managing the lessons

learned, risks, and archive databases.

Although, projects have the potential for generating further professional
learning, whether or not the learning is applied depends on the learning activities and
patterns of the wider organization. In an investigation into project-based learning
practices in a number of European companies, Keegan and Turner (2001) found that
three of the key barriers to learning in project-based firms are i) time pressures, ii)
centralization, and iii) postponement and delay. This raises the important issue of
learning across organizational boundaries, both in and between organizations. These
writers suggested that boundary objects provide a means of “translatiori” whereby the
same knowledge and information can be used by many project leaders who may
possess from diverse perspectives hold different views about the quality and further

use of such information.

The links between knowledge management and project learning in the context
of project review processes were investigated by Anbari et al. (2008). They examined
“why post project reviews in the literatwtre generally believed to be beneficial, but

in practice is not conducted in a consistent matinéney concluded that the regular
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collection of lessons learnt in projects, their careful storage in the organizations
archive database, and their meaningful use in subsequent projects are vital elements

for successful project execution, and in turn organization competitiveness.

3.5.5. Multi-Project Management (MPM)

This variable is concerned with the use of the available resources to maintain the
execution of parallel-executed projects by means of efficient coordination and the
allocation of resources between them. Many organizations in the public sector are
structured in away that achievestheir goals and objectives, in particular in the context

of strategic planning.

There are two basic organizational structures: the bureaucratic structurehat
isarranged in a pyramidal hierarchy, where authority increases from one level to the
one above. The authority lies in the position rather than in the people who occupy it;
and the matrix structurethat breaks the unity of command where every employee has
to report to the direct head This structure alows flexibility and involvement, which
leads to greater motivation and more teamwork activities. Moreover, most project-
driving organizations in the multi-project context have a matrix structure (Talukhaba

et al., 2011).

Managing multiple projects as a practical ability has along history, mostly in
the domain of the construction industry. However, since the middle of the 20" century,
more attention to project management studies has been paid by practitioners and
academicsalike. Therefore, project management has grown over the past three decades

as adiscrete academic discipline (Andersen, 2010). Projects were initially managed as
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separate entities. It was rarely noticed that any organization managed more than a

couple of projects over many years.

A sharp increase in the number of multi-projects implemented and executed
by both public and private organizations was observed from the 1980s and continued
through the 1990s. The new project paradigm generated new challenges related to
operating in the multi-project environment and the efficacy of organizations in
managing concurrent projects (Spalek, 2012). A number of authors (e.g., Formentini
& Romano, 2011; Salameh, 2014; Singh et a., 2009; Spalek, 2012, etc.) assumed that
a major challenge facing project management approaches nowadays would be the

unpredictable trends in the rate of successful and failed projects.

However, many attempts have been made to find the reasons behind this
embarrassing situation for the global project industry. The unpredictability may be
attributed to the inability of many project-oriented organizations and companies to
face new organizational problems related to their operations in the multi-project
environment. Moreover, project portfolio management has become dramatically more
important, because it must operate in a new paradigm requiring many projects at once

(Spalek, 2012).

Many different ways have been proposed to increase the operationa efficacy
of multi-project enterprises; among these is establishing the organization-specific
PMO as an entity f interest (Singh et a., 2009). Andersen (2010) traced the progress
of project management over the last decade to reveal that practices for improvement
were developed, such asi) defining project objectives, ii) adapting the organization to

the project’s needs through establishing a PMO, and iii ) improving teamwork.
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Improving the management of multiple projects has been assumed the priority

of many organizations in both the private and public sectors. Payne (1995) screened

theliterature on the topic to shed light on some concepts, grouping under the following

headings:

Capacity- Thisis concerned with the ability of the project-based organization
to manage the execution of multiple projects simultaneously. When thisisthe
case, amagjor challengeis considered as an appropriate allocation of available
resources (human, finance, tools, etc.) between the projects being executed.
V arious methods have been tried to maintain the organi zation’s capacity, such
as staff outsourcing, rational budgeting, and fixed deadlines.

Conflict- Conflict often arises in a multi-project environment over the three
main issues arising from aproject (i.e., workers, managerial issues, and system
variation issues). The workers’ conflicts could be effectively solved through
the promotion of a professionally motivating working environment, the
engagement of the project members in decision-making, and performance
appreciation. The conflicts in both project management and systems could be
resolved by applying standard methods, templates, and tools to negotiations.
Context This concept is related to the project setting including the
administrative culture, norms of personnel behaviour, commitment, and
standard procedures. In generd, the project context is related to the nature of
the organizational structure, and positioning of the project structure in the

overal organization structure.
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3.5.6. Organizational Structure and Communication (OSC)

Managing a project requires the constant exchange of ideas, explaining the scope and
methodologies of the project to diverse groups of people (the public, management,
functional departments and other stakeholders), threatening and bargaining with
service providers and suppliers, negotiating to settle disputes and interpersonal
conflicts as they arise between project team members or other stakeholders.
Communication is considered therefore as an essential component of the project
success. The members of the project team need to collaborate, share, and integrate

information and knowledge to realise the project objectives.

Thus, it is necessary to understand the process of communication in this
context. At itsmost basic level, communication consists of three components, namely
i) a transmitter/sender, ii) a transmission channel/medium and iii) a receiver.
Moreover, the media of communication are the codes in which a message is
transmitted (Zulch, 2014). But a major constraint, as many scholarly works have
perceived is the project boundary “interfac€ which withstands the inter-

communication between the project itself and its parent organization.

Consequently, ineffective communication could lead to misunderstanding of
the scope and objectives of the project plan. This may cause tasks and critica
processes to be inadequately defined, and may prompt uncertainty over the
responsibilities of the team members. It may even cause projectsto fail (Zulch, 2014).
Talukhaba et a. (2011) outlined a project communication plan to follow in the
following paradigm:

»  Whd? Thosein thelines of communication (sender and receiver) and in charge

of specific functions and tasks.
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What Determining the scope of communication and format.

Wher? Scheduling communication sending and receiving.

How? The media of conveying the communicated messages (e.g., email,
document, telephone, meeting, presentation, etc.).

Feedback Confirming the message received and understood.

Filing- Controlling document management (e.g., retrieval, storing, and disaster

recovery).

Dow and Taylor (in Zulch, 2014) reported that various methods of interna

communication in projects might be used in the following patterns:

Oral communicatioriakes place in the form of meetings, discussion groups,
talks, interviews, announcements and conversation (face-to-face; by phone).
Written communicationiakes place by means of letters, emails, circulars,
memoranda and minutes of meetings.

Non-verbal communicatiomay convey powerful messages in the business
world by means of gestures and appearance or attitudes.

Electronic communicatiomakes it possible to send messages all over the
world in areal-time. These messages might be sent and received by using web-
based devices and applications such as email, fax facilities, and recently
introduced such social media as Facebook Twitter, etc.

Visual communicatiotekes place by means of videos, internal TV network.

Zulch (2014) identified the most common “Interface$ where project

communication plans encounter obstacles:

Between organizations (e.g., supplier-customer line).

Between units/departments within an organization (e.g., Finance-PMO).
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= Between members of project teams (project manager-project supervisor).

= Between pardle projectsin different sites and locations.

Thisvariableis concerned with establishing effective tools for communicating
about PMO functions and missions. The communication patterns in the organization
often answer its needs and the objectives of strengthening the channels to the project
stakeholders, updating prompt information channels, and assisting in project

continuity by transferring the required technology and innovative methods.

However, the administrative structure of the organization itself could engage
in operating a project inter/intraccommunication patterns. The present researcher
argues that communication in projects often integrates project professionals who have
different competencies, backgrounds, and professional experience in order to achieve
complex and innovative project outcomes in the form of either products or services.
Thus, the proposed framework tests the interrel ated role of this variablein maintaining
project communication as a key component of project success in implementing the

strategic plan of a successful organization.

3.5.7. Project Value Sustainability (PVS)

Vaue and value creation are the central elements of a project’s strategic objectives.
However, the success of an organization depends on the extent to which it creates for
customers what they value. The PMO plays an important role in creating and
sustaining an organization’s values. In many project-based industries, there has
recently been an increased tendency for collaborating with customers and stakehol ders

in the co-creation of value.
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The concept of creating project value starts with the sustainability processes
needed to encourage innovative approaches and assess the viability of ideas, through
managing the implementation of theinitiated organizationa change in response to the
business’s circumstances. Weaver (2012) argued that in the context of managing
projectstwo elements areinterlinked in the concept of value creation. Thefirst focuses
on the development of an idea to value the realization via proposed and current
projects. The second key element is the pattern of management processes needed to
manage effectively the organization’s infrastructure for project management with an

innovative approach.

Desouza and Evaristo (2006) classified project failure due to professional
ignorance of project management techniques into two categories i) Primary reasons
failure in estimating project cost, inaccurate deadlines, inadequate communication,
and failure in learning from previous experience and lessons learned; and ii) Typical
reasons include inconsistency, inadequate formal tracking, and the lukewarm
involvement of stakeholders and professional experts. Desouza and Evaristo argued
that the introduction of the PMO would help to find appropriate remedies for these

failures.

These PM O problem-solving approaches are considered value-added assetsin
the host organizations. Thus, this variable maintains the sustainability of the
organization’s value, vision and mission through deploying an efficient project
management approach to maximize the delivery of value to ensure that a project’s
outcomes add to the social values of the community. In other words, any type of
organization is considered part of alarge complex of interrelated systems, such as a

socio-economic or political system.
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3.6. Summary

However, all these PMO changes coincide with the philosophy of management since
it wants to clarify what the PMO entity looks like, whether supportive, controlling or
directing. Any one of these roles would change management thinking with regard to
the current situation of the organization’s projects. The approach is based on the PMO
managers’ way of thinking; they can play various roles, whether strictly controlling,

supporting or facilitating (Aubry et al., 2008).

It cannot be denied that most of directors would like to have power and
authority in their domain of responsibility without interference from other units, but
this preference is not appreciated by most executives. This approach supports a
constructive methodology in some organizations where complex social entities, such
as specific project-based organizational management structures exist. However, the
proposed conceptual framework could be modified on purpose to align it to the
requirements of the research methodology of the present work, asis discussed in the

next chapter.
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Chapter 4. Research Methodology

4.1. Introduction
Over time, an enormous range of methodologies has been developed to address
specific factors relating to project success and failure. This chapter gives details of
some methodological perspectives in the research from which to investigate possible
roles for the PMO entity in the execution of the proposed strategic plans of public
sector organizations (i.e., government and semi-government) in the UAE business
environment. In addition, the survey information will be stratified to examine
demographic differences or relationships between the independent and dependent
variables of interest to answer the guiding research questions:
1) Is there any link between the implementation of the PMO and the execution of
the organization strategic pl&n
2) How could the success of PMO implementationthe organization be
measure@

As indicated in the introductory chapter, the PMO functions as a strategic
enabler to answer the needs of organizations in seeking to achieve their strategic
objectives and plans; consequently, the characteristics, roles, and the various types of
PMO have attracted a great dea of attention in the scholarly research relating to
project management. Thus, the research study in this areais more likely to revea the
PMO roles in terms of highlighting the positive and negative issues that could either

be consolidated or improved upon.

An online questionnaire-based survey was administrated to reach the target
samples including project managers and PMO leaders in project-based organizations.

The survey focused on investigating their perceptions of the PMO’s rolesin their own
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organizations, in particular in achieving the organization’s strategic plans and related

ultimate goals.

The objective of detailing the adopted research method is to discuss how this
study has been conducted; how it gathered and analysed the data and information
related to the research questions of this study. Thus, the method adopted in of this
study sought to establish facts, make predictions, and test hypotheses about the

relationship between the proposed variables in the theoretical framework.

4.2. Philosophical Assumptions and Research Approach

Understanding philosophical issues is a necessity, since it could assist in guiding
researchers about the kind and form of data to be collected, as well as an appropriate
approach to tackling the research problems. In order to ensure satisfactory outcomes,
researchers should thoroughly understand certain philosophical issues before
conducting their research (Hair 2006). Moreover, his/her philosophical assumptions
help the researcher to find an appropriate methodology for addressing the research
questions. The nature of the present study was considered relevant to social science
research (and management research in particular) in the field of strategic plan

execution in the project management context.

In the realm of social scienceresearch, there are two prevailing and contrasting
philosophical traditions, namely, positivism and social constructionism. Positivismis
the approach of the natural sciences, which emphasises the use of organised methods
combining the deductive logic of existing theory with precise empirical observations
of individual behaviours, in order to formulate and confirm hypotheses that can be

used to predict general patterns of human activity (Hair, 2006).
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Socia constructionism, in contrast, focuses on understanding and explaining
why people, individualy or collectively, have different experiences and perceptions,
rather than searching for external causes and fundamental laws to explain their
behaviour (Hair, 2006). The reasoning behind social constructionism is inductive. In
other words, it proceeds from systematically analysing socially meaningful actions
through the detailed observation of people in a natural setting, to arrive at general
principles/laws governing the way that people create and maintain their social worlds

(Hair, 2006).

The current study adopted the positivistapproach. It began by consulting well-
established theories and literature related to the PMO entity and project management,
and from them deduced a conceptual model that contains a set of hypotheseslogically
linking the proposed variables. The model was assessed by using a series of
quantitative analyses, and subsequently refined to produce a final version that best

explains the public-sector business environment in the UAE.

4.3. Research Methods An Overview

It is beyond dispute that the new scientific knowledge is known to operate only
through the application of appropriate research methods for tackling the research
problem under investigation. Therefore, the research methods fall into three broad
categories, namely, i- design issues, ii- measurement issues, and iii - analysis issues;
however, the research method adopted here often outlines the core features and

elementsin each of these three categories.

The proposal of the planned study must have sufficient power to probe

effectively the problemsraised in the research objectives. The power isexemplifiedin
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theinteraction of threefactorsrelated to data collection and analysis, namely, i- sample
size, ii- inquiry formulation (hypotheses, questions, interviews, etc.) and iii- error
estimation during the analysis. The above elements are involved in the selection of a
suitable research method, as well as a specific instrument for data collection and

analysis (Wu & Little, 2011).

A research approach isadisciplineinwhich knowledgeisacquired by different
research methods. Many research methodol ogies are used in the research studies from
the project management domain. Research methods can be classified according to a
number of dimensions into: qualitative-quantitative, exploratory-confirmatory,
descriptive-inferential, manifest-latent, and metrical/non-metrical (Wu & Little,

2011).

However, Blaxter et a., (2010) examined the difference between the two
terms. 'methodology’ and 'method’. The term methodrefers to a specific means of
collecting data, whereas methodologyefers to the strategies surrounding the use of
the multiple methods of data collection as required by different types of attempts to
achieve higher degree of reliability and validity. Thus, initial consideration prior to

designing aresearch proposal is to identify aframework for conducting the study.

Three approaches to research are frequently adopted, depending on the nature
of the study. These approaches are quantitative qualitative and mixed methods
research, which are widely used in conducting research on a broad spectrum of social
studies (Creswell, 2002). It is useful to illustrate the major components of each

research method, such as their use of closed-ended versus open-ended questions, and
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their focus on numeric versus non-numeric data analysis (Wu & Little, 2011). Table

11 gives details about these three research methods.

Table 11: A comparison between the three research methods

Type Quantitative Qualitative Mixed
Knowledge Post-positivist Constructivist Pragmatic assumptions
claims assumptions assumptions
Instrument Questionnaires with | Open-ended questions | Open/closed questions

mostly closed-ended
guestions
Data collection | Performance, Interview,  document, | Multiple forms of data

observation, attitude, | and observational data. | drawn from all sources
and census data.

Inquiry design Experimental Narrative/observation Questions/ interview

Approach Measuring/rating Field observation Measures/ observations
attitudes

Analysis Statistical Statistical/ opinion Statistical and text

The above approaches each have their own philosophical assumptions about
knowledge claims, strategies of inquiry, and specific research methods. When the
philosophy, strategies, and methods are integrated, they furnish arange of frameworks
for conducting research. However, the relevant research literature may aso emphasise
other characteristics of research such as being reliability-, validity-, and information-

orientated.

By combining previously developed theories with new empirically derived
insights, the following research methods can be briefly detailed (Hassan, 2011).
= Quantitative research method was originally developed to answer the needs

in studying natural phenomena. Moreover, the quantitative approach has
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always incorporated numerical analysis of the data collected from the topic or
entity under investigation. Special emphasis has been placed on the
measurement and analysis of causal relationships between the variables
concerned between two states that of the population sample of interest and the
survey conditions under control. This highlights some key features of the
quantitative approach, which is that the process of data collection is distinct
from the data analysis. Some areas where quantitative methods are essentials
are surveys, laboratory experiments, and the mathematica modelling of
natural and social phenomena.

Qualitative research method was developed in the socia science context,
which sought to enable researchers to investigate social and cultural
phenomena. The qualitative approach implies an emphasis on the quality of
entities and on the processes and meanings that are not subject to experimental
examination or the metrical analysis of their quantity, amount, intensity or
frequency. Therefore, qualitative approaches may be defined as ‘an array of
interpretative techniques, which aims to describe, decode, translate, the
phenomena taking place in the social wdr{Hassan, 2011).

Qualitative sources may include personal observations, field surveys,
interviews and questionnaires, documents and texts, and the researcher’s
impressions and reactions. Qualitative research is perceived to be any kind of
research that produces findings not arrived at by means of statistical
procedures or other means of quantification. Since the PMO is considered one
of the emerging subjects in the research field, the qualitative method would be
a researcher’s preference in focusing on interviewees’ views and

understanding of the PM O and strategic objectives.
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= Case studyapproach can be defined as “an empirical inquiry that investigates
a contemporary phenomenon its real-life context, especially when the
boundaries between phenomenon and context are not clearly évidient
(2003). The case study may cope with situations in which there will be many
variables of interest other than data points. The case studies usually combine
the methods used in data collection such as the analysis of internal documents
and archives, interviews, questionnaires, and observations. The evidence may
be qualitative, based on words or quantitative, based on numbers or both
approaches combined.

= Mixed research method does not generally undertake qualitative and
quantitative research at the same time; however, it is possible for a study to be
divided into various phases, in which either a qualitative or a quantitative
approach is applied. Moreover, a major difference between qualitative and
quantitative research is that researchers who adopt the qualitative approach
rely on a few variables and many cases, whereas researchers adopting the
quantitative approach work with many variables and a few cases. For this
reason, it is hard to take a quantitative approach in the study of asocial case or
phenomenon, since there are many variables that are out of the researcher’s

control (Johnson & Harris, 2002).

Thus, the choice of which appropriate method to be used is entirely based on
the nature of the research problem, personal experiences, and the audiences for whom
theresearcher seeksto convey own ideas, opinions, and findings by means of scholarly

communication (Creswell, 2002).
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4.4. Adopted Research Method

In order to establish how to propose, plan and tackle a research problem, one should
adopt a particular methodological approach. The data must be of a kind to provide
appropriate answers to the research questions. Thus, various approaches have been

taken to choose a suitable framework and method for gathering the required data.

Yasin et a. (2013) conducted a meta-analysis of the current research trends to
highlight frequently adopted methods in the field of social studies through reviewing
therelated literature asit appeared in scholarly journas. Their dataanalysis shows that
31.0% of the researchers employed questionnaires (quantitative), 31.9% used
interviews (qualitative), and 26.4% used mixed method and secondary sources (i.e.
document analysis) in data gathering and analysis, whereas experiments (7.2%) and

observation (1.8%) showed the lowest use.

This suggests that the use of related research literature is very helpful in
deciding which methodol ogies are most suitable for collecting reliable information to
conduct and complete a study. This in turn assists the researcher to make a rationa
choice of research method to fit the nature of the research problems under
investigation. Concerning the theme of the present study, many published works have

employed questionnaires more often than interviews (Blaxter et al, 2010).

The quantitative method is considered an empirical research approach in which
the data take the form of numbers. Moreover, quantitative research tends to involve
relatively large-scale and representative sets of data, and is often, perhaps mistakenly,
presented or perceived as concerned to gather facts It tends also to focus on exploring

small numbers of cases or examples, which are perceived to be interesting through
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offering details in depth rather than breadth (Creswell, 2002). However, the literature
on research methodologies usually involves a debate over the adoption of an
appropriate research methodology, which so far has reflected on the dilemma of
whether to select a qualitative or quantitative approach and whether they can be

integrated in a mixed method (Caniato et al., 2011).

There has been some controversy in recent years among social scientists
concerning the relative significance of quantitative and qualitative strategies for
conducting research. The views taken by individual researchers vary considerably,
from those who see the two research strategies as essentially separate, to a
considerable number of otherswho adopt a mixed method as a standard instrument for
generating richer results. Y et quantitative strategies are still seen as more scientific or
objective although qualitative research has become increasingly popular. In spite of

this, qualitative researchers have felt compelled to argue their case strongly.

The debate continues over the distinction between qualitative and quantitative
forms of research. At first glance, the use of a questionnaire as a research tool might
be seen as a quantitative strategy, whereas interviews and observations might be
thought of as qudlitative. In the field, however, things are often more complicated.
Thus, interview-based data may be structured and analysed in a quantitative manner,
for example, when numeric data are collected or when non-numeric answers are
categorized and coded in numeric form, as the SPSS software makes possible.
Similarly, survey data might alow for open-ended responses and lead to in-depth
study of individual cases (Blaxter et al., 2010). It may be useful to demonstrate the
similarities and differences between the two research strategiesin Table 12 and Table

13, respectively (adapted from Oakley, 1999).
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Table 12: The similarities between qualitative and quantitative research

Qualitative

Quantitative

It could be used in testing hypotheses and
theories

It used also in exploring, generating, and
testing hypotheses and theory

Qualitative data often includes quantification

It collects qualitative data through open-
ended questions

Table 13: The differences between qualitative and quantitative research

Qualitative

Quantitative

Seeks to understand the behaviour of the
participants

Seeks both facts and causes of the socid
phenomena

Naturalistic and uncontrolled observation

Obtrusive and controlled measurement

Subjective

Objective

Close to the data- the ‘insider’ perspective

Removed from the data- the ‘outsider’
perspective

Grounded, discovery oriented, exploratory,

expansionist, descriptive, inductive

Ungrounded, verification oriented, reductionist,
hypothetical-deductive

Process-oriented

Outcome-oriented

Valid- real, rich, deep data

Reliable hard and replicable data

Not generalizable as single case studies

Generalizable as multiple case studies

Holistic

Particularistic

Assumes a dynamic reality

Assumes a stable reality

The aim of the present study isto emphasi se a development of theory from the

events redlity rather than hypothetica generation. Moreover, the literature review

reveal ed that the nature of this study issimilar to that of many other PMO studiesusing

guantitative methods. Therefore, this study adopted a quantitative-based

guestionnairegpproach, which was built on the refinement of existing research works

in the PMO research domain. In addition, the questionnaire-based survey allowed the

required data to be gathered remotely from a large sample of participants. Such
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accumulated data have been quantitatively analysed for measuring and rating the

validity and stability of the proposed PMO roles-strategic plan framework.

However, multi-regression analysis (MRA) was selected primarily to measure
statistically the significant relationship between the constructs of the framework.
MRA isastatistical method of data analysisthat is frequently used when aquantitative
variable is examined in relation to any other factor. The research design for this study
is therefore based on a positivist epistemology whereby the variables of interest can

be measured through survey instruments and a single reality is assumed.

4.5. Research Feamework

The appropriate quantitative research method for this study managed to reach
the research objectives. The researcher primarily used post-positivist methods for
devel oping knowledge (i.e., reduction to specific variables, hypotheses and questions,
the use of measurement and observation, and the testing of theories), by employing a

strategy of inquiry, namely, a questionnaire survey, to collect the required data.

The survey isusually associated with aresearch approach specifically intended

to put structured questions to the groups of people concerned (Blaxter et al., 2010).

However, the factual status of some related outcomes of the survey are questioned by

the researcher. Many studies reveal the advantages and disadvantages of surveysin
quantitative research as detailed below:

» Advantages
1) With an appropriate sample, surveys may aim at representation and provide
generaized results.

2) Surveys can berelatively easy to administer without need for any fieldwork.
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3) Surveys may be repeated in the future or in different settings to allow
comparisons to be made.

4) With agood responserate, surveys can provide many datarelatively quickly.

» Disadvantages

1) Thedata, inthe form of tables, pie charts and statistics, become the focus of
the research report, and lose connection to wider theories and issues.

2) The data provide snapshots of points in time rather than focusing on
underlying processes and changes.

3) The researcher is often not in a position to check first-hand the
understandings among of the respondents of the questions asked.

4) Thesurvey relieson breadth rather than depth for itsvalidity. Thisisacrucial

issue for small-scale researchers (Blaxter et al., 2010).

Thus, conducting a research investigation should involve a structure or a
method in a planned procedural framework. The present research study and its related
fundamental concepts require a vaid research problem, an aim, objectives, and
research questions to be methodology-driven. Furthermore, the following study
characteristics are considered pertinent to the nature of this study and the expected
response rates:

a) Sampling method: The method is either probability or convenience
sampling. Probability sampling is achieved through random, stratified, and
cluster sampling designs. In contrast, convenience sampling is a
nonprobability method of including sampled individuals or groups in such
settings as universities and workplaces. The three most common contact

methods are a face to face interview, phone interview, and by e-mail.
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b) Target population characteristics. Demographic variables such as gender,
age, educational level, job position and responsibilities should be considered.

c) Questionnaire length: The length of the instrument is stated in the number
of items in the questionnaires to be answered. However, the questionnaire
length, whether short or long, does not necessarily reflect the quality of the
research under investigation, i.e., short formsin some studies could be equal
to long formsin others.

d) Response facilitators: Response facilitators include a preliminary
notification of the participants before distributing the printed questionnaire
by post or on line. Furthermore, it is necessary to follow up the completing
of the distributed questionnaires to ensure a satisfactory response rate.

e) Appeals. Participants may be encouraged by the contents of the covering
letter, which accompanies a questionnaire. Thus, different approaches in
such appeals may be used to help motivate the respondents to reply
promptly; for instance, telling the participants that their feedback would be

valuable for completing the research objectives (Blaxter, 2010).

4.6. Data Collection and Field Access

This section presents the detailed procedures of data collection that were undertaken
to assess the conceptual model developed in Chapter 3. The section gives an overview
of the statistical tools used in analysing the collected data, along with the anaysis,

following the confirmed validity, reliability and unidimensionality of model variables.

4.6.1. Statistical Tools
The statistical analysis of the data received from the returned questionnaires was

performed by using the SPSS (Statistical Package for the Social Sciencé&se SPSS
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included a data reliability test, frequencies, percentages and cross-tabulation between
the independent and dependent variables. According to Blaxter et al. (2010), reliability
refersto how well aresearch project is conducted, with obvious advancesin improving

the research methodol ogies, both qualitative and quantitative.

Moreover, the advent of statistical analysis software such as SPSS has been
widely welcomed in a range of social studies and related subjects, in particular the
health sciences, market trends, consumer attitudes, etc. In addition to statistical
analysis, the SPSS is involved aso in data management (e.g., case selection, file
reshaping, creating derived data), as well as data documentation (e.g., metadata
descriptions, as stored in the data files). These functional features are considered the

basis of the software.

The survey took the form of astructured questionnaire, which asarule generates
a variety of datasets (i.e., compiling numbers in tables) as raw information. These
datasets are considered the heart of the quantitative data analysis. SPSS datasets have
a two-dimensional table structure, where the rows typicaly represent cases (e.g.,
individuals, customers, etc.) and the columns represent measurements (e.g., Biodata
such as age, gender, experience years, etc.). Only two types of data are defined:
numeric and text (or “string”). All data processing occurs sequentially case-by-case

through the file. Files can be matched one-to-one and one-to-many (Connolly, 2007).

4.6.2. Quantitative Cases in PMO Studies
Various research methods have been employed in studying the functional roles of the
PMO unit, because it is a key factor in successful implementation in various

organizationa settings. Nakamura and Osada (2013) applied a quantitative research
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method and analysis to identify some important strategic PMO functions in
maintaining PM maturity, which directly affects the organization’s performance.
Accordingly, the role of the PMO should not be to rely on insight in applying modern
PM practices, but to integrate and adapt the organization’s business intereststo its PM

efforts.

Dai and Wells (2004) explored the PMO features in relation to project
performance by means of the functions and services provided by the PMO entity.
Among these functions were i- developing and maintaining PM standards and
methods, ii- developing and maintaining project historical archives, iii- providing
project administrative support, iv- providing human resource and staffing assistance,
v- providing PM consulting and mentoring, and vi- providing or arranging PM
training. Among the functions and services mentioned, some were embodied in a
guestionnaire research instrument to characterize the PM O presence associated with a

project outcome.

Abdi and Kaddoura (2011) carried out a case study to investigate IT project
management with a PM O structure in the Group IT Office at Dubai Holding, which is
agroup of seven subsidiaries running a number of mega projects. Their study focused
on the impact of the PMO structure on the IT project lifecycle with deliverables
through six identified phases. The case study employed a structured survey
guestionnaire consisting of six parts; the questionnaires circulated to five target groups
whose members deal directly with the functions and services of the PMO entity, in
addition to their experiences of PM concepts and standards. The authors concluded
that the quantitative research method yields a high response rate and informative data,

which answered the research questions of their case study.
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4.6.3. Regression Analysis

Regression analysisis abranch of mathematical statistics, which aimsto unify various
data analysis methods for interpreting the dependence that could be established
between the proposed variables using stetistical data. In the statistical modelling
technique, regression analysis is a dstatistical approach to investigating the
rel ationships between adependent variabléa criterion, denoted as Y) and one or more
different independent variablegor predictors, denoted as Xi, X, X3... Xx). The
statistical interpretation of these linear relationships is termed Multiple Regression
Analysis The Multiple regressionsapproach is a technique that allows additional

factorsto enter the analysis separately allowing the effect of each to be estimated.

Theresearcher usually seeksto ascertain the causal effect of one variable upon
another. In other words, the interrel ations between the two types of variable could give
someinsight into the way in which the typical valueor effectof the dependent variable
changes when any one of the independent variables is held fixed (Rawlings et a.,
1998); for instance, the effect of the PMO structure upon project performance. In this
case, the regression is employed to estimate the quantitative effect of the causal
independent variables that have a direct influence upon the dependent variable.
Therefore, the researcher aso typically assesses in the investigation the statistical
significance of the estimated relationships, i.e., whether the degree of confidence in

the actual relationship is close to the estimated rel ationship (Sykes, 1993).

Rawlings et a (1998) described two approaches of the regression analysis. It
can be performed in various ways such as the Simpleregression approachwhich
formulates some hypotheses about the possible rel ationships between the variables of

interest, here the PMO and project performance. Thus, the hypotheses should state as
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clearly as possible the existing causal relationships between the concerned variables.
It is valuable for quantifying the impact of various simultaneous influences upon a
single dependent variable. Further, because of the bias of the omitted variables in
simple regression, multiple regressions are often essential, even when the investigator

isinterested only in the effects of one of the independent variables.

This study aimed at identifying the exploratory and causal relationships
between the seven independent variables with the dependent one, as previously
discussed in Section 4.5., which is indebted to the findings in the work of Hobbs &
Aubry (2008). Regression analysis would also incorporate the formulated hypotheses.
However, the questions proposed in the present research were answered in accordance

with the analysis of the causal effects between the variables, asindicated in Table 14.

Table 14: Statistical analysis of the variable interrelations

Research Questions Variables Statistical Analysis

Q.1 Is there any link between tf Multiple and single
implementation of the PMO ar
execution of the strategic plan
the project-oriented organization
Q.2 How the success of the PV
implementation within the publi
sector organization could b
measured

Dependent (Criterion) | regression analysis

Organization’s strategic
plan execution

Sample t-test

I ndependent (Predictors)
PMO roles

The appropriateness of the research method that has been adopted in this study needs
further testing as an essential step to demonstrate the reliability and validity of the

research method.

4.7 Reliability and Validity
Achieving perfect reliability and validity is the core part of the statistical analysisin

the qualitative method; however, it demands a complicated approach to achieve
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acceptable results (Neuman, 2011). The general concepts of reliability and validity are
covered in the following discussion. The particul ar techniques selected for the present
study are included also in the discussion.

4.7.1. Reliability

The general concept of reliability is to focus on the dependability and consistency of
the research instruments (Weathington et al., 2010). The two main types of reliability
are stability reliability, or stability over time, and representative reliability, or stability
across groups (Neuman, 2011). Kumar (2011) outlined some of the main factors that
influence the reliability of research instruments, including the wording of the
guestions, physical setting, the respondent’s mood, nature of interactions, and

regression effect of an instrument.

Based on the suggestions proposed by Neuman (2011), severa factors could
help to improve the reliability of the present study, namely,

i) Having aclearly conceptualized construct because reliability increases when
the measurement involves only one concept (i.e., the concept of a PMO
model).

i) Using the level of measurement of the instrument by having more detailed
guestions to cover the attributes of the PMO model (PMO roles and functions,
PMO organization structure, and PMO maturity level) and then using severd
guestions to measure each attribute, using the appropriate scaling.

iii) A peer review using PMO personnel, which served to obtain feedback on the

research instruments.
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4.7.2. Validity

Vadidity is related to measuring the fitness of the empirical indicator and the
conceptual definition of the construct (Neuman, 2011). Some measurable areas of
validity are face validity, content validity, concurrent and predictive criterion validity,
and convergent and discriminant construct validity (Neuman, 2011). Inrelation to face
and content validity, the researcher scrutinized the instrument through conducting a
peer review to maximize the logical links between the questions and the research

objectives, to be sure that the coverage of the topics researched was bal anced.

In terms of criterion validity, the researcher compared the instrument to other
studies to establish the concurrent and predictive validity of the study. Validity can be
threatened internally and externally (Creswell, 2009). Internal threats include history,
maturation, regression, selection, treatment diffusion, mortality, compensatory
demoralization, compensation rivalry, testing, and instrumentation (Creswell, 2009).
In the present study, selection was the only interna threat that might be relevant.
Making sure that the targeted participants satisfied the selection criteriafor the study
mitigated the selection threat. Creswell (2009) and Kumar (2011) highlighted the
externa threats to validity that relate to the ability to generalize the study results. To
mitigate this external threat, in the resent study the researcher selected the sample of
respondents based on the characteristics of the GSD environments to ensure that the
study results could at least be generalized in similar settings or companies in GSD

environments.

4.8. Questionnaire Design
The primary instrument of the quantitative approach in socia studies is the

guestionnaire, which is considered one of the most widely used socia research
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techniques. Theideaof formul ating precise written questionsfor those whose opinions
or experience you are interested in seems an obvious strategy for finding the answers
to issues that are of great interest (Creswell, 2002). The initial questionnaire
(prototype) was developed with reference to the work of Hobbs and Aubry (2007).
The structure of the questionnaire was based on the proposed conceptual framework

that consists of 7 independent variables and one dependent one.

As regards this study, the questionnaire wanted to elicit an evaluation of the
PMO roles involved in performing the strategic plan of an organization. For the
purposes of this study, a questionnaire was developed in order to collect datafrom the
members of atarget sample population who had dealt directly or indirectly with PMO
activities in their own organization. Many researchers in the social sciences who are
interested in questionnaire research draw attention to making the wording of the

guestions as clear, direct, and understandabl e as possible.

According to Blaxter et al. (2010), such wording should not be ambiguous or
imprecise. Observing clarity, the questionnaire was designed to include both open-
ended and closed questions; both kinds of question are important for collecting data,
and therefore they ask for both words and numbers to analyse the participants’
perceptions, and to present them quantitatively. This being the case, a significant
advantage of open-ended questions as a tool for gathering data is that “They provide
the space for thinking so that the respondents can express their ideas according to the

guestion given by the researchdBlaxter et a stated.

Thisinstrument could help to gain rich and usabl e information, which supports

the analysis and reliability of the gathered information and data. Many researchers
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indicate that the questionnaire technique provides reliable research information
because the target participants are keen to respond to the questions explicitly in
confidence. The literature identifies that an effective questionnaire is clear, simple to
respond to, with the qualities of significance, consistency, anonymity and reliability,
and the research should not be expensive to conduct (Creswell, 2002; Blaxter et al.,
2010). The proposed questionnaire uses a Likert five-point scale with options ranging
from very effective (5) to not effective (1); if the respondent isin agreement with the
statements, judging them Veryeffective to somewhat effectivehile if the respondent

isin disagreement with the statements, judging them Not effective

The gquestionnaire contains five parts, asking for i) demographic information,
ii) type of PMO services in the respondent’s organization, iii) assessment of the
execution of the organization’s strategic plan in the presence of PMO entity, iv)
assessment of the effectiveness of suggested PMO roles in the respondent’s
organization, and v) a selection of attributes that could be used as criteria for the
evauation of PMO roles, in genera (see Appendix). The five parts consist further of
61 sub-questions to cover primary demographic information about the target
participants and public organizations to get as many benefits of the PMO roles as

possible.

Part Four is particularly dedicated to gathering a wide array of participants’
attitudes in rating the effectiveness of the PMO roles, as well as the interrelationship
between the seven independent variables and the dependent one. The questionnaire
covers the PMO roles from the perspective of this exploratory study: 1) Strategic
management, 2) Developing project management competencies and methodologies,

3) Monitoring and controlling performance, 4) Multi-project management, 5)



142

Organizational learning, 6) Organizationa structure and communication, and 7)

Project value sustainability.

The emergence of the Internet has popularised the use of web-based surveys
in conducting intensive quantitative research over a wide spectrum of socia studies,
into business and end-customer attitudes, since it is believed that a high proportion of
participants respond to such surveys (Shih & Fan, 2008). The proposed questionnaire

of this study was web-based, written in the online form Quartile™,

4.9. Questionnaire Pilot Test

4.9.1. Introductory Procedures

The principal supervisor of this dissertation initially revised thoroughly the structure
and clarity of the questionnaire and similarly checked the relevance of its set of
proposed questions to the research problem and hypotheses before a pilot test was
held. A pilot test of the questionnaire is necessary to highlight the strength and
weakness of its content, concerned primarily with eliciting the required data from
respondents whose work experiences were relevant to the subjects of the
guestionnaire. Therefore, it was important to pre-test the research technique and

appropriateness of the questions.

The researcher held a series of meetings with senior managers in four project-
based organizations hosting a PMO unit; these were Al Ain Municipality, Abu Dhabi
Department of Economic Development, Abu Dhabi Food Control Authority, and Abu
Dhabi Education Council. The discussions focused merely on giving them further
explanation about the research topic, which ended by the researcher being given

permission to conduct a pilot survey.
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The pilot questionnaire was sent to a selected sample of 50 PMO experts who
were asked to answer the questions and return their feedback. The experts were also
asked to make any comments and/or any suggestions that might improve the
guestionnaire. Such comments were used to restructure and modify the prototype in
order to produce the final and valid version of the questionnaire as a data collection
instrument. The pilot test ran from 201" April to 25" May 2015. All the 50 participants
(100%) responded and returned complete and usable answers. Their responses to the
pilot survey were used to modify the final version of the questionnaire. Moreover, in
their feedback no issues of ambiguity were reported by the participants. Figure 15,
shows a graphic representation of the quantitative method used in the analysis of the

final questionnaire data.

[ Quantitative Method Research & Analysis]

U

Questionnaire Pilot Test

!

Final Questionnaire

Documentation archive Questionnaire Circulation

Data Collection & Analysis

!

Results used in building PMO Model

Figure 15: Quantitative Method approach used for the research
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4.9.2. Data Collection and Analysis

The accumulated data from the 50 respondents were entered into SPSS for the
statistical analysisto be performed. Cronbach a phatests were performed to determine
theinternal consistency of the criteriafor the seven proposed PM O roles; each variable
handled a set of 4-5 factors. The Cronbach alpha for PMO roles criteria at 0.955

showed adequate consistency for the study, as shown in Table 15.

Table 15: The Cronbach apha pilot test for PMO roles criteria

Reliability Statistics

Cronbach's Alpha | Cronbach's Alpha Based on N of Items
Standardized Items

.955 .953 8

The values of the Cronbach apha tests for the seven PMO roles (as
independent variables) were found to be asfollows: i) Strategic Manageme(®.952),
ii) Development of Project Management Competencies and Methodol0§458),
iii) Monitoring and Controlling Project(0.945), iv) Organizational Learning
Promotion (0.945), v) Multi-Project Management(0.945), vi) Organizational
Structure and Communicationmprovement (0.943), and vii) Project Value
Sustainability(0.947). Likewise, the result of the same test for the Strategic Plan
Execution(the dependent variable) was found to be 0.963. Accordingly, the generated

values proved an adequate consistency for the study, as shown in Table 16.
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Item-Total Statistics
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Scale Mean if Scale Corrected Squared Cronbach's
Item Deleted | Varianceif [tem-Total Multiple Alphaif Item
Item Deleted | Correlation Correlation Deleted
Q18 15.5894 31.350 Jq74 .661 .952
Q19 15.5917 30.371 .854 .780 947
Q20 15.4280 30.029 .887 .846 .945
Q21 15.2235 29.343 .894 .849 .945
Q22 15.3280 28.681 .889 .833 .945
Q23 15.3394 29.496 919 .882 .943
Q24 15.4568 29.657 .853 .803 947
Dependent 15.5667 34.785 .568 483 .963

The analysis of the factors was aso carried out in the pilot study using the
Extraction Method of Generalized Least Squaresonfirmed that the validity of the
criteriafor the seven PMO role communalities ranged from 0.681 to 0.884, as shown
in Table 17. These results of the reliability and validity pilot test confirmed that the
instrument was clear and understandable. These findings gave the researcher the green
light to move to the next stage, the surveying of alarge sample of participants.

Table 17: Pilot test validity for the PMO roles criteria
communalities

Initial Extraction
Q18 1.000 .681
Q19 1.000 .795
Q20 1.000 841
Q21 1.000 .851
Q22 1.000 .844
Q23 1.000 .884
Q24 1.000 793
Dependent 1.000 406
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Table 18 lists the cumul ative percentages of the variances that were accounted
for by current and preceding factors. The model reveals that, for instance, the 1% row
in this table shows a cumulative value of 76.18%, which indicates that the first factor

accounted collectively for 76.18% of the total variance.

Table 18: Pilot test of cumulative percentages of the total variance

Component Initial Eigenvalues Extraction Sums of Squared Loadingy
Tota [%Variance| Cumulative% | Total | %Variance| Cumulative¥%
1 6.095 76.183 76.183 6.095| 76.183 76.183
2 .689 8.610 84.793
3 425 5312 90.105
4 247 3.085 93.190
5 .207 2.586 95.776
6 .164 2.046 97.822
7 .095 1.184 99.006
8 .080 .994 100.000

Total Variance Explained

An anadysis of the factors was also performed in the pilot test, using the
Extraction Method of Generalized Least Squaoemnfirm the validity of the criteria
for the seven PMO roles of the component matrix ranging from 0.940 to 0.825, as

shown in Table 19.

Table 19: Pilot test of validity for PMO roles criteria of component matrix

Component
1
Q23 .940
Q21 .922
Q22 919
Q20 917
Q19 .892
Q24 .891
Q18 .825
Dependent 637

Extraction Method: Principal Component Analysis
a. 1 Component extracted
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Questionnaire Distribution

The online questionnaire version was sent to participants drawn from the following

project-based organizations:

1)
2)
3)
4)
5)
6)
7)
8)

9)

Genera Secretariat of the Executive Council (Abu Dhabi)
Abu Dhabi Department of Economic Development (ADDED)
Abu Dhabi Educational Council (ADEC)

Abu Dhabi Food Control Authority (ADFCA)

Department of Municipal Affairs (DMA)

Al Ain City Municipality

Abu Dhabi City Municipality

Abu Dhabi Police

Abu Dhabi Systems & Information Centre (ADSIC)

10) Abu Dhabi Sewerage Services Company (ADSSC)

11) Abu Dhabi Water & Electricity Authority (ADWEA)

12) Family Development Foundation (FDF)

13) Abu Dhabi Tawteen Council

14) Dubai Municipality

15) Road & Transportation Authority (RTA) of Dubai

16) TAWAZUN Company - (semi-government)

17) KhalifaFund

18) Abu Dhabi Oil Refining Company (TAKREER)

19) Abu Dhabi Gas Industries, Ltd. (GASCO)

It is worth mentioning that an Arabic translation accompanied the English

version in case some of the participants preferred to answer the Arabic version. The
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online questionnaire is introduced by a covering letter and a statement that promises
anonymity and confidentiality. The revised online questionnaire was sent on 21 July
2015 to 450 participants working in project management domains. The target sample
includes:

= Managers of Portfolios, Programmes, and Projects
= Quality Assurance Managers

= Strategic Planning Managers

» Project Coordinators.

» Project-support Specialists (e.g. IT specialists, statisticians, accountants, etc.)

The participants were asked to specify their level of agreement with a series of
statements that focused entirely on the importance of the PMO. The online
participation closed on 2" November 2015 to revea that the e-questionnaire was
viewed by 366 people, and that 268 participants completed and submitted usable
guestionnaires. The data and relevant information were collected using an online e-
questionnaire-based survey. The collected data were extracted from the responses
before statistical analysis using the multi-regression analysis. The most of the

guestionnaire (see Appendix).

4.11. Some Considerations
Generaly, every research study often faces certain limitations relating to time,
physical location, sample population, and official approval for conducting the field
study. Thus, the possible limitations that might face this research study are the
following:

= The geographica locations of the sedlected PMO host organizations are

scattered, making it rather difficult to reach them all simultaneoudly.
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» Therefore, it was difficult to conduct face-to-face interviews with the PMO
personnel.

Therefore, an online questionnaire was found to be more practical. However,
therewas no conflict of interest for the researcher in the research topic, data collection,
or use of the collected data. Official permission made it possible to reach the desired
samplewith the covering letter and ask the membersto participatein the online survey;
this allowed the researcher to make it clear to the respondents that all the information
obtained would be treated in confidence. Nevertheless, the collected data, analysed
quantitatively, could be applied to the central problem of the research: identifying the

link between the project outcomes and the objectives of the strategic plan.
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Chapter 5: Data Collection and Analysis

5.1. Introduction

The structured questionnaire was designed as a survey instrument to gather the
required datafor gaining better understanding about the PMO roles through analysing
the feedbacks of 268 respondents compl eted the questionnaire. The presentation of the
analysed data follows the course of the online questionnaire structure. The online
questionnaire is Likert-Five scale, where 1 is low to 5 as high, with midpoint neutral

3 (i.e.,, somewhat

Despite the background and demographic data of the participants (Part one)
are not directly related to the research questions and/or the model being studied;
however, the answers to demographic questions would be useful in providing a better
context in the analysis of the study results. The descriptive background of the existing
PMO is presented in (Part Two) to give an overview of the actual and potential roles

and functions that the PMO unit could play within its project-based organizations.

Execution of the strategic plan of an organization (Part Three) with
enhancement of the PMO has raised a question “Was the proposed strategic plan of
your organization executed successfully in the presence of a PMQ’eRtigsuring
a successful execution is reflected as effectiveness of involved PMO roles. The
important data were those related to 7 variables that focus on the roles and functions
of the existing PM O (Part Four) to be used in devel oping the PM O model proposed in
this study. We proposed criteria for weighing the effectiveness as (in Part Five) that
could be used as metric factors in measuring the PMO implementation success within

aproject-oriented organization.
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5.2. Demographic Description of the Participants and PMO

5.2.1. Respondent Profiles Qualification, Gender and Nationality

The questionnaire part of the demographic section includes questions about the
academic qualification, nationality, gender, work experience in project management
domains, project roles, PMO experience, working years with the current affiliated
organization, and team size. The academic qualification of the participantsis reported
asfollows: 10 respondents hold higher diploma (3.7%), 98 respondents hold Bachel or
degree (36.3%), 136 respondents hold Master degree (50.7%), 24 respondents hold

Doctorate or professional degree (9.0%), as shown in Figures 16.

1.  Your academic qualification is:

Frequency | Percent | Valid Percent Cumulative
Percent
Higher Diploma 10 3.7 37 37
Bachelor 98 36.6 36.6 40.3
valig Master 136 50.7 50.7 91.0
Doctorate 24 9.0 9.0 100.0
Total 268 100.0 100.0

1.

Your academic qualification is:

Frequency

125

10

-]
1]

25

Higher Diploma
1.

Bachelor

Master

Your academic qualification is:

Doctorate

Figure 16: Respondents academic qualification
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Moreover, both genders are involved in PMO activities as 171 respondents were male

(63.8%), and 97 were female (36.2%), as shown in Figure 17.

2. Your Gender

Frequency | Percent | Valid Percent ng;ﬂgﬂ‘t’e
Male 171 63.8 63.8 63.8
Valid Femae 97 36.2 36.2 100.0
Total 268 100.0 100.0

2. Gender

Frequency

Male Female

2. Gender

Figure 17: Respondents gender

Concerning the nationality of the PMO personnel, 168 respondents were Emirati

(62.7%), 84 respondents were Arab (31.3%), whereas 16 respondents were from other

countries (6.0%), as shown in Figure 18.
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3. Your Nationality

Frequency | Percent | Valid Percent Cllgn;'r“'ggﬂ\t’e
Emirati 168 62.7 62.7 62.7
Arab 84 31.3 31.3 94.0
Valid  others 16 6.0 6.0 100.0
Total 268 100.0 100.0

3. Nationality

Frequency

Emirati Arab Others
3. Nationality

Figure 18: Respondents nationality

5.2.2. Respondents’ Work Experiences

The participants were asked to indicate the individual role that best described the
project(s), the years of experience with the current affiliated organization, and their
project professional experience as they considered for this study. The individual’s
administrative position of the respondents revealed that 13 were Portfolio Managers
(4.9%), 53 were Program Managers (19.8%), 65 were Project Managers (24.3%), 27
were Strategic Planning Managers (10.1%), 8 were Quality Assurance Managers
(3.0%), 33 were Project Coordinators (12.3%), whereas 69 respondents were working

in other project-related positions (25.7%), as shown in Figure 19.
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4.  One of the following is best describing your current position:

Frequency | Percent | Valid Percent ng;’iﬂ\{e
Portfolio Manager 13 4.9 4.9 4.9
Program Manager 53 19.8 19.8 24.6
Project Manager 65 24.3 24.3 489
_ Strategic Planning Manager 27 10.1 101 59.0
vald Quiality Assurance Manager 8 3.0 3.0 61.9
Project Coordinator 33 12.3 12.3 74.3
Other (Please specify) 69 25.7 25.7 100.0
Total 268 100.0 100.0

4. One ofthe following is best describing your current position:

Frequency

jaloud
(Ayioads

asea|d) Bl

IDELIpIoaD
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Figure 19: Respondents administrative positions

The current work of the respondents revealed a wide range in the number of
years pertinent to full-time professional experience in their position at the current
public organization. 89 respondents had less than five years of full-time work

experience in their current position (33.2%), 128 respondents had 5-9 years in their



155

current position (47.8), 39 respondents had 10-14 years of full-time work experience
with their current organization, whereas 12 respondents had more than 15 years in

their current position, as shown in Figure 20.

5.  Your work with this organization is:

Frequency | Percent | Valid Percent| Cumulative
Percent
Lessthan 5 years 89 33.2 33.2 33.2
5-9years 128 47.8 47.8 81.0
Valid 10- 14Years 39 14.6 14.6 95.5
15 years and more 12 04.5 04.5 100.0
Total 268 100.0 100.0

5.  Yourwork with this organization is:

-
o

Frequency

Less than S years S-O9years 10- 14¥ears 15 years and more

5. Your work with this erganization is:

Figure 20: Respondents full-time experience with current organization

On the other hand, the professional experience of the respondentsin the project
management related domains is also varied among the respondents. 87 respondents
had less than 5 years of professiona project experience (32.5%), 96 respondents had

5-9 years of professional project experience (35.8%), 62 respondents had 10-14 years
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of professional project experience (23.1%), whereas 23 respondents had more than 15

years of professional project experience, as shown in Figure 21.

6.  Your work experience in project management is:

Frequency | Percent | Valid Percent Clli’ne“rﬂgtri\t/e
Lessthan 5-years 87 325 325 325
5-9years 96 35.8 35.8 68.3
Valid 10-14Years 62 23.1 23.1 91.4
15 years and more 23 8.6 8.6 100.0
Total 268 100.0 100.0

6. Your work experience in project management is:

Frequency

Less than S-years

S-Oyears

10 - 14Years 15 years and more

6. Your work experience in project management is:

Figure 21: Respondents work PM experience in years

However, the average number of the project team members under the

supervision of the project leaders varied greatly, which is ranging from less than 10

members to more than 20. 172 respondents supervised a teamwork of less than 10

members (64.2%), 36 respondents supervised ateamwork of 10-14 members (13.4%),
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18 respondents supervised a teamwork of 15-19 members (6.7%), whereas 42

respondents supervised ateamwork of more than 20 members, as shown in Figure 22.

7. The average number of the team members under your supervision

Frequency | Percent | Valid Percent C%";:ﬂgz\{e
Lessthan 10 172 64.2 64.2 64.2
10-14 36 134 134 77.6
Valid 15-19 18 6.7 6.7 84.3
20 and more 42 15.7 15.7 100.0
Total 268 100.0 100.0

7. The average number of the team members under your supervision is:

Frequency

Less than 10

10-14

15-19

20 and more

7. The average number of the team members under
your supervision is:

Figure 22: Number of teamwork members under respondent's supervision

The participants were also asked if they had any work experience in the PMO-

related activities currently and/or before joining the current organizations. 172

respondents reported that they had PMO work experience (64.2%), whereas 96

respondents had not (35.8%), as shown in Figure 23.



8. Have you ever worked with the PMO, currently or previously”

Frequency | Percent | Valid Percent Clgg'r“'égﬂ\{e
Yes 172 64.2 64.2 64.2
Valid No 96 35.8 35.8 100.0
Total 268 100.0 100.0

8. Have you ever worked with the PMO, currently or previously?
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Frequency

Yes

ko

Have you ever worked with the PMO, currently or
previously?

5.2.3.

Figure 23: Respondents PMO work experience

PMO- Existence, Functions and Services

The participants were asked about existence of a PMO entity within their respective

affiliated organizations. 253 respondents informed that their organizations hosted a

PMO entity (94.4%), whereas 15 respondents reported no PMO is hosted by their

organizations (5.6%), as shown in Figure 24.
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9. Does your organization host a PMO?

Frequency | Percent | Valid Percent C%”;';';gﬂ\{e
Yes 253 94.4 94.4 94.4
Valid No 15 56 5.6 100.0
Total 268 100.0 100.0
9. Does your organization host a PMO?

30

]
[=]

Frequency

Ves M

9. Does your organization host a PMO?

Figure 24: Existence of a PMO entity in the public organizations

Those whose organizations established a PMO entity asked thereafter to
describe the actual functions of the existing PMO, and whether the PMO stands as
individual entity or associated with a sector. The respondents reported the status of the
PMO within the organization. 19 respondents indicated the existing PMO is adhered
to Chief Executive Officer CEO (7.1%), 68 respondents reported the PMO is adhered
to General Manager (25.4%), 52 respondents reported the PMO is adhered to Projects
Sector (19.4%), 90 respondents reported the PMO is adhered to Strategic Planning

Sector (33.6%), 24 respondents reported the PMO is an individua entity (9%),
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whereas the anal ytic system reported also 15 participants whose organizations had no

PMO to represent (5.6%). The descriptive data are shown in Figure 25.

10. If yes, under which sector or department is the PMO adhered?
Frequency | Percent | Valid Percent ng;’iﬂ\{e
CEO 19 07.1 75 75
General Manager 68 25.4 26.9 34.4
) Projects Sector 52 19.4 20.6 54.9
vald Strategic Planning Sector 90 33.6 35.6 90.5
Other (Please specify) 24 9.0 9.5 100.0
Total 253 94.4 100.0
Missing System 15 5.6
Total 268 100.0
10. If yes, under which sector or department is the PMO adhered?

10

Frequency

CED General Projects Sector Strategic Other (Please
Manager Planning Sector specify)

10. If yes, under which sector or department is the
MO adhered?

Figure 25: The PMO attachment status

5.3. Testing Reliability

The core question raised in this regards is that “Does the presence of the PMO enhance
successful execution of the projects within the comteganization’s proposed

strategic plafi” Six criteria were proposed to measure the successful execution of
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organization’s strategic plan within the range not effective (1) to very effective (5),

with midpoint neutral (3).

5.3.1. Reliability Test of Dependent Variable

A series of Cronbach alpha tests was performed to determine internal consistency on
the 6 proposed performance criteria, along with each of the six sets of strategic plan
execution. The Cronbach aphafor strategic planning execution criteria gave 0.954 to

show an adequate consistency for the study as highlighted in Table 20.

Table 20: Cronbach aphatest for internal consistency of
performance criteria

Reliability Statistics

Cronbach's Alpha Cronbach's Alpha Based on N of Items
Standardized ltems
.954 .954 6

However, the Cronbach alphatestsfor each criterion belonging to the strategic
plan execution including meeting scope of the strategic plan, developing
stakeholders’ trust and satisfaction, completed within the estimated cost, achieved
with timeline, alignment of the initiative outcomes to organizations’ objectives, and
meeting community needs were found to be at 0.942, 0.947, 0.946, 0.946, 0.944, and
0.948, respectively. These results showed an adequate consistency for the study, as

shown in Table 21.
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Table 21: Cronbach aphatest for each criterion of strategic plan execution

Item-Total Statistics

Based on your work experiend Scale Mean Scale Corrected | Squared | Cronbach's
kindly evaluate the effectivene] if Item Variance | Item-Total | Multiple | Alphaif
of each criterion that could he Deleted if tem | Correlatio | Correlatio [tem
Deleted n n Deleted
13. Meeting scope of the 18.27 27.628 .890 .806 942
strategic plan
14. Developing stakeholders’ 18.32 28.797 844 .750 947
trust and satisfaction
15. Completed within the 18.33 28.109 .850 .769 .946
estimated cost
. S 18.35 28.392 .850 .766 .946
16. Achieved with timeline
17. Alignment of theinitiative 18.30 27.672 .872 T72 .944
outcomes to organizations’
objectives.
. . 18.39 28.921 .836 726 .948
18. Meeting community needs

5.3.2. Reliability Test of Independent Variables
5.3.2.1. Strategic management

The Cronbach aphatest for strategic management variable was found to be at 0.949

to show an adequate consistency for the study as highlighted in Table 22.

Table 22: Cronbach alphatest for strategic management variable
Reliability Statistics

Cronbach's Alpha | Cronbach's Alpha based on Standardized | N of Items
Items
.949 .950 4

Whereas, the Cronbach apha tests for the sub-criteria including providing
advisory services to the upper management, participating in strategic planning,
ensuring effective benefits management, and ensuring effective networking and

environmental scanning were found to be at 0.935, 0.932, 0.922, and 0.946,
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respectively. These test results showed an adequate consistency for the study, as

shown in Table 23.

Table 23: Cronbach alphatest for the strategic management sub-criteria
Item-Total Statistics

Scale Mean if | Scale Variance| Corrected Squared Cronbach's
Item Deleted if ltem Item-Total Multiple Alphaif Item
Deleted Correlation Correlation Deleted
Q18 1 10.63 10.863 877 772 935
Q18 2 10.59 10.865 .885 797 932
Q18 3 10.64 11.138 917 .843 922
Q18 4 10.72 12.223 .842 721 .946

5.3.2.2. Development of project management competency and methodology

The Cronbach alpha test for development of project management competencies and
methodologies variable was found to be at 0.968 to show an adequate consistency for

the study as highlighted in Table 24.

Table 24: Cronbach aphatest for development
competencies...variable
Reliability Statistics
Cronbach's Alpha | Cronbach's AlphaBasedon | N of Items
Standardized Items

.968 .968 5

Wheresas, the Cronbach alpha tests for the variable’s sub-criteria including
developing and Implementing standard project management methodologies,
promoting project management culture within organization, developing competency
of project team including professional training, providing mentoring for project
managers, providing a set of suitable tools as processes, procedures, templates, etc.,
were found to be at 0.958, 0.960, 0.960, 0.963, and 0.958, respectively. These test

results showed an adequate consistency for the study, as shown in Table 25.
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Table 25: Cronbach alphatest for the development of competencies... sub-criteria

Item-Total Statistics

Scale Mean if [ ScaleVariance| Corrected Squared Cronbach's
Item Deleted if ltem Item-Total Multiple Alphaif Item
Deleted Correlation Correlation Deleted

Q19 1 14.34 21.724 919 .864 .958
Q19 2 14.38 21.953 .907 .833 .960
Q19 3 14.37 21.903 .905 .825 .960
Q19 4 14.43 23.137 .887 792 .963
Q19 5 14.27 22.281 922 .860 .958

5.3.2.3. Monitoring and controlling project performance

The Cronbach alpha test for monitoring and controlling variable was found to be at

0.967 to show an adequate consistency for the study as highlighted in Table 26.

Table 26: Cronbach alphatest for monitoring and controlling... variable

Reliability Statistics

Cronbach's Alpha | Cronbach's apha based on standardized N of Items
items
967 .967 5

Whereas, the Cronbach apha tests for the variable’s sub-criteria including

reporting project status to the top management, monitoring and controlling project

performance,

implementing and operating project information system (eg.,

Primavera, PMIS, etc.), developing and maintaining a project scoreboard, supporting

project governance functions etc., were found to be at 0.961, 0.957, 0.959, 0.957, and

0.961, respectively, these results got an adequate consistency, as seenin Table 27.
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Table 27: Cronbach alphatest for the monitoring and controlling sub-criteria
Item-Total Statistics

Scae Mean if | Scale Variance| Corrected Squared Cronbach's
Item Deleted if ltem Item-Total Multiple Alphaif Item
Deleted Correlation Correlation Deleted

Q20 1 14.48 19.696 .897 831 961
Q20 2 14.54 19.605 .920 .859 .957
Q20 3 14.66 19.927 .904 824 .959
Q20 4 14.68 20.322 919 847 957
Q20 5 14.71 20.902 .892 .808 .961

5.3.2.4. Promoting organizational learning

The Cronbach aphatest for promoting organizational learning variable was found to

be at 0.962 to show an adequate consistency for the study as highlighted in Table 28.

Table 28: Cronbach aphatest for promoting organizational
learning variable

Reliability Statistics

Cronbach's Alpha | Cronbach's AlphaBasedon | N of Items
Standardized Items

.962 .962 5

Whereas, the Cronbach apha tests for the variable’s sub-criteria including
conducting post-project reviews, conducting project audits, establishing and managing
database of lessons learned and document archives, implementing and managing
database of project risks, evaluating PMO performance were found to be at 0.955,
0.950, 0.951, 0.952, and 0.955, respectively. These test results showed an adequate

consistency for the study, as shown in Table 29.
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Table 29: Cronbach aphatest for promoting organizational |earning sub-criteria

ltem-Total Statistics

Scale Mean if | ScaleVariance| Corrected Squared Cronbach's
Item Deleted if ltem Item-Total Multiple Alphaif Item
Deleted Correlation Correlation Deleted

Q211 13.93 18.710 879 .802 .955
Q21 2 13.87 18.471 .906 .839 .950
Q21 3 13.84 18.799 .899 821 951
Q21 4 13.91 18.618 .896 .820 .952
Q21 5 13.86 18.706 877 776 .955

5.3.2.5. Multi-project management

The Cronbach alpha test for multi-project management variable was found to be at

0.955 to show an adequate consistency for the study, as highlighted in Table 30.

Table 30: Cronbach aphatest for multi-project management variable

Reliability Statistics

Cronbach's Alpha Cronbach's Alpha Based on N of Items
Standardized Items
.955 .955 4

Whereas, the Cronbach alpha tests for the variable’s sub-criteria including

coordinating between running projects, identifying, selecting, and prioritizing new

projects, managing one or more portfolios and programmes, allocating organization’s

resources between the running projects were found to be at 0.939, 0.939, 0.935, and

0.949, respectively. These test results showed an adequate consistency for the study,

as shownin Table 31.
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Table 31: Cronbach alphatests for the multi-project management sub-criteria

Item-Total Statistics

Scale Mean if [ ScaleVariance| Corrected Squared Cronbach's
Item Deleted if ltem Item-Total Multiple Alphaif Item
Deleted Correlation Correlation Deleted
Q22 1 10.49 10.558 .894 .804 939
Q22 2 10.43 10.703 .896 .806 939
Q22 3 10.57 10.485 .907 .825 935
Q22 4 10.57 10.808 .861 743 .949

5.3.2.6. Organizational structure and communication improvement
The Cronbach alphatest for organizational structure and communication improvement
variable was found to be at 0.955 to show an adequate consistency for the study, as

shown in Table 32.

Table 32: Cronbach aphatest for organisat’l structure &
communication variable
Reliability Statistics

Cronbach's Alpha Cronbach's Alpha Based on N of Items
Standardized Items
.953 953 4

Whereas, the Cronbach alpha tests for the variable’s sub-criteria including
establishing PM O structure rel ated to organi zation needs and objectives, strengthening
communication with projects’ stakeholders, updating on the spot the project
information correspondences, and assisting project continuity in transfer technology
and innovative methods were found to be at 0.942, 0.939, 0.936, and 0.937,
respectively. These test results showed an adequate consistency for the study, as

shown in Table 33.
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Table 33: Cronbach alphatests for the organizational structure... sub-criteria
Item-Total Statistics
Scale Mean if [ ScaleVariance| Corrected Squared Cronbach's
Item Deleted if ltem Item-Total Multiple Alphaif Item
Deleted Correlation Correlation Deleted
Q23 1 10.82 10.834 .876 771 942
Q23 2 10.76 11.109 .882 .783 939
Q23 3 10.84 11.186 .896 .813 .936
Q23 4 10.85 11.131 .890 .804 937

5.3.2.7. Project value sustainability
The Cronbach alphatest for project value sustainability variable was found to be at

0.963 to show an adequate consistency for the study, as highlighted in Table 34.

Table 34: Cronbach alphatest for project value sustainability variable
Reliability Statistics

Cronbach's Alpha Cronbach's Alpha Based on N of Items
Standardized Items
.963 .963 3

Whereas, the Cronbach alpha tests for the variable’s sub-criteria including
managing projects for maximum values delivery, assuring projects’ outcomes to be
with social values of the community needs, delivering sustained valuesto organization
were found to be at 0.951, 0.942, and 0.943, respectively. The test results showed an

adequate consistency for the study, as shown in Table 35.

Table 35: Cronbach aphatests for the project value sustainability sub-criteria

Item-Total Statistics

Scae Mean if | Scale Variance| Corrected Squared Cronbach's
Item Deleted if ltem Item-Total Multiple Alphaif Item
Deleted Correlation Correlation Deleted
Q24 1 6.92 5.667 914 .835 951
Q24 2 6.97 5.454 925 .857 942
Q24 3 6.93 5.382 .924 .855 943
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5.4. Validity Test

Vadidity is arguably the most important criteriafor the quality of areliability test. The
term validity refers to the extent to which a test could precisely measure what it is
supposed to be measured. Therefore, many methods are being used to estimate the

validity of atest including content validity, concurrent validity, and predictivevalidity.

In this study, prior to extracting the factors, several tests should be used to
assess the suitability of the respondent data for factor analysis. These tests include
Kaiser-Meyer-Olkin (KMO) Measure of Sampling Adequacy and Bartlett's Test of
Sphericity, communalities, the total variance explained and rotated component matrix

was incorporated to confirm validity (Williams et a., 2010).

The KMO measure varies between 0 and 1, and values closer to 1 are better
and the value of 0.6 is a suggested minimum. The generated value of KMO measure
inthis study was 0.975 to represent agreat score of thetest. Moreover, for the 30 PMO
functions, the commonalities ranged between 0.858 and 0.929, with nine functions

having greater than 0.90, as shown Table 36.
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Table 36: KMO and Bartlett's Test (SPSS outpiit

KMO and Bartlett's Test

Kaiser-Meyer-Olkin Measure of Sampling Adequacy. 975
Approx. Chi-Square 11727.265
Bartlett's Test of f 435
Sphericity D
Sig. .000
Communalities
Initial | Extraction
Q18 1 1.000 .867
Q18 2 1.000 .897
Q18 3 1.000 914
Q18 4 1.000 874
Q1 1 1.000 .900
Q19 2 1.000 .903
Q19 3 1.000 .891
Q19 4 1.000 .858
Q19 5 1.000 .906
Q20 1 1.000 .898
Q20 2 1.000 .906
Q20 3 1.000 .882
Q20 4 1.000 916
Q20 5 1.000 .868
Q211 1.000 .868
Q21 2 1.000 .884
Q21 3 1.000 .886
Q21 4 1.000 .889
Q21 5 1.000 .858
Q22 1 1.000 .890
Q22 2 1.000 .899
Q22 3 1.000 914
Q22 4 1.000 .895
Q23 1 1.000 .870
Q23 2 1.000 .878
Q23 3 1.000 .891
Q23 4 1.000 .887
Q24 1 1.000 915
Q24 2 1.000 .929
Q24 3 1.000 918
Extraction Method: Principal
Component Analysis

On the other hand, Table 37 lists the cumulative percentages of the variance
that were accounted by the current and preceding factors. For instance, the 7" row in
the mentioned Table shows a cumulative value of 89.17%, which indicates that the

first-seven factors accounting collectively for 89.17% of the total variance.
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Table 37: Cumulative percentages of the total variance explained

Compo Initial Eigenvalues Extraction Sums of Squared | Rotation Sums of Squared
nent Loadings Loadings
Total %'of Cumulati | Total %of Cumulativ | Tota %of Cumulative
Varianc | ve% Variance e% Variance %
e
1 22(.511 73.722 | 73.722 22(.311 73.722 | 73.722 | 5.209 | 17.363 | 17.363
2 1172 3906 | 77.627 | 1.172 | 3.906 | 77.627 | 4.799 | 15998 | 33.361
3 1.021 | 3.403 | 81.031 | 1.021 | 3.403 | 81.031 | 3.939 | 13.132 | 46.492
4 780 | 2599 | 83.629 | .780 | 2599 | 83.629 | 3.932 | 13.106 | 59.598
5 702 | 2341 | 85970 | .702 | 2.341 | 85.970 | 3.751 | 12,505 | 72.103
6 552 | 1.841 | 87.812 | 552 | 1.841 | 87.812 | 3.150 | 10.498 | 82.601
7 408 | 1.360 | 89.172 | 408 | 1.360 | 89.172 | 1971 | 6.571 89.172
8 281 937 | 90.110
9 244 | 815 | 90.924
10 238 | 792 | 91.716
11 216 | 719 | 92435
12 190 | .633 | 93.068
13 81 .604 | 93.672
14 172 574 | 94.246
15 160 | 534 | 94.780
16 JA53 | 511 | 95.291
17 148 | 493 | 95.784
18 142 472 | 96.256
19 129 428 | 96.685
20 122 405 | 97.090
21 A17 390 | 97.479
22 10 | 367 | 97.847
23 103 | 342 | 98.189
24 .098 | .328 | 98.516
25 .089 295 | 98.812
26 .084 | .281 | 99.092
27 .078 | .260 [ 99.352
28 074 | 246 | 99.599
29 066 | .222 | 99.820
30 .054 | .180 | 100.000

Whereas, Table 38 shows the rotated factor loadings (factor pattern matrix),

which represent both how the variables are weighted for each factor, but also the
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correlation between the variables and the factor. Because these are correlations,
possible valuesrange from -1 to +1. On the /format subcommand, we used the option
blank (.40), which tells SPSS not to print any of the correlations that are 0.4 or
less. This makes the output easier to read by removing the clutter of low correlations

that are probably not meaningful anyway.

Table 38: Rotated factor loadings (Factor Pattern Matrix)

Component

1 2 3 4 5 6 7
Q18 1 .636
Q18 2 736
Q18 3 714
Q18 4 731
Q19 1 685
Q19 2 762
Q19 3 727
Q19_4 653
Q19 5 .665
Q20 1 .650
Q20 2 637
Q20 3 616
Q20 4 695
Q20 5 .586
Q21 1 .663
Q21 2 736
Q21 3 764
Q21 4 760
Q21 5 717
Q22 1 689
Q22 2 .685
Q22 3 741
Q22 4 672 406
Q23 1 428 475
Q23 2 536
Q23 3 571
Q23 4 457 512
Q24 1 649
Q24 2 705
Q24 3 641
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5.5. Testing Modelling

5.5.1. Multiple Regression Coefficients R and 8

Statistical analysis with multiple regression analysis (MRA) technique provides a
means of assessing objectively the potential magnitude and direction of relationships
of each independent variable (predictor) to its outcome variable (Tabachnick & Fidell,
2007). Therefore, this statistical technique is a powerful tool being used to determine
which-of-which independent variables could predict the variance of dependent

variables that selected for devel oping aresearch framework (Hair, 2006).

The interpretation of the multiple regression analysis (MRA), however,
reflects the understanding of the multiple Pearson’s product moment correlation
coefficient (R) whose value ranges from (0) to (1). The value (0) means that there is
no alinear relationship existing between predicted scores (independent variable) and
criterion scores (dependent variable). While a value of (1) implies the linear
relationship of the independent variables could perfectly predict the dependent
variable. Thus, the generated values ranging between (0) and (1) indicate a less than

perfect linear relationship between predicted and criterion scores (Hair, 2006).

However, Rz could be adjusted for correcting the overestimated value (inflated)
of the target sample population (Hair, 2006; Tabachnick & Fidell, 2007). Therefore,
the adjusted R2 values reported in this section indicating the degree (in percentage) to
which particular constructs/factors were predicted and explained by others prior to
conducting acomparison of the prediction degree between the constructs/factors. Both
standardised and unstandardized regression coefficients are also reported for the

significant regression models.
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The standardised regression coefficient (B) is the coefficient resulted from the
standardisation of the collected data; it eliminates the problems dealing with different
units of measurement. Thus, they reflected the relative impact on the PMO role of a
change in one standard deviation in either variable. In other words, based on the value
of the B coefficient, the predicting power of independent variables within a multiple
regression model could be compared, i.e., the larger the B coefficient value, then the
larger effect the predictor had in predicting (Hair, 2006).  coefficient is used herein
to construct a regression equation for calculating the predicted values for each
variable, as well as to probe the expected change in the dependent variable for each

unit change in the independent ones.

5.5.2. Multi-Regression Analysis of all Variables

The proposed variables (both dependent and independent) were subject to survey and
embedded in Part 1V of the online questionnaire. The interrelationships between the
proposed PMO roles and strategic plan execution could be revealed by answering the
research question “Is there any link between the implementation of the PMO and
execution of the strategic plan of the project-oriented organization in the public

sectof?” within the context of the UAE business environment, in particular.

A MRA was conducted to determine whether the PMO roles were statistically
significant to function as predictors of strategic planning execution; in other words, to
identify the potential predicting power of the PMO roles, asindependent variables, on
the strategic planning execution (SPE) as dependent variable. The MRA of the seven-
proposed PMO roles reveaded that the constructs predicted and explained 72.9% of
variance of SPE construct with adjusted R? values significant at the 0.05 level, as

presented in Table 39.
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Table 39: MRA of the seven-proposed PMO roles
Model Summary’
Model R R Square [Adjusted R Square | Std. Error of the Estimate
1 .8582 .736 729 .55058
a. Predictors: (Constant), PV, SM, Learning, MPM, PMC, MC, OS
b. Dependent Variable: EXECUTION

Based on significance of each PMO role as interpreted from the generated
results of the regression coefficients, the PMO role of strategic management (SM) was
found to have at =5.88,  =0.374, p <0.001; thus, this predictor was significant and
the aternative hypothesis (H1a) was supported. The PMO role of project management
competencies and methodology (PMCM) was found to have t =3.294, B =0.234, p
<0.001; thus, the predictor was significant and the aternative hypothesis (H2a) was
supported. The PMO role of monitoring and controlling performance (MCP) was
found to have t =2.087, B =0.158, p=0.038. This predictor was significant and the

aternative hypothesis (H3,) is supported.

The regression coefficient of the PMO role of organizationa learning
promotion (OLP) was found to have values of t =-0.190, B = 0.012, and p= 0.849; this
means that, this predictor was not significant and the null hypothesis (H40) could not
be rejected. The PMO role of multi-project management (MPM) was found to have
values as t =0.749, p =.050, and p =0.455; this means that this predictor was not
significant and the null hypothesis (H50) could not be rejected. The PMO role of
organization structure and communication (OSC) was found to have vaues of t

=1.978, f =0.163, and p =0.049.

So, this predictor was significant and the alternative hypothesis (H6s) was

supported. Whereas, the PMO role of project value sustainability (PVS) was found to
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have these valuesast = -0.651, = -.047, and p= 0.515; this means that this predictor
is not significant and the null hypothesis (H70) could not be rejected. The generated
results of regression coefficient for the seven proposed PMO roles (predictors) are
presented in Table 40, whereas the generated results from ANOVA anaysis are

presented in Table 41.

Table 40: Regression coefficient for the seven proposed PMO roles (predictors)

Coefficients®
Unstandardized |Standardized Collinearity
Model Coefficients Coefficients t Sig. Statistics
B Std. Error B Tolerance| VIF
(Constant) 546 124 4.390 .000
SM 357 .061 374 5.881 .000 .250 3.994
PMCM 211 .064 234 3.294 .001 .200 4.988
1 MCP 150 .072 158 2.087 .038 77 5.658
OLP -.012 .064 -.012 -.190 .849 237 4.224
MPM .049 .065 .050 749 455 227 4.399
0sC 157 .079 163 1.978 .049 149 6.721
PVS -.043 .066 -.047 -.651 515 196 5.113

a. Dependent Variable: EXECUTION

Table 41: ANOVA test of all predictors

ANOVA?
Modéel Sum of Squares | df |Mean Square F Sig.
Regression 220.183 7 31.455 103.762 | .000°
|1 Residua 78.817 260 .303
Tota 299.000 267

a. Dependent Variable: EXECUTION
b. Predictors. (Constant), PV, SM, Learning, MPM, PMC, MC, OS
The variance inflation factors and tolerance levels did not indicate
multicollinearity (i.e.,, independent variables in a regression equation are not
correlated) in the conceptual model of this study. This might indicate that the

correlations between the independent variables did not have an undue impact on the
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model’s standard error. A plot of standardized residuals indicated a linear model to
reveal some evidence of model having different variances (i.e., heteroscedasticity), as

represented in Figure 26.
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Figure 26: A plot of standardized residuals of predicators with criterion

The results have shown that three independent variables were found to be not
significant according to the generated result from the multi-regression test. However,
the next step would be doing the simple regression test for each independent variable

of the PMO roles and the dependent variable (SPE).
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5.5.3. Simple Regression Analysis for the Predicators with Criterion
5.5.3.1. PMO role of SM with SPE

The generated results from the simple regression anaysis (SRA) for the PMO role of
strategic management (SM) revealed that this construct predicted and explained at
66.3% of variance of SPE construct with adjusted R? significant value at the 0.05 level.
This finding suggests as this role of strategic management was positively related to
SPE, as well asits association was quite strong to support statistically the significant
predicting power of the SM upon the variance of SPE, as illustrated in Table 42,

whereas, the ANOV A analysis results are shown in Table 43.

Table 42: SRA for the PMO role of strategic management in SPE

Model Summary®
Model R R Square | Adjusted R Square

1 .815% .665 .663
a. Predictors: (Constant), SM

Std. Error of the Estimate

.61400
b. Dependent Variable: EXECUTION

Table 43: ANOVA test for SM predicator

ANOVA?
Modéel Sum of Squares df Mean Square F Sig.
Regression 198.718 1 198.718 527.109 .000°
1 Residua 100.281 266 377
Tota 299.000 267

a. Dependent Variable: EXECUTION b. Predictors. (Constant), SM

Theregression coefficient for the PMO role of SM predictor wasfound to have
Rvalue of t =229, B = 0.815, and p < 0.001. This indicated that the predictor is
significant, whereas the aternative hypothesis (H1s) is strongly supported (Menard,
1995). Yet, multicollinearity was absent from the regression model, where the
tolerance value was 1.000 (> 0.1), and the VIF was 1.000 (< 10.00), as presented in

Table 44.
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Coefficients®
Model Unstandardized |Standardized| t Sig. Coallinearity
Coefficients Coefficients Statistics
B Std. Error B Tolerance| VIF
(Constant)| .907 126 7.207 | .000
SM 77 034 .815 22.959| .000 1.000 1.000

a. Dependent Variable: EXECUTION

The variance inflation factors and tolerance levels did not indicate

multicollinearity in the proposed model. Thisindicatesthat the correl ations among the

independent variables did not have an undue impact on the model’s standard error.

Plot of standardized residualsindicated alinear model; however, the plot also revealed

some evidence of model heteroscedasticity, asillustrated in Figure 27.

Scatterplot
Dependent Variable: EXECUTION
52.09
_ O
[
=3
a
E 2.5 o = " o ©
b o °
N o © 0 .G o
- o 28 gogtigh g
T 00 © o © o § g 9 g
o o
& § o g § % § o § g
c ) o @
o 2 o g
25+ o o ©
2
o Lo}
& o
-5.07
T I T T I T
.3 -2 -1 o] 1 2

Regression Standardized Predicted Value

Figure 27: Plot of standardized residuals of SM with SPE
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5.5.3.2. SRA for PMO role of PMCM with SPE

The generated results from the SRA for the project management competency and
methodology (PMCM) role revealed that this construct predicted and explained at
63.8% of variance of SPE construct with adjusted R? significant value at the 0.05 level.
Thefindings suggest aswell thisrole was positively related to SPE, and the association
was strong enough to support statistically asignificant predicting power of the PMCM
upon the variance of SPE, as presented in Table 45, whereas ANOVA test analysisis

presented in Table 46.

Table 45: SRA for PMO role of PMCM with SPE
Model Summary’

Model R R Square | Adjusted R Square | Std. Error of the Estimate
1 .8002 .640 .638 .63651
a. Predictors. (Constant), PMC b. Dependent Variable: EXECUTION

Table 46: ANOVA test for PMCM predicator

ANOVA?
Model Sum of Squares | Df | Mean Sguare F Sig.
Regression 191.232 1 191.232 472.016 .000P
1 Residud 107.767 266 405
Tota 299.000 267
a. Dependent Variable: EXECUTION b. Predictors. (Constant), PMC

The regression coefficient R for the PMO role of the PMCM predictor was
found to have values of t = 21.7, § = 0.8, and p < 0.001. This predictor is significant
and the alternative hypothesis (H2,) is strongly supported. In addition,
multicollinearity was absent from the regression model, whereas the tolerance value
was found to be 1.000 (> 0.1) and the VIF was found to be 1.000 (< 10.00), as shown

in Table 47.
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Table 47 : Regression coefficient R for PMCM with SPE

Coefficients?
Unstandardized Standardized Collinearity
Model Coefficients Coefficients t Sig. Statistics
B Std. Error B Tolerance| VIF
1 (Congtant)] 1.076 125 8.583 | .000
PMC 721 .033 .800 21.726 | .000 1.000 | 1.000

a. Dependent Variable: EXECUTION

The variance inflation factors and tolerance levels did not indicate
multicollinearity in the proposed model; yet, it indicates that the correlations among
the independent variables did not have an undue impact on the model’s standard error.
A plot of standardized residuals indicated a linear model; however, the plot aso

reveal ed some evidence of model heteroscedasticity, asillustrated in Figure 28.
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5.5.3.3. SRA for PMO role of MCP with SPE

The simple regression analysis R for the PMO role of the monitoring and controlling
performance (MCP) revealed that this construct predicted and explained at 62.1% of
variance of SPE construct with adjusted R? significant value at the 0.05 level. The
findings suggest that this role was positively related to SPE; with strong association
would be enough to support statistically a significant predicting power of the
monitoring and controlling upon the variance of SPE, as presented in Table 48,

whereas ANOVA test analysis for the predictor is presented in Table 49.

Table 48: SRA for the PMO role of the MCP

Model Summary’

Model R R Square | Adjusted R Square | Std. Error of the Estimate
1 7892 .623 .621 .65107
a. Predictors: (Constant), MC b. Dependent Variable: EXECUTION

Table 49: ANOVA test analysis for MCP predictor

ANOVA?
Model Sum of Squares Df | Mean Square F Sig.
Regression 186.243 1 186.243 439.359 .000°
1 Residud 112.757 | 266 424
Totd 299.000 | 267
a. Dependent Variable: EXECUTION b. Predictors: (Constant), MC

Theregression coefficient R for the PMO role of the MCP predictor was found
to have values of t = 20.96, B = 0.789, and p < 0.001. This predictor is significant,
whereas the alternative hypothesis (H3s) is strongly supported. In addition,
multicollinearity was absent from the regression model, where the tol erance value was

1.000 (> 0.1) and the VIF was 1.000 (< 10.00), the R values are presented in Table 50.
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Coefficients®
Unstandardized | Standardized Collinearity
Modéel Coefficients Coefficients t Sig. Statistics
B Std. Error B Tolerance| VIF
1 (Constant)| .931 136 6.826 | .000
PMC .748 .036 .789 20.961 | .000 | 1.000 1.000

a. Dependent Variable: EXECUTION

The variance inflation factors and tolerance levels did not

indicate

multicollinearity in the proposed model. Thisindicatesthat the correl ations among the

independent variables did not have an undue impact on the model’s standard error. A

plot of standardized residualsindicated alinear model; however, the plot also revealed

some evidence of model heteroscedasticity, as presented in the Figure 29.
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5.5.3.4. SRA for PMO role of OLP with SPE

Simple regression analysis R for the PMO role of the organizationa learning
promotion (OLP) reveaded that this construct predicted and explained at 51% of
variance of SPE construct with adjusted R? significant value at the 0.05 level. The
findings suggest that this role was positively related to SPE, with strong association
enough to support statistically the significant predicting power of the monitoring and
controlling upon the variance of SPE, as presented in Table 51, whereas ANOVA test

analysisfor the predictor is presented in Table 52.

Table 51: SRA for the PMO role of the OLP

Model Summary’
Model R R Square |Adjusted R Square | Std. Error of the Estimate

1 .716° 512 510 .74056

Table 52: ANOVA test analysis for OLP predictor

ANOVA?
Model Sum of Sguares Df | Mean Sguare F Sig.
Regression 153.118 1 153.118 153.118 .000°
1 Residud 145.882 266 548 9.193
Total 299.000 267
a. Dependent Variable: EXECUTION b. Predictors: (Constant), OLP

Theregression coefficient R for the PMO role of the MCP predictor was found
to have values of t = 16.7, B = 0.716, and p < 0.001. This predictor is significant,
whereas the alternative hypothesis (H4,) is strongly supported. However, when the
multi-regression was run in the previous section, the predictor was not significant
where the null hypothesis (H4,) could not be rejected. This result is an indication that
despite four predictors together accounted for a significant amount of variation in the

criterion, the predictor of promoting learning (H42) on its own is a significant
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predictor. In addition, multicollinearity was absent from the regression model, where

the tolerance value was 1.000 (> 0.1) and the VIF was 1.000 (< 10.00), the R values

are presented in Table 53.

Table 53: Regression coefficient R for OLP predictor

Coefficients
Unstandardized | Standardized Collinearity
Mode Coefficients Coefficients t Sig. Statistics
B Std. Error B Tolerance| VIF
1 (Constant)| 1.220 153 7.964 | .000
OLP .705 .042 716 16.709 | .000 1.000 1.000

a. Dependent Variable: EXECUTION

The variance inflation factors and tolerance levels did not indicate

multicollinearity in the model. This indicates that the correlations among the

dependent variables did not have an undue impact on the model’s standard error. A

plot of standardized residualsindicated alinear model; however, the plot also revealed

some evidence of model heteroscedasticity, as presented in Figure 30.
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5.5.3.5. SRA for PMO role of MPM predictor with SPE

Simple regression anaysis R for the PMO role of the multi-project management
(MPM) reveded that this construct predicted and explained at 54.2% of variance of
SPE construct with adjusted R? significant value at the 0.05 level . The findings suggest
that this role was positively related to SPE, with strong association enough to support
statistically the significant predicting power of the monitoring and controlling upon
the variance of SPE, as presented in Table 54, whereas ANOVA test analysis for the
predictor is presented in Table 55.

Table 54: SRA for the PMO role of the MPM predictor
Model Summary®

Model R |RSquare| Adjusted R Square |Std. Error of the Estimate
1 J37*| 543 542 .71646
a. Predictors. (Constant), MPM b. Dependent Variable: EXECUTION

Table 55: ANOVA test analysis for the MPM predictor

ANOVA?2
Model Sum of Squares df Mean Square F Sig.
Regression 162.458 1 162.458 316.487 | .000°
1 Residual 136.542 266 513
Total 299.000 267
a. Dependent Variable: EXECUTION b. Predictors. (Constant), MPM

Theregression coefficient Rfor the PM O role of the MPM predictor wasfound
to have values of t = 17.7, B = 0.737, and p < 0.001. This predictor is significant,
whereas the alternative hypothesis (H5s) is strongly supported. However, when the
multi-regression was run in the previous section, the predictor was not significant
where the null hypothesis (H5,) could not be regjected. Thisresult is an indication that
despite four predictors together accounted for a significant amount of variation in the

criterion, the predictor of promoting learning (H5a) on its own is a significant
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predictor. In addition, multicollinearity was absent from the regression model, where

the tolerance value was 1.000 (> 0.1) and the VIF was 1.000 (< 10.00), the R values

are presented in Table 56.

Table 56: Regression coefficient R for OLP predictor

Coefficients
Unstandardized | Standardized Collinearity Statistics
Modél Coefficients Coefficients| t Sig.
B Std. Error B Tolerance | VIF
(Constant) 1.132 149 7.600 | .000
MPM 723 .041 737 17.790| .000 1.000 1.000]

a. Dependent variable: EXECUTION

The variance inflation factors and tolerance levels did not indicate

multicollinearity in the model. Thisindicates that the correlations among the

dependent variables did not have an undue impact on the model’s standard error. A

plot of standardized residuas indicated alinear model; however, the plot also

revealed some evidence of model heteroscedasticity, as presented in Figure 31.
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5.5.3.6. SRA for the PMO role of OSC with SPE

Simple regression analysis R for the PMO role of the organizational structure and
communication (MPM) revealed that this construct predicted and explained at 59% of
variance of SPE construct with adjusted R? significant value at the 0.05 level. The
findings suggest that this role was positively related to SPE, with strong association
enough to support statistically the significant predicting power of the monitoring and
controlling upon the variance of SPE, as presented in Table 57, whereas ANOV A test

analysisfor the predictor is presented in Table 58.

Table 57: SRA for the PMO role of the OSC predictor

Model Summary’
Modél R R Square |Adjusted R Squarel Std. Error of the Estimate

1 7697 501 .590 .67768

a. Predictors: (Constant), OSC b. Dependent Variable: EXECUTION

Table 58: ANOVA test analysis for the OSC predictor

ANOVA?®
Modél Sum of Squares df Mean Square F Sig.
Regression 176.839 1 176.839 385.062 .000°
1 Residual 122.160 266 459
Total 299.000 267
a. Dependent Variable: EXECUTION b. Predictors: (Constant), OSC

The regression coefficient R for the PM O role of the OSC predictor was found
to have values of t = 19.62, p = 0.769, and p < 0.001. This predictor is significant,
whereas the aternative hypothesis (H64) is strongly supported. In addition,
multicollinearity was absent from the regression model, where the tolerance value was

1.000 (> 0.1) and the VIF was 1.000 (< 10.00), the R values are presented in Table 59.
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Table 59: Regression coefficient R for OSC predictor

Coefficients
Unstandardized | Standardized Coallinearity
Model Coefficients Coefficients t Sig. Statistics
B Std. Error B Tolerance| VIF
(Constant) .998 142 7.022 | .000
(O] .740 .038 .769 19.623 | .000 | 1.000 [1.000]

a. Dependent Variable: EXECUTION

The variance inflation factors and tolerance levels did not indicate
multicollinearity in the model. This indicates that the correlations among the
dependent variables did not have an undue impact on the model’s standard error. A
plot of standardized residualsindicated alinear model; however, the plot also revealed

some evidence of model heteroscedasticity, as presented in Figure 32.
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Figure 32: Plot of standardized residuals for OSC predictor



5.5.3.7. SRA for the PMO role of PVS with SPE
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Simpleregression analysis Rfor the PMO role of the project value sustainability (PVS)

revealed that this construct predicted and explained at 53.2% of variance of SPE

construct with adjusted R? significant value at the 0.05 level. The findings suggest that

this role was positively related to SPE, with strong association enough to support

statistically the significant predicting power of the monitoring and controlling upon

the variance of SPE, as presented in Table 60, whereas ANOVA test analysis for the

predictor is presented in Table 61.

Table 60: SRA for the PMO role of the PV S predictor
Model Summary’

Model

R

R Square

Adjusted R Square

Std. Error of the Estimate

1

7312

534

532

712401

a Predictors: (Constant), PVS

b. Dependent Variable: EXECUTION

Table 61: ANOVA test analysisfor PV'S predictor

ANOVA?
Modéel Sum of Squares df Mean Square F Sig.
Regression 159.566 1 159.566 304.408 | .000°
1 Residua 139.433 266 524
Tota 299.000 267

a. Dependent Variable: EXECUTION

b. Predictors: (Constant), PVS

The regression coefficient R for the PMO role of PVS predictor was found to have

valuesof t=17.44, 3=0.731, and p < 0.001, as shown in Table 62.

Table 62: Regression coefficient R for PV S predictor

Coefficients!
Unstandardized | Standardized Collinearity
Model Coefficients Coefficients Sig. Statistics
B Std. Error B Tolerance| VIF
1 (Consgtant) | 1.353 .140 9.678 | .000
PVS .666 .038 731 17.447| .000 1.000 1.000

a. Dependent Variable: EXECUTION
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This predictor is significant and the aternative hypothesis (H72) is strongly
supported. However, when the multi-regression was run in the previous section, the
predictor is not significant and the null hypothesis (H70) could not be rejected. This
result isan indication that although four predictors together accounted for asignificant
amount of variation in the criterion, the predictor of the project value sustainability
(H73) onitsownisasignificant predictor. In addition, the multicollinearity was absent
from the regression model, where the tolerance value was 1.000 (> 0.1) whereas the

VIF was 1.000 (< 10.00).

The variance inflation factors and tolerance levels both did not indicate
multicollinearity in the model. This indicates that the correlations among the
dependent variables did not have an undue impact on the model’s standard error. A
plot of standardized residuals indicated alinear model; however, the plot also revealed

some evidence of model heteroscedasticity, as presented in Figure 33.
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A sample t-test was performed for determining the extent to which an individual

PMO role could be measured through 12 measures that may contribute to strategic

planning execution. Thistest will answer research question no.2 “How the success of

the PMO implementation within the project-oriented organization could be

measured. Thet-valueis defined by calculating the average of the Likert scale from

1-5 and taking the average (1+5)/2 = 3.

Therefore, the value has been added into the t- test through the SPSS. Based

on the one sample t-test outcomes, the successful implementation of PMO within a

project-led organization could be measured based on the highest t values. The below

Tables show the descriptive analysis and the one sample test. Table 63 and Table 64

illustrating the measures of role functions as strong significant interrelations.

Table 63: Mean and Std. Deviation for the PMO Measuring Criteria

One-Sample Statistics

N Mean Std. Deviation Std. Error Mean
Q26 1 268 3.75 1.315 .080
Q26 2 268 3.56 1.212 .074
Q26 3 268 3.59 1.228 .075
Q26 4 268 3.47 1.216 .074
Q26 5 268 3.57 1.247 .076
Q26 6 268 3.59 1.213 .074
Q26 7 268 3.59 1.156 .071
Q26 8 268 3.43 1.176 .072
Q26 9 268 3.53 1.182 .072
Q26_10 268 3.38 1.123 .069
Q26 11 268 351 1.166 .071
Q26 12 268 3.39 1.167 .071
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Table 64: One-sample test value=3

One-Sample Test

Test Vaue=3
t df  [Sig. (2-tailed)| Mean Difference |95% Confidence Interval

of the Difference

Lower Upper
Q26 1 9.383 267 .000 754 .60 91
Q26 2 7.562 267 .000 .560 A1 71
Q26 3 7.909 267 .000 .593 45 74
Q26 4 6.330 267 .000 470 .32 .62
Q26 5 7.541 267 .000 575 A2 72
Q26 6 8.009 267 .000 .593 .45 74
Q26 7 8.294 267 .000 .586 .45 72
Q26 8 5.919 267 .000 425 .28 .57
Q26 9 7.341 267 .000 .530 .39 .67
Q26 10| 5.492 267 .000 377 24 .51
Q26 11| 7.178 267 .000 511 37 .65
Q26 12| 5.494 267 .000 .392 .25 .53

5.6. Summary

The nature of thisresearch work isexploratory and causal study. Therefore, itsprimary
quantitative analysis of the collected data was figure out the potentia roles of the
existing PMO entity in executing successfully the strategic plan of a project-based
organization in public sector. The applications of regression analysis method in the
analysis and interpretation of the collected survey data have generated significant
findings to answer the raised research questions and associated hypotheses proposed

in this study.

This chapter details the approach of data collection by using structured online
questionnaire. It likewise describes the demographic background information of the
268 respondents who participated in completing the online questionnaire, along with
shedding much light over the nature of the PMO units of their respective public

organizations using SPSS. The data created from answering the given questions that
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concerned primarily with the functions and roles of the PMO were anaysed by
employing regression analysis (simple and multiple) methods. The reliability tests
(Cronbach alpha tests) were applied to al variables to highlight the effectiveness of
each of them for justifying the existence of a PMO unit in enhancing a project-driven
public organization. In addition, validity tests, including Kaiser-Meyer-Olkin (KMO)
Measure of Sampling Adequacy, were performed to support the interpretations of test

scores entailed by testing the suitability of the data provided by the respondents.

Testing modelling, involving multiple regression coefficients (R and ), was
applied to al variables to measure their respective effectiveness. Moreover, this
testing revealed that a plot of standardized residuals of each PMO role indicated a
linear model to give an evidence of a model having different variances (i.e.,
heteroscedasticity). Sample regression test was done for each PM O role to determine
its own significant contribution in executing the strategic plan. Table 65 gives a brief
summary of the top metric criteriathat could be applied to measure the effectiveness

of aPMO unit in a project-based organization (Kendall & Rollins, 2003).

Table 65: Top metric criteriafor measuring PM O effectiveness

Item No. PMO measure T value | Mean
1 Tracking the project progress 9.383 3.75
2 Supporting the projects steering committees 8.294 3.59
3 Mentoring, coaching and training the projects teams 8.0 3.59
4 Prioritizing project portfolio 7.9 3.59
5 Optimizing project schedule 7.56 3.56
6 Choosing the right projects for the organization 754 3.57
7 Developing organizational learning 7.341 3.53
8 Communicating with internal and external stakeholders | 7.17 351
9 Recovering delays in projects 6.33 347
10 Allocating the resources between the projects 591 343
11 Archiving & documenting lessons learned 5.494 3.39
12 PMO being as a hel p-desk 5.492 3.38
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Chapter 6: Discussion

6.1. Introduction

One of the major challenges facing the academic research in project management field
that concerned the organization’s strategic plan derives from its interdisciplinary
nature. This Chapter discusses the results generated from the quantitative analysis of
the survey data. It highlights likewise the key findings that are expected to be a
significant value-added knowledge to the existing body of the PMO scholarly

literature.

The sections of this Chapter are organized asfollows: it startswith an overview
of the proposed research questions and objectives to be answered by the findings of
the statistical analysis. Thisis followed by the justification of the proposed roles and
functions, which represented as independent variables (predictors) in relation to the

dependent variable (criterion) in the framework of the proposed PMO mode!.

The project business sector is howadays considered one of mgjor activities
among the public sector organizationsin the UAE. Dueto their temporary and specific
nature, the projectsarerather dissimilar intheir purpose or justification, work contents,
controlling mechanism, and alignment to the strategic plan of the parent organisation.
In many cases, projects might be executed beyond the hierarchical lines of
organizational authority; hence, monitoring their execution and implementation
requires specific leadership skills and abilities, efficient management coordination
mechanisms, and incentive schemes for project professionas (Hanisch & Wald,

2011).



196

The present global environment of the project business and industries has
turned to be more complex and diversified; consequently, many project-based
organizations are currently facing a wide range of challenges that have come across
the execution plans of their own proposed projects. Among these challenges are:

1) Improper selection of the right executable projects.

2) Insufficient resources.

3) Lack of effective coordination between on-going multiple projects, and

4) Incompatibility between the adopted management processes (Tjahjana et al.,

2009).

The above-mentioned project-related challenges have sparked deep interest in
many project-based organizations in both the public and private sectors to striving in
incorporate innovative tools and strategies to streamline their project execution.
Among these approaches has been the PM O, which has been devel oped, and thereafter
has progressed from the pool of modern theories and methodologies of the project

management discipline.

This new project management entity could provide a wide range of technical
supportsin termsof project management methodol ogies and techniques for facilitating
the approach to an acceptable level of maturity in the project management, and
assisting in creating a management-specific culture in project-based organizations;
however, about 72% of them have been recorded as immature or underdeveloped to

some extent (Kutch & Hall, 2005).

Thus, the PM O has been nominated as an authentic meansto lead effectively in

improving project success in the public sector organizations, in particular. Thus, this
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study treated some topics related to the PM O functionalities, such as: i) organization
strategic plan based on project strategy, business strategy and strategic alignment, ii)
potential roles within the hosted organizations (i.e., strategic, tactical, operational,
etc.), iii) types of established PMO units, and iv) newly developed and existing PMO
models.

The public organizations in the UAE are the major players in the national
economic development; therefore, they are enjoying a relative abundance of
government-based resources, such as financia and political support, and skilled
human capital. Accordingly, the UAE public organizations have taken the lion’s share
of the projects that were executed or on process of execution. These projects are part
of the strategic plans that concerned with development and expansion of the UAE
infrastructure. Despite such intensive project business, the UAE, the PMO is still
playing aminor rolein project management and execution operations. Therefore, very
few scholarly studies have investigated the impacts of the PMO on success or failure

of project execution and implementation in the UAE.

The research sites of this study were restricted to the project-based public
organizationsin Abu Dhabi and Dubai Emirates, because:

1) Thetwo Emirates earn ahigh proportion of the UAE gross national production
(GNP), i.e,, Abu Dhabi contributes with its oil industries, while Dubai
contributes through its business services and tourism.

2) The two Emirates witness extensive construction activities as a strategic
element of their infrastructure devel opment.

3) Their public organizations in partnership with the international project-based

companies are the driving force in their project business.
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4) Thelr public organizations are required to develop their own strategic plans.
5) About two-thirds of the UAE’s population (citizens and expatriates) live in

these two Emirates and run awide range of business activities.

The next section inquires whether the research questions and the proposed hypotheses

have met the study objectives, or some of the objectives need further investigation.

6.2. Revisiting the Research Questions an@bjectives
It will be useful to revisit the research questions and the research objectives prior to
summing up the major findings generated from the study survey. The raised questions
that have led this research study were:
Q.1) isthere any link between the implementation of the PMO and execution
of the project-based organizatisrstrategic plan
Q.2) how can the success of the PMO implementation in the organization

be measure?l

The study also proposed the following objectives to identify the possible roles
of the PMO unit in the project-based organizations:

1) Deveoping a metric reference for measuring the success of the execution of
the strategic plan.

2) Gaining some insights into the specific roles of the established PMO, and the
way by which the PMO could help a project-based public organization to
execute its own strategic plan in the long-term.

3) Investigating whether a PMO contributes significantly in developing an
effective project management mechanism to enhance the strategic plan

execution in terms of the project success.
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4) Revision of the proposed model, along with the accumulation of major

references that are related to the domain of the PMO research and studies.

A conceptual model was proposed to incorporate both the dependent variable
(the strategic plan execution or criterion) and seven independent variables (PMO roles
or predictors) to find, which of the proposed PMO roles are effective in the execution
of the organization’s strategic plan successfully. However, the researcher added two
predictors that at the time had not been investigated on the PMO literature, namely: i)
Organizational structure and communication improvementl ii) Project value

sustainability

The first candidate predictor could play a key role in adapting the
interdepartmental communication to administrative hierarchy and structure; this in
turn would assist in deciding on which projects should be selected and executed in
accordance with priorities of the organization. However, developing a specific value
from its project business is considered the core goal of a project-based organization.
Such developed and sustained value helps the organization to gain a great deal of

business and market confidence for the project-based organizations.

The interrel ationships between the dependent and independent variables were
probed by using multi-regression analysis. This step aimed at keeping the devel oped
PMO model sustainable in practice. The next sections of this Chapter discuss and seek
to justify the results generated from the quantitative analysis of the collected survey

data, with aview to propose a set of helpful recommendations for further studies.



200

6.3.Interpretation of Research Findings

A project failing because it deviated from itsinitial schedule plan; this failure would
be a great waste of resources, and might directly affect the market reputation and
competitiveness of project-based organizations, these organizations have become
well-acquainted with the best use of project management theories, and accumulated
professional experiences to prevent project failure, at the same time to furnish the

elements of successful execution.

In the failure and success cycle of the project business, it is supposed that each
of the proposed seven independent variables in the conceptua model have a direct
effect upon the strategic plan execution (a dependant variable). However, the survey
helped to categorise the seven independent variables into two discrete levels as
strategic or tactical. This categorisation (as shown in Table 66) was aimed at
measuring the effectiveness of each predictor based on its nature, functional roles, and
pattern of itsinteraction with other predictorsin the conceptual model.

Table 66: Categorization of PMO roles (strategic or tactical)

Strategic factors Tactical factors
Strategic Management PM Competency and Methodol ogy
Multi-Project Management Monitoring and Controlling
Organizational Structure and Communication Organizational Learning
Project Vaue Sustainability | -

The seven proposed hypotheses were associated directly with the independent
variables to incorporate in the conceptual model as it developed. The constructs were
thereafter operationalized so that they could be accurately measured. Thus, a set of
measurable independent variables was developed to gauge the model constructs

according to the effectiveness of each role in maintaining the dependent variable.
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As regards the interaction between the proposed PMO roles and the strategic
plan execution, the analysed data revealed the extent to which each role contributes
significantly in executing the strategic plan of the hosted public organization. With
reference to the work of Hobbs and Aubry (2007), which presented findings of global
survey conducted on the PMO roles in various business and industrial domains
worldwide, similar results about the PMO roles in the UAE project business were

obtained from this study, which in contrast considered local or nationalspecific roles.

The top-five PMO roles that scored the highest values in the study of Hobbs
and Aubry were i) Monitoring and controlling project performance, ii) Development
of project management competencies and methodologies, iii ) Strategic management,
iv) Multi-project management, and v) Organizational learning. However, the top-five
roles identified in the present study were 1) Strategic management, 2) Development
of project management competencies and methodologies, 3) Monitoring and
controlling project performance, 4) Organizationa learning, and 5) Organization
structure and communication improvement. A comparison between the top roles

investigated in this study and of Hobbs and Aubry (2007) isillustrated in Table 67.

Table 67: Comparison between this study results & those of Hobbs & Aubry

PMO roles This study | Hobbs & Aubry
Strategi c management 3.79 3.06
Developing PM competencies & methodologies 3.72 3.54
Monitoring & controlling of project performance 3.68 3.82
Organizationa learning 3.66 3.00
Organization structure & communication 3.61 Not investigated
Multi-project management 3.59 3.23
Project value sustainability 3.49 Not investigated
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Moreover, the variations in the results of both studies regarding the common
top-five variables may be attributed to the nature of each study. Thus, this study
focused entirely on project-based public organizations in the context of the UAE
business environment, whereas, the work of Hobbs and Aubry focused globally on the
possible PMO roles in different project-based organizations, mostly in the private

sector, working in various business environments.

The potential PMO role of Organization Structure and Communication
Improvemenhas not been investigated in the PMO literature that has been reviewed
for this study. However, the researcher demonstrated in present study that this
proposed predictor contributes significantly in the execution of the strategic plan of
the project-based public organizationsin the UAE. Since it was the first investigation
of this PMO role, its functionality had re-tested worldwide in other project business

environments, worldwide.

Overall, the results generated from this exploratory and causal effect study
give a convincing evidence that the findings supported the interrelationships of four
PMO roles in the execution of a public organization’s strategic plan; these roles were
Strategic ManagemenDevelopment of Project Management Competencies and
MethodologiesMonitoring and Controlling Project Performancand Organization

Structure and Communication Improvement

However, the prominent functions of the top-five PMO roles were found to be
i) Reporting project status to upper management (Q20.1), ii) Monitoring and
controlling project performance (Q20.2), iii ) Providing a set of suitable tools such as

processes..., etc, Q19.5), iv) Strengthening communication with projects’
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stakeholders (Q23.2), and v) Implementing and operating a project information system

(Q20.3), as shown in Table 68.

Table 68: Prominent functions of the five-top PMO roles

N Minimum |Maximum| Mean Std. Deviation
Q20 1 268 1 5 3.79 1.243
Q20 2 268 1 5 3.72 1.229
Q19 5 268 1 5 3.68 1.222
Q23 2 268 1 5 3.66 1.171
Q20 3 268 1 5 3.61 1.208
Q18 2 268 1 5 3.60 1.248
Q19 1 268 1 5 3.60 1.287
Q231 268 1 5 3.60 1.221
Q23 3 268 1 5 3.59 1.146
Q22 2 268 1 5 3.59 1.133
Q20 4 268 1 5 3.59 1.147
Q19 3 268 1 5 3.58 1.283
Q23 4 268 1 5 3.57 1.160
Q18 1 268 1 5 3.56 1.257
Q19 2 268 1 5 3.56 1.275
Q20 5 268 1 5 3.56 1.105
Q18 3 268 1 5 3.56 1.174
Q22 1 268 1 5 3.53 1.159
Q19 4 268 1 5 3.52 1.163
Q21 3 268 1 5 351 1.130
Q21 5 268 1 5 3.50 1.163
Q24 1 268 1 5 3.49 1.172
Q21 2 268 1 5 3.48 1.163
Q24 3 267 1 5 3.48 1.227
Q18 4 268 1 5 3.47 1.075
Q22 4 268 1 5 3.45 1.149
Q24 2 268 1 5 3.44 1.209
Q22 3 268 1 5 3.44 1.158
Q21 4 268 1 5 3.44 1.155
Q21 1 268 1 5 343 1.160
Vaid N 267
(list-wise)
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However, only tenuous interrel ationships were found between the three PMO
roles of Organizational Learning Promotion, Multi-Project Management] Project
Value Sustainabilityand the strategic plan execution. However, applying simple
regression for the above three roles showed that the relationships between variables
are significant, which means that the effect of other roles can reduce its importance

when it comes as a single group.

6.3.1. Relationship between the Variables

Analysis of the survey data revealed that there is an obvious variation regarding the
significance, and importance of each proposed independent variable (predictor).
Consequently, investigating how far each predictor affects the execution of the
organization’s strategic plan would assist greatly in identifying and measuring the
magnitude, as well as the significant role of each predictor, aong with its
interrel ationship with the other predictorsin the conceptual model that areinvolved in
the strategic plan execution. In other words, this investigation would help in the
classification (i.e., active or passive) of the independent variables according to their

predictive power.

Finding the possible relationships between the independent and dependent
variables is aresearch task of the present study. Thus, the analysed data gave reliable
evidence of the existence of direct interrelationships between independent variables
for achieving the strategic plan execution (dependent variable). This finding implies
that the PMO unit could add to its host organization the value generated from the

multi-regression analysis, which was found in this study to be equal 0.736.
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This value means that 73.6% (considered a high percentage) of the execution
of the organization’s strategic plan could be l€eft to the various PMO roles, whereas
the significance of thisrelationship could be demonstrated through the values of F and
P, where F=103.762, and p <0.001, asdetailed in Chapter 5, section 5.5.2. Thisfinding
is considered asignificant result of this study, sinceit clearly showsthat if the project-
based organization successful carries out the proposed schedule of its strategic plan
execution, the value that could be added by the PM O roleswould be asignificant boost
to their organizations. Moreover, this finding supports the statements of four proposed

hypotheses, namely, H1, Hz, H3, and He.

About 15.5% of the strategic plan execution, however, cannot be performed by
the proposed PMO roles; this may be attributed to some internal and external factors
associated with the executed project contents, such as project size, the deflection of
the project’s priorities, financia issues, stakeholder conflict, and deadline violation.
Nevertheless, studying the possible roles of the PMO unit has recently become an

interesting research topic in the project management field.

6.3.2. Effects of individual PMO role on the dependent variable

This section aims at exploring the nature and significance of the interrelationships of
each PMO role with other roles and the strategic plan execution. The use of multi-
regression analysis in the interpretation of the survey data unveiled the nature of the

interrel ationships of the PMO roles, and the significance of their pattern of action.

However, the interrelationships of the concerned variables were found to be
strong, and the pattern of their action in contributing to the strategic plan varied. At

the sametime, hypotheses Hs, Hs, and H7 displayed significant relationshipsinasingle
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mode; yet, in multiple regression analysis the findings were not significant. Thereason

for this may be attributed to the view of the respondents, who considered that the

objectives behind establishing the PMO entity were not crucial in the execution of

their respective organization’s strategic plan. Morecover, the PMO role of

organizational learning was found to contrast with what Desouza and Evaristo (2006)

confirmed that this PMO role was significant. The effects of each PMO role are

illustrated in Chapter 5 (Table 39 and Table 40).

Still, the linear regression analysis method confirmed the following findings:
The PMO role of Strategic Managemeiggined the highest value of R Square
as (0.665), which indicated that the functions that could be added by this PMO
role are strongly affected by meeting the strategic planning execution. Hence,
the upper management should realize the importance of this role, because it
includes both the implementation and evaluation of the strategic plan (David
et a., 2011). Thus, thisPMO roleis significant for project-based organizations
in that it encourages their project staff to know more about the various sets of
procedures and processes that will achieve their own objectives.

The strategic plan objectives of a project-based organization may
include the different projects (portfolio) in the approved budget, the project
schedule and the quality, which will boost the reputation and competitiveness
of the organization in the project business market. Therefore, this would lead
to the improvement of the organization’s revenues and benefits in the long
term.

The PMO role of the Project Management Competency and Methodohagy

gained the value of R Square as (0.640) affecting the execution of strategic
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plan. Thus, the PMO leaders could easily guide their own PM O unit to success
or failure according to their acquired competency and project management
skills. Regarding the results related to this role, the entire organizational
performance and same observation were confirmed by Hurt and Thomas
(2009).

Consequently, the project-based organization should conduct a series

of appropriate approaches to select suitable PMO leaders and staff and thus
ensure that the PMO performance would support the organization’s own
strategic goals and performance. Hence, it is crucial for an organization to
impose aclear policy of career promotion, and effective criteriato evaluate the
qualifications of both its PMO leaders and staff before defining and assessing
their work goals. Therefore, the PMO unit of the project-based organization is
required to recommend and provide essential training and professiona
development programmes to enhance the management and communication
skills of the members of the project team, as stated by Hill (2004).
The PMO role of Monitoring and Controlling Project Performantes gained
the value of R Square as (0.623) to affect significantly the execution of the
strategic plan. This PMO role is concerned with a bundle of functions
including reporting the project’s status and performance, self-monitoring,
maintaining the scoreboard, project governance, an operating information and
communication system for enhancing the execution of the running projectsin
line with the schedule of the various project phases.

The PMO role of monitoring and controlling related functions could
help in focusing on al other elements of the PMO roles and thus provide the

means for the PMO unit to demonstrate its value to other parts of the
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organisation, in particular to the upper management. These findings are
associated with the findings of Hobbs & Aubry (2007) and Dai & Wells
(2004), whose works have identified thisrole asthe most commonly performed
function of thisPMO role.

This role delivers PMO value, not simply by demonstrating the value
of concern to the upper management, but by enforcing appropriate practicesin
project management activities by means of identifying the actual needs of the
project staff members. Such enforcement could help to promote a suitable type
of project management culture for creating a sustainable PMO unit, aswell as
identifying the need to introduce professional project management practicesin
terms of sustainable competency (Hurt & Thomas, 2009).

Hill (2004) also describes the established PMO entity as “The interface
between the business environment and the project management envifpnment
while Rajegopal et al. (2007) described the PMO unit as “The bridge between
the operational and strategic divides in a project business ddtiHims, this
PMO role provides both interface and bridge functions as part of the
monitoring and reporting functions of the first PMO value framework role.

This research draws attention to the importance of thisrole asa PMO-
in-practice, wherethe PM O unit providesindependent governance for projects,
which is considered a critical element in the provision of accurate information
and advice to upper management, as well as insisting that the organization
should apply best project management practices.

Thisresult isinconsistent with the findings of Hobbs and Aubry (2008),
who confirmed that this group includes both a monitoring and controlling role

and the reporting of the performance outcomes of the project management



209

practices. This PMO role with its related functions meets the need of the
project managers to have information to maintain and control the performance
of the projects for which they are responsible.

The PMO role of Organizational Learning Promotiohas obtained the value
of R Squeae as (0.512), which indicates that establishing and managing a
database of lessons learned and document archives concerning the strategic
plan has a strong effect. This finding is in agreement with the result reported
by Desouza and Evaristo (2006). Thus, the effective organizational learning
practices also help to ease communication and the sharing of information with
other parts of a project-based organisation.

The body of knowledge that could be gained through organisational
learning would furnish resources of continuous improvement in the project
management practices and performance of the organisation. For project
management activities, the PMO unit should act as a central repository and
disseminator of the gained and accumulated knowledge (Dai & Wells, 2004;
Desouza & Evaristo, 2006; Hobbs & Aubry, 2007; Kerzner, 2003). In contrast,
Hobbs and Aubry (2007) found that the organisational learning related
functions of the PMO unit were its least performed functions.

Moreover, the finding of this study concerned with the PMO role of
organizational learning supports the previous mentioned works in the opinion
that thisroleis considered an insignificant part of duties of the PMO unit, and
is similarly an inactive function of many PMO units in project-based public
organizations. To be sure, this role would not generally be a priority of the
PMO unit a an early stage of its establishment; but when the PM O has become

well-established, this role, along with many other roles that have been
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performed to a level that would allow the effective capture of generated
knowledge, takes on greater importance.

In one mature project-based public organization, the projects sector
was responsible to disseminate regul arly the data of the lessons learned, while
the PMO unit developed a share-point gate through the Intranet to make it
easier to access and share the lessons learned. Both documentation and the
exchange of lessons learned are continuous processes that continue throughout
the lifecycle of project execution, and are not restricted to a specific phase.

However, there is a culture of learning in any project-based
organisation, even though performing this role was not directly considered
critical to the PMO unit. Moreover, a few of these PMO host organizations
frequently conducting a series of post-project reviews over al projects to
capture the lessons learned of interest, which are thereafter used as input to
change the project contents, where the PMO managers assist in the continuous
improvement of the project management practices in the organisation.

This research likewise shows a general agreement among many PMO
unitsthat organisational learning is considered an important role, which should
be carried out effectively. Once a project management methodology has been
established, and the established PMO unit effectively monitors and controls
the activitiesin it, it will be well placed to implement effective organisationa
learning best practices.

The value of this PMO role in the project-based organisation liesin its
ability to drive continual improvement in project management practices and
performance. However, most project management knowledge (PMK) is

wasted as recorded in many previous studies on the topic (Sandhu &
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Naaranoja, 2009). Therefore, the PMO could play a major role in considering
this function an important one.

The PMO role of Multi-Project Managemenihas gained R Square value as
(0.543), classified as a high enough percentage (54.3%) to explain the
dependent variable. However, in the present study, the role was not significant
when combined with other roles, as explained in Chapter 5; the nature of the
concerned variable is affected by other roles that have a similar function in its
importance. Thisis concerned with the coordination of interdependenciesin a
multi-project environment. The core functions of this PMO role include
coordination between projects, identifying and prioritising new projects,
managing one or more portfolios or programmes, and alocating the
organization’s resources between projects.

The sharp increase in the number of multi-projects implemented and
executed by both public and private organizations, began in the 1980s and
continued through the 1990s. The new project paradigm generated new
challenges related to operating in a multi-project environment and the efficacy
of the organization in managing parale running projects (Spalek, 2012). A
number of authors (e.g., Formentini & Romano, 2011; Salameh, 2014; Singh
et a., 2009; Spalek, 2012, etc.) assumed that a magjor chalenge to project
management approaches nowadays would be the unpredictable trends in the
rates of successful and failed execution of projects.

However, many research questions have sought the reasons behind
such an embarrassing situation for the global project business; it may be
attributed to the inability of many project-based organizations and companies

to tackle the new organisational problems related to their operations in the
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multi-project environment. At the same time, the importance of project
portfolio management has dramatically increased because of the operation in
anew paradigm of the multi-project environment (Spalek, 2012).

The PMO role of the Organizational Structure and Communication
Improvemenhad R Square value (0.591), which is considered a significant
individual independent variable that decisively affects strategic planning
execution. The findings generated from the present study found to be
consistent with those of Hobbs and Aubry (2008) to confirm that there is no
standard PM O structure that could be established for all types of project-based
organization since the PMO structure itself differs according to the nature of
the organization, whether in the private or public sector.

For this reason, the structure of the PMO should be established
according to the organization’s structure, nature, needs and requirements. This
variable is concerned with establishing effective communication tools related
to the PMO functions and missions. Communication patterns in the
organization often met its needs and objectives in strengthening
communication channels with the project stakeholders, updating the prompt
information correspondence and assisting project continuity in transferring the
required technology and innovative methods.

The PMO role of Project Value Sustainabilithad R Square (0.543) to
establish a strong relationship with the dependent variable (strategic planning
execution). However, the finding of this study revealed that the PMO role of
project value sustainability was not significant when combined with other
roles, as explained in Chapter 5; the nature of this variable is affected by other

roles that have asimilar function in its importance.
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The PMO unit plays an important role in creating and sustaining the
organization’s values. However, in today’s global project-based business and
industries, the tendency to collaborate and co-create value with the customers
and stakeholders has sharply increased. The concept of creating project value
starts with sustainability processes, which are needed to encourage innovative
approaches and assess the viability of business ideas, e possible through
managing the implementation of the initiated organizational changes in
response to the needs of the project business.

Weaver (2012) argued that there two key elements, which could be
interconnected with the concept of value creation in terms of the project
management processes. The first key element focuses on “The development of
an idea to value the realization via proposed and running prdjedise
second one is “The pattern of the management processes that are needed to
managing the organization's project management infrastructure effectively
with incorporating innovative approachies

Under the P3M3™ OGC of the maturity model (Khoshgoftar et al.,
2009), it is not enough to ensure that the projects, programmes, or portfolios
are merely strategically aligned to the strategic plan of the organization; the
realization of the rewarded benefits will be an “integral part to the
development of decision making processes of the business stigtebyy,
2015). This extends the PMO role to making sure that the running projects are
being managed correctly to achieve the benefits expected from the project

execution (Bennington & Baccarini, 2004; Ward & Peppard, 2002).
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6.4. Summary

This chapter demonstrated the overall findings of this research study, and
sought to connect the generated findings with the research questions raised and
the proposed hypotheses.

The present study discussed the challenges that could arise and disturb the
stability of the UAE project business and industries leading to project failure.

This study presented a strong evidence that the PMO units have introduced
effective methodology and approaches to the project-based public
organizations with which these organizations could achieve a successful
project execution as a part of their entire strategic plan.

The researcher conducted a comparison between the top PMO roles identified
in this study and those found by Hobbs and Aubry (2007) to declare that the
top-fiverolesin both studies are in a good agreement.

Demographic analysis reveaed that an increasing number of Emirati project
professionals are currently working in the PMO-related activities representing
62.7% of al projects population staff. Such an increase of the national cadre
implies that the UAE Government paved the way for them to take upper
management positions.

The potential relationships between independent and dependent variables have
indicated that the PMO unit could add to its host organization the value
generated from the multi-regression anaysis, which was equal 0.736. This
value meansthat 73.6% (considered as ahigh percentage) of the organization’s
strategic plan execution can be performed in the course of the various PMO

roles.
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In contrast, about 15.5% of the strategic plan execution cannot be performed
within the proposed PMO roles; this may be attributed to some internal and
external factors associated with the executed project contents, such as project
size, the deflection of project priorities, financial issues, stakeholder conflict,
and deadline violation.

The interrelationships of the concerned variables were found to be strong in
nature, and varied in the pattern of their contribution to the enactment of the
strategic plan. However, hypotheses H4, Hs, and H7 display significant
relationshipsin asingle mode; yet, in multiple regression analysis the findings
were not significant, which may be referred to the respondents’ view that the
objectives behind establishing the PMO entity were not crucial inthe execution
of their organization’s strategic plan.

The PMO role of Strategic Managememgined the highest value of R Square
(0.665), which indicated that the functions that could be added by this PMO
role are most strongly affected by meeting the strategic planning execution.
The PMO role of the Project Management Competency and Methodology
gained the value of R Square (0.640), which affects the execution of the
strategic plan. Thus, the PMO leaders could easily guide their own PM O entity
to success or failure according to their acquired competency and project
management skills.

The PMO role of Monitoring and Controlling Project Performancggined the
value of R Square (0.623) to affect significantly the execution of the strategic
plan. This PMO role is concerned with a bundle of functions including

reporting project status and performance, etc.
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The PMO role of Organizational Learning Promotioobtained the value of R
Squae (0.512) to indicates that establishing and managing the database of
lessons |earned and document archives has astrong effect on the strategic plan.
The PMO role of Multi-Project Managemergained R Square value of (0.543),
which is classified as a high enough percentage (54.3%) to explain the
dependent variable. However, in this study, the role was not significant if
combined with other roles, whereas the nature of the concerned variable was
affected by other roles that have a similar function in its importance.

The PMO role of the Organizational Structure and Communicatioad an R
Square vaue of 0.591, which makes it a significant individual independent
variable that decisively affects the strategic planning execution.

The PMO role of Project Value Sustainabilityad an R Square value of 0.543,
establishing a strong relationship with the dependent variable. However, the
findings of this study revealed that the PM O role of project value sustainability
was not significant when combined with other roles; the nature of thisvariable
is affected by other roles, which diminish itsimportance.

The members of the project executing team, beside project engineers, included
various specialists, such as administrative personnel, accountants, ICT
engineers, planners, etc. Such a mixture of specialists would be an asset to an
organization in executing its projects successfully.

The PMO-related working years of the respondents reflected rich professional
experience, about 69% of those involved in PMO activities having had more
than 5 years’ accumulated experience. Such professional experience would
give a good range of work performance, project delivery, and project

outcomes.
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Chapter 7: Conclusion and Recommendations

7.1. Conclusion

7.1.1. Delivery of the PMO Functions

The primary research questions focused on exploring the nature and pattern of the
relationship between the PMO and the strategic plan execution, as well as developing
evauative criteriafor measuring the PMO performance. The conceptual PMO model
revealed that the significant contributions involved in the strategic plan execution
come from specific predictors;, each predictor (i.e.,, each PMO role) varies in
importance depending upon the historical phase of the PM O establishment, along with
the maturity level of the project management and the organizational culture of the

project-based public organisation.

The researcher argues that the operation of each PMO role could improve the
capacity of the public organisation to manage its own projects effectively, and to
deliver successful projects consistently. With reference to, the hypotheses that were
presented in Chapter 1 (1.5.4), and in connection with the results and findings, which
were discussed in Chapter 5, this study can confirm the strong interrelationships
between meeting and achieving an organization’s strategic plan execution. Moreover,
the emerging values from the project execution could be an advantage for the project-

based governing bodies of the PMO units.

Regarding the data analysis results, the multi-regression anaysis highlighted
the solid relationship between the organization’s strategic plan and the proposed PMO
roles and functions. Hence, the concerned analysis likewise reveaed that these roles

predict and explain about 72.9% of the variances of the strategic plan execution with
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adjusted R2 values of significant benefits for the PMO unit. Therefore, the findings of
the statistical analysis were shown to be coherent with the findings recorded in the

earlier PMO research works, in particular those of Hobbs and Aubry (2007; 2010).

Severa PMO research works argue that the effective and consistent project
management can be obtained by employing a suitable set of standard methodol ogies.
Thus, developing a project-specific management methodology is a decisive element
in the initial stages of the PMO development. Consequently, project management
approaches have become a platform for establishing robust methodol ogies fitting the

actual demands of project-based organisations.

Thesefindings generally suggest that, if the proposed strategic plan is executed
successfully, the PMO unit can be promoted to enhancing the overall organizational
performance. Thisanswer to thefirst research question isregarded as the most obvious
and significant outcome of the findings of the present research. Another key finding
was the strong direct relationship between achieving the major objectives of the public

organization and the values that could be provided by the PM O functions.

Such a relationship shed light on the importance of accomplishing the
organization’s objectives with the purpose of leading the upper management to
acknowledge the trueimportance of the PM O unit as a cost-effective and val ue-adding
asset. A mutual relationship between the strategic management functions (i.e.,
providing advisory services to the upper management, being involved in strategic
planning, ensuring effective benefits to management, ensuring environmental

scanning and effective networkingand the strategic plan was found to be a crucia
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factor in executing a successful strategic plan, which would satisfy the organization’s

vision and mission.

Moreover, the results of the research showed also a positive relationship
between the PMO structure and the organization’s needs and proposed objectives. This
finding is, however, avalue-added function of the PMO role. Therefore, the proposed
PMO structure should be appropriate to the structure and activities of the host
organization, since there is no common and acceptable standard structure of the PMO

unit that would suit all types of project-based organization.

Scrutinising the proposed PMO roles in this study was found to be useful in
relation to the strategic management, monitoring and controlling of the project
performance, and building up performance evaluation criteria and standards.
Moreover, the well-developed PMO unit was able to capture knowledge o project
management and lessons to be disseminated in the host organization. Still, the weak
point of the operation may be ascribed to the poor strategic alignment to the PMO and

project business, particularly when it arrives at the project management benefits issue.

7.1.2. Importance of the PMO Roles

Equally, it iswell known that the values gained from the PM O role of monitoring and
controlling, in addition to its reporting functions, originated from fostering the PMO
unit in helping the project managers to performing their alotted tasks and likewise in
providing reports to the upper management. Since the PMO unit acts as a bridge
between the upper management and the project management activities at remote sites,
the PMO unit could be put in a situation of facing unfavourable project business

conditions unaided (Hill, 2004; Rajegopa et al., 2007).
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Developing the PMO role of the project management competencies and
methodol ogies would provide solid ground for the effective performance of all other
activities that could be involved in the project management processes. Nevertheless,
establishing a standard methodology is one of the core tasks for the PMO to perform
(Keating, 2009). However, the developed standard methodologies, if appropriately
applied, would help to create a reliable basis for improving the project business
environment, and in turn ensure the consistent success of the project management

activities.

Hence, Hurt and Thomas (2009) preferred “more focus on immediate project
needs rather than organisational competency developmbnthis case, the PMO
could furnish relevant training programmes for devel oping some of the competencies
needed for successful management approaches in project-based organisations. The
project managers and other personnel could attain recognised professional
qualifications through joining continuing professiona training and development
programmes, which are designed specifically to provide project trainees with the
required competency, since most proj ect-rel ated methodologiesrely deeply on the best

practices.

However, it is appreciated that the PMO unit needs to attain some expertise
and authority in actual project management activities. Although the PMO unit
provides a convenient corridor between the upper management and the running
projects at the sites, this status does not extend to providing a strategic link between
the activities of the two domains. As soon as the required competencies were

sufficiently developed, the PMO unit could perform its specific roles directly.
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In general, the PMO is able to encourage the elements required for managing
decision-making processes through deploying its reporting functions. This mediating
capacity of the PMO unit goes further in providing project review processes, notably
in the starting phases of projects. Fundamentally, though, the PMO unit needs to be
sure that the capacity of the project management approaches of public sector
organisations is in alignment with their project portfolios. The project-based
organisations are expected to give most benefit to the end-users by executing

successful projects.

The research work of Hobbs and Aubry (2007) revealed that the PM O role of
promoting organisational learning has been reported as an insignificant function
carried out by the PMO unit. In contrast, the results of the present research demonstrate
that, in the UAE project-based public organizations, organisational learning is
considered one of the key roles performed by the PM O unit, since thisPMO role could
raise the standard of the continually devel oped project management competencies and

heir maturity in the host public organisations.

Nonetheless, an efficient execution of this PMO role must be involved with
other roles; therefore, it should be established first. However, once thisrole is firmly
established, then the organisational learning-related activities become associated with
other roles, i.e., from planning the project activities, executing the work packages,
monitoring progress, quality assurance and control, recording the lessons learned, and
providing aclose-out report; these all raise the competency level of individuals, which
in turn raises the maturity of the organization’s project management (OPMM). Thus,
the organization’s performance would enable it to meeting its strategic objectives

better (Kendall & Rollins, 2003).



222

7.1.3. Evolution of Contribution of the PMO Roles

The evolutionary pattern of the contribution of each PMO roleis largely based upon
the way in which each PMO role evolves over timein the course of itsexistencein the
project-based organization. As the PMO unit becomes more effective in carrying out
variousfunctionsin the project execution, it learnsto add new functional roles (Pemsel

& Wiewiora, 2013).

Because the effectiveness of this role increases progressively, it alows other
peer PMO roles to develop simultaneously without reducing the importance of their
established functions. But a directional relation was found to exist between the
growing effectiveness and steady increases in the importance of the PMO functions
that could be delivered to the host organisation; thisin turn could increase its strategic

influence (Aubry, 2015).

Many research studies stated that the PM O unit is considered arelatively new
component in the organizational structure, which has undergone frequent functional
changes in relatively short periods in accordance with the start-up point of the PMO
unit, as well as its success and sustainability (Hobbs, Aubry, & Thuillier, 2008).
However, as Hobbs et al. (2008) reported, “Many of the PMO roles have initially a
short life-span before they are restructured and their functions refotusadse
writers imply that it would be a negative finding to perceive that the PMO units

ultimately added little sustainable value to a project-based organization.

However, building an efficient PMO unit is not necessarily a guarantee of
reliably attaining sustainable project management competencies, as expected, or

project management value. Therefore, particular ingredients should to be involved in
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the project management process, and specific PMO-related activities should regularly
to be engaged in, to ensure the sustainability of both project values and project
management competencies. Hence, qualified PM O managers and | eaders are the major

playersin building up and sustaining an efficient PMO unit (Hobbs et al., 2008).

Moreover, the continuous efforts and concern of an organization should be
involved in sustaining only the latest level of project implementation. Therefore, itis
necessary to identify the new strategies and procedures that are required for the
strategic plan to be executed through successful project implementation. Moreover, to
deliver project values continuously, organizations must build project management

competency and monitor the effective functioning of the PMO roles.

7.2. Contribution to Existing PMO Knowledge

This section presents an overall concluding review of the topical theme underpinning
this research study. Project management is an interesting research domain, which
could provide effective problem-solving approaches to deal with a wide spectrum of
project business issues. Thus, the project-based organizations got most benefits from

the techniques devel oped from the research outcomes of project management studies.

In evaluating these findings, from the evidence of existing linkages between
external and internal organisational factors with the specific characteristics of the
potential PMO roles and functions, it was found that some PMO roles (as
organisational enablers) are still poorly understood in leadership and management

studiesin general, and in the UAE in particular.

To supplement these studies in the PMO literature, this study developed a

conceptual model aimed at blending the existing relevant findings of the previous
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studies with possibly the most important factors influencing the organisational
objectives for strategic planning. Y et the results obtained from the statistical analysis
yielded amodel in which pathwayslinked the organisation’s strategic plan to the PMO
roles and functions, which would be expected to satisfy the organization strategic plan.
The findings were subject to a validity test employing multi-regression analysis and a
one-way sample t-test of the pathways and interrelationships among the various

variables.

These findings could greatly contribute to the existing literature in severa
ways, such as:

1) Providingin UAE project business context some insightsinto the coordinating
pattern established between the PMO unit and departments of other
organizations involved in the execution of the proposed projects in the
framework of the organization’s strategic plan.

2) Supporting previous research that shows the linkage between strategic plan
factors and possible PM O roles and functions.

3) Addressing the knowledge gap regarding regression analysis and one-way
sample t-test as the methodological approach to a sample obtained from the
UAE public sector. Few studies so far have done this.

4y Criticising the PMO roles that have not been considered in the organisational

context.

This study speculates on the key roles of the PMO entity in the execution of
the strategic planning of public organizationsin the UAE. It attempts also to tackle the
potential challenges that may come to interrupt the core functions of the target

organizations, and asks how the PMO can be an effective entity in the long term.
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The study investigates whether aPM O in devel oping an effective project management
contributes significantly to enhancing the execution of the strategic plan so that it

succeeds.

The purpose of this exploratory and causal-effect study was to examine the
relationships between the seven factors of the PMO framework (X1.7) designated as
independent variables, and the execution of the organizational strategic plan (Y1)
designated as a dependent variable (Hobbs & Aubry, 2007). Finaly, a conceptual
framework was built upon the findings of a quantitative analysis of the collected data.
This pointed out the factors that would keep the developed PMO model sustainablein
practice. It concurs with previous studies, which argue that the lack of an effective
PMO in a project-intensive organization may contribute to an increased rate of project

failure (Desouza & Evaristo, 2006).

By paying close attention to various aspects of the PMO roles and noting that
they are composed of many factors, this study offers significant contributions along
different dimensions. Among these are the following:

1) Its primary intention was to make a meaningful contribution to the PMO
literature and related project management approaches to identifying the
problems facing the execution of projects as a part of an organization’s
strategic plan, and selecting what roles of the PMO should play in supporting
the success of the plan’s execution.

2) This research study, it is hoped, offers information needed by the PMO
managers and project leaders about what their counterparts are doing to make

cross-project learning and the associated challenges easy to confront. These
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datamay be useful in the effort to improve the practicesin project management

activities processes, in particular in UAE public sector organisations.

The results generated from this exploratory study indicate that some PMO
roles and functions could exert a significant impact on the strategic plans. Hence, the
PMO roles of i) strategic management, ii) project management competency and
methodology, iii) monitoring and controlling, and iv) organizational structure and
communication improvement were found to have the most influence of all variables.
The study results may be used to develop the PMO model implemented in the selected

public organizations as part of the continuing effort to improve project success.

In the remaining entities in the UAE, regardless of the nature of the project
business domain where the project is implemented, these findings may be used to
improve the PMO model that other project-based organizations may execute, adopting
the same activities in the effort to reduce the failure rate of projects. Moreover, PMO
practitioners appreciate the use of acceptable standards or guidelines to help them
found and maintain functional PMO units. Meanwhile the members of the academic
community are looking for theoretical bases that could be used to expand the current

body of the knowledge related to PMO practices (Aubry et al., 2010).

The findings of this study could help in shrinking the gaps in knowledge by
offering practical perspectives that could be implemented in professional settings by
project managers and project leaders working in various project management domains,
since these project personnel want to use suitable PMO models to maximize the
possibility of project success by improving the means of managing their projects and

programmes.
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Academics who are interested in either the PMO or the strategic plan
environment may use the study findings as practica points of reference for further
studies. This study likewise would be of value to help improve the project business
practices in the project management discipline by helping to reduce the gaps, notably

regarding the practical perspectives.

The determinations of the present work indicate that PMO-related research
should extend to other parts or functionsthat lie beyond the functionsidentified in this
survey. Note, however, that three PMO functions from previous lists of groups have
been excluded, because their presence is not related statistically nor conceptually to

the present study (Hobbs & Aubry, 2007).

The study also provides empirical evidence for discussing the correlation and
potential association between the PMO roles (as independent variables) and the
execution of the organizational strategic plan (asthe dependent variable). The findings
provide further insights that the competency and methodology of the strategic
management and project management have the most power of al PMO functions.
7.3. Implications for the UAE Organizations in Public Sector
Apart from theoretical contributions, this research aso provides practica
contributionsto the UAE project business through incorporating the devel oped model,
which was derived from rigorous variabl e assessment and establishing interrelations.
This could serve as a framework in which project-based organizations could take on
suitable applications of PMO in practice. This model in particular offers a number of
factors that could help organizations to improve their strategies and thereby achieve

their vision and mission and, ultimately, show acceptabl e business performance.
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This study reflects the key functions of the PMO unit in maintaining the
strategic plan of the project-based public organizationsin the UAE. It attempts also to
tackle the challenges that may seek to interrupt the core functions of the target
organizations, the long-term effectiveness of the PMO, and their relationship with the
values that can be added by the PMO. It is apparent from the findings of this study
that it has some important implications for the public sector organizationsin the UAE

if they wish to gain the utmost value from their own PMO units.

This research was undertaken out to examine the relationship between
successfully executing strategic planning and the roles of PM Os, and to identify which
variables have a significant effect. Moreover, the relationships between successful
execution and PMO implementation in public sector organizations could be observed
and measured. It should be noted that this survey isthefirst to test these relationships
using empirical datain the area of project management, since this was not tackled in
any previous surveys.

7.4. Recommendations

The key recommendations that emerged from the determinations of this exploratory
and causal-effect study are grounded in the significance of some PMO roles.
Consequently, project-based organizations in the UAE public sector are advised to
execute their own strategic plans through applying the PMO roles that are appropriate

to the nature and content of their proposed projects.

Moreover, the proposed recommendations are expected to enhance the various
project activities in terms of efficient implementation and successful execution.
Investigating the roles of the PM O unit determined how far each role could contribute

to the strategic plan in the proposed model. In addition, this study developed evaluative



229

criteria for measuring the performance of the PMO units in the host organizations.
Kutsch et al. (2015) argued, “The durability of a PMO entity is dependent on
establishing and focusing on the purpose of it as an internal service organization;

particularly, articulating knowledge in project-based organizations and industries

In accordance with the above-mentioned results, the project-based
organizations in the UAE public sector are recommended to:

1) Customise the PMO model developed by this study in accordance with their
structure and the needs of their project business; this may include the selection
of the appropriate PM O type, and application of the functionsthat significantly
carry out specific tasks to improve their project business so as to prioritise the
objectives with reference to specific criteria for achieving them by providing
innovative solutions. This will lead the maturity of the baseline management
office to develop gradually through an advanced PMO to establish a centre of
excellence. However, thereis no common standard structure for aPMO that is
believed to be compatible with every organization’s structure.

2) Incorporate knowledge management approaches into the various phases and
processes surrounding the execution and implementation of the proposed
projects through connecting an efficient knowledge management system
(KMYS) to the PMO unit to streamline and compile the required data between
the various current projects, i.e., establish aknowledge base. Thiswould hasten
the maturity of the project management in the organization.

3) Monitor and control concurrently the various phases and stages of the project
execution in terms of exchanging information, evaluating the risks entailed,

and sharing ways of finding suitable solutions and aternatives, etc. Moreover,
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thismonitoring and control function of the PMO over projects’ milestones and
activities should make sure that these activities are aligned to the original
project plan, since this PM O function was found to be significant in this study.
Establish a project management committee or panel in the project-based
organization, consisting of senior members drawn from the departments of the
PMO, strategic planning, performance management, finance, and legal. The
committee should be responsible for evaluating the requests for various
projects before obtaining budget and for investigating the purpose and
justification of each project against the organizational objectives and targetsto
be accomplished.

Provide training and coaching sessions for the project and programme
managers in order to develop their manageria best practices and related
technical skills. The managers could transfer their acquired knowledge to their
project staff. This role has been shown to be significant in this study as part of
the PMO role of competency and methodology.

Select and recruit professionals of various capacities whose qualifications and
skills match the roles and activities for project management according to their
job descriptions.

Establish a network for the current PMOs in the project-based organizations
across the UAE. This would be a cost-effective paradigm for the exchange of
information and lessons learned, project experiences, best practices,
accumulated technical information and data, dissemination of the latest project
advances and challenges, etc., and overal, it would take the form of
discussions in annual forum meetings to increase the visibility and awareness

of the PMO in organizations.
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8) Develop sets of standards, processes, procedures, templates, and authority
metrics for enhancing project management performance, defining suitable
PMO methodology, and implementing a project management information
system (PMIS) as an effective IT tool (e.g., Dashboard) to be used further in
monitoring the project status, and dealing with the actual project business
needs. This role was found by the present study to be significant.

9) Encourage the PMO leaders in the public sector organizations to give special
attention to the potential risksin managing multiple or parallel programmes or
projects proposing effective strategies for improving the maturity of the PMO.
However, the multi-project management function was not found significant in
this study.

10) Develop effective communication and stakeholder plansfor avoiding conflicts
in roles and functions between the various departments and unitsin the proj ect-
based organizations.

11) Consider the PMO function for devel oping project vauesin terms of managing
projects for delivering maximum values and assuring that projects’ outcomes
are aligned to the social values of the community. This function would deliver

sustainable values to the project-based organizations.

7.5. Limitations
The findings produced from this research study were limited by the following factors:
1) The researcher conducted the online survey only among the public project-
based organizations in the Abu Dhabi and Dubai Emirates. The results do not

necessarily reflect PMO cases in other emirates of the UAE.
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Findings are restricted to the public sector organizations in the UAE business
context alone.

The study examined only seven PMO roles, whereas there are more than 75
(Crawford, 2011) affiliated roles that have been identified and investigated in
the PMO literature. Therefore, the PMO roles that are not investigated in this
study would be an interesting topic for future research.

The data were obtained by using an online questionnaire-based survey, which
may have been affected by the respondents’ attitudes towards the survey
guestions.

Thetime for conducting personal interviews was alimitation, since more than

two hundred participants were scattered in remote places.

7.6. Future Studies

a)

b)

d)

Because about 75 PMO functions have been identified, further research
inquiries should be conducted to ascertain which of these functions suit the
project business environment of the UAE.

Future studies might also ask whether this developed PMO model could be
applied in other business environmentsin the GCC countries, which are similar
to the UAE and whether it might promote to other MENA countries.

Future studies might also investigate the customisation of the PMO model
developed in this study by incorporating more mature PMO roles, such as
controlling financial issues and investment in alternative sectors.
Thisdeveloped PMO model could be applicablein other business environment
withinthe GCC countries (similar to the UAE’s); might be promoted to MENA

countries.
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e) Future studies might also develop the advisory role of the PMO in formulating
a strategic plan or objectives for a rational organization in accordance with
UAE business conditions.

f) Future studies might also investigate the possible obstacles to promoting the

PMO in awide range of project-based firmsin the UAE private sector.

7.7. Reflections

Thejourney of postgraduate study in the DBA programme has rewarded the researcher
with knowledgeable professiona qualifications which have been progressively built
up by blending his work experience with the theoretical and research knowledge
gained from the doctorate programme, in such areas as analytic approaches, from
different PM O experiences reported in meetings with PMO leaders in various project-
based organizations, and from differentiating project values, etc. The findings of this
study will, it is hoped, pave the way for the researcher to continue to develop his
capacity to conduct further research in the domain of project management and

organizational strategic plans.
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Appendix: Questionnaire Survey

Dear Esteemed Participant,
Survey Participation Request

This letter is an invitation to participate in a questionnaire survey for an academic
research study as a part of Doctorate Degree at College of Business and Economics,
of the United Arab Emirates University. My current study aims at investigating “The
Roles of the Project Management Office (PMO) in the Execution of Strategic Plan of
Public Sector Organizatiofiswithin the context of the UAE business environment.

This study is under supervision of Dr Magsood Sandhu.

The filling of the questionnaire is voluntary and there are no known or anticipated
risksto participatein thissurvey. Moreover, the collected information is of no conflict,
and does not reflect the opinion of your affiliated organization, rather than your own

professional expertise.

The collected information through the questionnaire would be treated confidentially,
not transferred to athird party and merely used for the research purposes of this study;
no reference to you or your organization is mentioned in any part of this study. For the
sake of anonymity, your email address or organization’s website will not be

mentioned.

| appreciate your willingness if you could kindly share your expert opinion in
enriching my doctorate dissertation. The questionnaire takes roughly about 20 minutes
to complete.

Thank you in advance for your interest and assistance in this research,

Tareq Zeyad Al Ameri, MSc

DBA Programme,

College of Business and Economics
The UAE University

201190007 @uaeu.ac.ae
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PART - |
Demographic Information

Your academic qualification is

[IHigher diploma [] Bachelor [IMaster [IDoctorate [1Other
Gender. Clmae ClFemale

Nationality: [Emirati LlArab L] Other
One of the following is best describing your current position:

Ol PortfolioManager  [1Program Manager [ Project Manager [1Quality Assurance

Manager [ Strategic Planning Manager ClProject Coordinator  [1Other role-

Please specify

Your work with this organization is:

[ILessthan5years, [159 [110-14 [115 years and more

Your work experience in project management is:

[ Lessthan 5-years [15-9 [110-14 [115 years and more

The average number of the team members under your supervision is:

[ILessthan 10 []10-14 []15-19 [IMore than 20

Have you ever worked with the PMQ currently or previously ?

LlYes [INo

If yes, how many year8



PART -l

Type of your PMO Services

9. Does your organization host a PMQ

] Yes

] No

(If the answer is No, please do not proceed)

10.If yes, under which sector or department is the PMO adhere?

248

] ceo [J General Manager [ Projects Sector [ Strategic Planning Sector

L] other

11. The below statements could describe your organization’s PMO functions. (You can

select more than one functigns

support specific programme/
project

Criterion Strongly | Disagree| Neutral | Agree | Strongly
disagree agree

Delivering project-related support
services to an organization’s [ Cd [ [ O
division
Enabling processes to enhance
management of organization’s [ O [ [ O
programmes
Ensuring strategy alignment and
benefits realization [ O [ [ O
Supporting project work with
relevant methodol ogies, standards [l O ] ] O
and tools
Outsourcing projects [ O [ [ O
Considered as atemporary unit to
supporting specific [ O [ [ O
project/programme
Considered as atemporary unit to

L] Ll L] L] Ll

12.Name your Organization (Optional):

[
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PART - 1ll

Execution of the Organization’s Strategic Plan
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This Part raises a question “Was the proposed strategic plan of your organization executed
successfully in the presence of a PMO etitity

Based on your work experience, kindly evaluate the effectiveness of each criteriontha
could be used in the measurement of a successful execution of the strategic plan

Criterion Not Little Somewhat| Effective Very
Effective | Effective | Effective Effective

13. Meeting scope of the

strategic plan [ [ [ O [
14. Developing stakeholders

trust and satisfaction O O O [ O
15. Completed within the

estimated cost [ [ [ [ [
16. Achieved with timeline O O O [ O
17. Alignment of initiative

outcomes to [ [ [ [ [

organization objectives.
18. Meseting community

needs I:l I:l I:l I:l I:l
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Roles and Functions of the Existing PMO Entity
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Based on your experience with the project-related activities, please indicate the effectiveness

of the PMO roles and functionsin the success and performance of the project execution within

the realm of organization strategic plan.

Roles Not Less Somewhat | Effective Very
Effective | Effective | Effective Effective
Strategic Management
19. Providing advisory servicesto
the upper management [ [ [ [ [
20. Participating in strategic planning
[ [] L] [] L]
21. Ensuring effective benefits
management [ [ [ [ [
22. Ensuring effective networking and
environmental scanning [ [ [ [ [
Development of Project Management Competencies & Methodologies
23. Developing and Implementing
standard project management [ [ O [ O
methodologies
24. Promoting project management
culture within the organization [ [ [ [ [
25. Developing competency of project
team including professional training [ [ [ [ [
26. Providing mentoring for project
managers O O O O O
27. Providing a set of suitable tools as
processes, procedures, templates, etc. [ [ O [ O
Monitoring & Controlling Project Performance
28.Reporting project statusto the top
management [ [ [ [ [
29.Monitoring and controlling project
performance [ [ [ [ [
30.Implementing and operating project
information system (e.g., Primavera, [ [ [ [ [
PMIS, dashboard, etc.)
31.Developing and maintaining a
project scoreboard [ [ [ [ [
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32.Supporting project governance

functions O O [ O [
Promoting Organizational Learning
33. Conducting post-project reviews
[ [] Ll Ll
34. Conducting project audits
L] L]
35. Establishing and managing database
of lessons learned and document O O [ O [
archives
36. Implementing and managing
database of project risks [ [ [ [ [
37. Evauating PMO performance
[ [] [ [] L]
Multi-Project Management
38. Coordinating between running
projects [ [ [ [ [
39. Identifying, selecting, and
prioritizing new projects O O [ O [
40. Managing one or more portfolios and
programmes o | o | o | o] O
41. Allocating organization’s resources
between the running projects [ [ [ [ [
Organizational Structure & Communication Improvement
42. Establishing PMO structure related
to organization needs and objectives [ [ [ [ [
43. Strengthening communication with
projects’ stakeholders [ [ Cd [ O
44. Updating on the spot the project
information correspondences [ [ [ [ [
45. Assisting project continuity in
transfer technology and innovative [ [ Cd [ O
methods
Project Value Sustainability
46. Managing projects for maximum
values delivery [ [ [ [ [
47. Assuring projects’ outcomes to be
with social values of the community [ [ [ [ [
needs
48. Delivering sustained valuesto
L] L] Ll L] Ll

organization
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This part is concerned with weighing the effectiveness of the following criteria that
could be used as metric factors in measuring the success of the PMO implementation

within the organization.

Based on your experience, weigh the following criteria in terms of the effectiveness

Criterion Not Little Somewhat| Effective Very
Effective | Effective | Effective Effective

49. Tracking the project

Drogress O O O O O
50. Optimizing project

schedule [ L] ] O O
51. Prioritizing project

portfolio [ [] H O O
52. Recovering delaysin

projects [ [l | L] ]
53. Choosing the right

projects for the L] L] O O O

organization
54. Mentoring, coaching and

training the projects [ [ O L [

teams
55. Supporting the projects

steering committees [ [ O L [
56. Allocating the resources

between the projects [ [ O O O
57. Developing

organizational learning [ ] O O O
58. PMO being as a help-

desk ] [ O O O
59. Communicating with

internal and external [ [ | L] Ll

stakeholders
60. Archiving &

documenting lessons [ [ | L [

learned
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61.Relative to other organizations that using PMO concept, your organization
performance is excellent in:

Criterion Strongly | Disagree | Neutral Agree | Strongly
Disagree Agree
Service delivery 0 [ | O O
Customer satisfaction [ [ [ L [
Projects success and
efficiency l L] ] O O

Organizational learning and

culture Ol [l [ O O

Cost, budget, and
profitability [ [ [ [ O

Project management
standards and methodology [ [ O | L]

62.Should you have further comments and notes

Thank you for your time and valuable participation



	United Arab Emirates University
	Scholarworks@UAEU
	4-2016

	The Roles of the Project Management Office In The Execution of the Organizations Strategic Plan
	Tareq Zeyad Awad Al Ameri
	Recommended Citation


	Untitled

