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ABSTRACT 

 

The objective of this document is to present a proposal for establishing a Project Management 

Office (PMO) to address the need for structured project management practices within A & E 

Construction, a company in Belize, in order to reduce inconsistencies and implement a stand-

ardized approach for executing projects. The construction sector in Belize is expanding rap-

idly, leading to increasingly complex projects and a demand for better management pro-

cesses.  

 

The tasks undertaken in this study involve conducting interviews, surveys, and document 

analysis to assess the current project management practices and identify areas for improve-

ment. The methodology is a mixed-methods approach, combining qualitative insights from 

stakeholder interviews with quantitative data collected through maturity assessments and sur-

veys. Other research methods in this document include observational, statistical, and analyt-

ical research.  

 

The proposed PMO framework addresses issues such as inconsistencies and resource mis-

management by standardizing processes, clarifying roles, and improving communication 

strategies. Additionally, the PMO aligns with regenerative development principles, promot-

ing environmentally and socially responsible practices that contribute to long-term sustaina-

bility. This project emphasizes the importance of a PMO in Belize's growing construction 

industry. 

 

Keywords: Project Management Office, Construction Industry, Project Management Ma-

turity, Implementation Plan, Belize, Sustainability, Process Improvement 
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EXECUTIVE SUMMARY  

 

A & E Construction, a pseudonym for a construction firm in Belize, has been a leading force 

in delivering a wide range of construction projects, from residential buildings to large-scale 

infrastructure. Established in the early 2000s, the company has grown significantly, driven 

by a construction boom in Belize. However, this expansion has increased the complexity of 

managing multiple, concurrent projects, making it challenging to ensure consistency in pro-

ject performance and on-time delivery within budget constraints. 

 

The current project management practices within the company lack a structured framework 

which leads to inefficiencies such as mismanagement of resources and communication break-

downs. To address these issues, a Project Management Office (PMO) was proposed to pro-

vide a structured and standardized approach to project management. This proposal aligns 

with the company's strategic goals and the increasing complexity of construction projects, 

necessitating a more formalized project management structure to ensure successful project 

outcomes. 

 

A & E Construction currently operates without a formal Project Management Office and 

instead relies on an individual project manager and ad-hoc processes. This lack of structure 

has resulted in inconsistencies and inefficiencies which is negatively impacting project per-

formance and delivery. The absence of a PMO contributes to the challenges in project man-

agement, including undefined roles and responsibilities, insufficient processes, and inade-

quate communication strategies. These challenges highlight the need for a PMO that can 

centralize project management activities, standardize processes, and provide the necessary 

tools and methodologies to improve project outcomes. 

 

The purpose of this Final Graduation Project (FGP) was to propose the establishment of a 

PMO within A & E Construction that is aimed at improving the company’s project manage-

ment practices. The PMO was intended to address the identified inefficiencies by providing 

a structured framework for managing projects. The proposed PMO aimed to enhance collab-

oration across teams, improve resource management, and facilitate better tracking and re-

porting of projects, ultimately contributing to the long-term growth and sustainability of A 

& E Construction. 

 

The general objective of this FGP was to establish a proposal for the creation of a PMO 

within A & E Construction that provides a structured approach to project management. The 

specific objectives were to evaluate the maturity of A & E Construction to identify its 

strengths, areas that need improvement, and specific needs, to define what a Directive PMO 

is, as it is the recommended PMO type for A & E Construction, to define the roles and re-

sponsibilities within the PMO framework to ensure role clarification and accountability, to 

assess the project management processes of the construction firm and pinpoint any deficien-

cies or opportunities for improvement, and to develop an implementation plan for the PMO 



13 

 

that focuses on addressing potential challenges and facilitates a smooth integration into the 

operations of the construction company. 

 

The methodology used in this FGP included quantitative, qualitative, mixed, observational, 

analytical, and statistical research methods. The evaluation of A & E Construction’s project 

management maturity involved conducting surveys and interviews with key stakeholders 

within the company. These methods were used to gather data on current project management 

practices and to identify areas needing improvement. Additionally, observations and process 

documentation reviews were conducted to assess the existing project management processes 

and to develop a framework incorporating best practices from existing PMO models. The 

development of the implementation plan for the PMO involved strategy sessions with the 

project management team and senior management to identify potential challenges and to en-

sure alignment with the company’s strategic goals. 

 

The maturity assessment for A & E Construction reveals a moderate project management 

capability with distinct strengths and areas requiring improvement. The findings indicate a 

PM maturity level of 2.76, with higher proficiency in Schedule and Communications Man-

agement. While Scope, Risk, and Stakeholder Management need enhancement. These eval-

uations which derived from the 3PM Maturity Model were supported by insights from inter-

views with key project staff. The interviews highlighted the absence of formalized processes 

across multiple project management areas.  

 

Establishing a Directive Project Management Office (PMO) is proposed as a strategic meas-

ure to elevate project maturity and align A & E Construction’s practices with industry stand-

ards. A Directive PMO would provide centralized authority over project methodologies 

which fosters uniformity in project execution and facilitates real-time monitoring of perfor-

mance. Survey responses among A & E Construction staff indicated a general lack of famil-

iarity with the Directive PMO but a strong interest in its potential benefits, such as clearer 

guidelines and resource allocation. Implementing a Directive PMO would address current 

deficiencies, reduce inefficiencies, and improve collaboration; thus, positioning A & E Con-

struction for more predictable and efficient project outcomes. 

 

Recommendations include implementing an Agile Training Initiative to enhance responsive-

ness in construction projects and emphasize cross-functional collaboration as well as iterative 

planning. A centralized Knowledge Management Repository should be developed to store 

lessons learned and best practices. Monthly Cross-Departmental Collaboration Sessions with 

representatives from key departments can also improve alignment on project timelines, re-

source needs, and interdepartmental dependencies. Additionally, a PMO-Led Mentorship 

Program is recommended to support junior team members in skill development and navi-

gating project complexities. 
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1 INTRODUCTION 

1.1. Background 

A & E Construction is a pseudonym for a construction firm in Belize which, 

as part of this thesis, desires to remain anonymous. This construction company has 

been at the forefront in delivering various construction projects, directly from resi-

dential buildings all the way through to large-scale infrastructure. The company was 

established in the early 2000s; it has expanded under the impetus of an industry boom 

in construction within Belize. This growth has also increased the complexity of man-

aging multiple, concurrent projects, hence making it even more demanding to ensure 

consistency in project performance and on-time delivery within budget constraints. 

The construction industry in Belize, at the pace at which it is increases, re-

quires companies to adopt structured project management practices. Therefore, A & 

E Construction can enhance its market leadership through bringing in a robust PMO 

proposal in the pursuit of its excellence. In terms of ensuring enhanced project per-

formance, streamlined processes, and continuous improvement culture, the setup of a 

PMO is viewed as one of the strategic imperatives by the Project Management Insti-

tute (2021). 

Historically, A & E Construction has managed its projects using decentralized 

methods that draw heavily upon individual the project manager’s expertise. Such a 

system worked well when the company was relatively small but turned out to be quite 

ineffective in large and complex projects. The problems have been role confusion, 
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process inconsistency, and fragmented communication, all affecting the overall pro-

ject performance. These challenges require a centralized PMO that can systematize 

the approach toward project management; this way, it helps guarantee consistency in 

applying organizational goals and industry best practices. According to Aubry, 

Hobbs, and Thuillier (2017), a PMO is expected to be very instrumental in overcom-

ing such challenges.  

1.2. Statement of the problem 

A & E Construction does not have a Project Management Office at the mo-

ment. This deficiency is very critical as the company has a growing portfolio, and the 

projects are becoming more complex in nature. Without a PMO, A & E Construction 

faces several challenges that impede its project performance and overall efficiency. 

Primarily, the present approach of project management has resulted in a non-

uniform process for projects and associated practices. The project team works without 

a standardized framework. This variability in executing projects often leads to unde-

fined roles and responsibilities, poor communication, and fragmented processes. 

These issues lead to delays, cost overruns, and less-than-desired project outcomes. 

Another unfavourable consequence of the absence of a standardized set of 

project management practices is that the organization does not apply any type of risk 

management effectively. Risks are not identified, estimated, and reduced uniformly 

at all cases; therefore, there are more vulnerabilities in projects and possibly project 
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failures. Not having a structured framework to perform risk management is the sig-

nificant challenge to attaining objectives and reliability of a delivered project. 

Furthermore, A & E Construction is suffering from a problem of poor resource 

management due to a lack of a centralized PMO managing resources. The company 

mentioned above fails to allocate its resources like people, equipment, materials, etc., 

in the right amount and at the right time. This inefficiency leads to resource wastage 

and increasing project cost with elongated periods. Effective resource management is 

one of the prime factors for the completion of any construction project and the current 

approach is insufficient to meet the growing demands of the industry.  

Moreover, the company has no fully developed reporting and monitoring sys-

tem. There is no consistent tracking or reporting of project performance metrics, 

budget utilization, or achievements in relation to milestones. This has seriously con-

strained the company's ability to make informed decisions, identify areas for improve-

ment, and ensure accountability. 

The absence of a PMO also impacts the ability of a firm to have a culture built 

for improvement and learning. Without a structured approach to project management, 

best practices are not consistently documented or disseminated across the organiza-

tion. This gap prevents the company from leveraging lessons learned from past pro-

jects to enhance future project performance and organizational growth. Establishing 

a PMO tailored to A & E Construction’s specific needs will help to work out all these 

challenges of A & E Construction. 
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1.3. Purpose  

The purpose of this paper is to fully develop the proposal for a PMO at A & E Con-

struction. This research aims to analyze the critical components required for establishing a 

PMO and evaluate the expected benefits and improvements in project performance that such 

an implementation could bring. The study will delve into the intricacies of project manage-

ment within the construction industry, with a focus on how a structured PMO can address the 

specific challenges faced by A & E Construction. 

Industry observations indicate that 80% of construction project delays stem from poor 

planning, inadequate project management, scope changes, and productivity barriers (Tallbox, 

n.d.). Projects lacking PMO oversight often encounter significant problems, such as lack of 

transparency, unclear ownership, and failure to meet business goals. As Mr. Kämi from Wärt-

silä, a company that has successfully implemented a PMO since 2007, points out, projects 

without PMO guidance are often started without real ownership or a clear business case, 

leading to a lack of visibility into project performance and outcomes (Greengard, 2013).  

A project management maturity assessment can be pivotal for deciding whether or 

not to start a PMO, as it allows organizations to compare their internal metrics and key per-

formance indicators with industry averages or other departments within the company 

(Greengard, 2013). The structure and placement of the PMO within the organizational hier-

archy are crucial, as PMOs that report directly to the CEO are nearly twice as likely to com-

plete 80% of projects on time, within budget, and meet original business goals, according to 

PMI’s Pulse of the ProfessionTM In-Depth Report: The Impact of PMOs on Strategy Imple-

mentation.  
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This study aims to identify and define the elements that are required in order to ensure 

the successful establishment and operation of a PMO within A & E Construction. This in-

volves the definition of roles and responsibilities for the PMO, detailing guidelines on its 

operations, and integrating efficient project management processes (Aubry, Hobbs, & 

Thuillier, 2017). Furthermore, the research will evaluate the current project management ma-

turity level of A & E Construction, highlighting the strengths, areas needing improvement, 

and specific needs that the firm requires. Based on the proposed PMO, the study will devise 

a detailed implementation plan. This plan will focus on addressing potential challenges and 

ensuring a smooth integration of the PMO into the company's operations.  

The primary motivation for proposing this study is the growing complexity of con-

struction projects and the need for A & E Construction to adopt structured project manage-

ment practices to remain competitive. As the construction industry in Belize continues to 

develop, the demand for sophisticated project execution increases. Implementing a PMO is 

seen as a strategic initiative to streamline processes, enhance project management capabili-

ties, and foster a culture of continuous improvement (Project Management Institute, 2021). 

The potential benefits expected, if a PMO is established in A & E Construction, are 

very high. Key benefits include enhanced collaboration between teams, better control of re-

sources, more complete and accurate project tracking and reporting, risk mitigation, incre-

ment in profitability as well as potentially favourable market reputation for increased con-

struction ventures (Müller, Glückler, & Aubry, 2019).  
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In summary, this study aims to provide a comprehensive proposal for the creation of 

a PMO within A & E Construction. By investigating the necessary components, current prac-

tices, implementation strategies, and expected benefits, the research will offer valuable in-

sights into how a PMO can significantly improve project performance and contribute to the 

long-term growth and sustainability of the organization. 

1.4. General objective 

To establish a proposal for the creation of a PMO within A & E Construction that 

provides a structured approach to project management. 

1.5. Specific objectives 

1. To evaluate the maturity of A & E Construction to identify its strengths, areas that 

need improvement, and specific needs. 

2. To define what a Directive PMO is, as it is the recommended PMO type for A & E 

Construction.  

3. To define the roles and responsibilities within the PMO framework to ensure role 

clarification and accountability. 

4. To assess the project management processes of the construction firm as well as pin-

point any deficiencies or opportunities for improvement. 

5. To develop an implementation plan for the PMO that focuses on addressing poten-

tial challenges and facilitates a smooth integration into the operations of the con-

struction company. 



20 

 

2 THEORETICAL FRAMEWORK 

2.1 Company/Enterprise framework 

2.1.1 Company/Enterprise background 

A & E Construction is a Belizean and family-owned business that is known for its 

traditional construction methods and creativity. The company started business on June 15, 

2005. The company consists of a dedicated team of qualified and experienced engineers, 

supervisors, technicians and administrative staff. The company's values are as follows: “A & 

E Construction values our business relationship with our partners and the culture of transpar-

ency within the company. They both set the benchmark for clear communication, superior 

performance, and professional integrity” (A & E Construction, personal communication, July 

25, 2024). 

The construction services provided by the company include construction of residen-

tial and commercial spaces, electrical plumbing installation, landfilling, landscaping, interior 

and exterior finishing, air conditioning installation, road construction and fencing. Consult-

ing services are also provided at A & E Construction. A & E Construction coordinates and 

unifies architects, engineers, contractors and sub-contractors from pre-design to completion 

and provides its customer with a reasonable price. By thoroughly analyzing quantities, sched-

uling, costs, and 4D interactions before the project begins, the company contends that they 

provide clear visualization and business metrics.  
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2.1.2 Mission and vision statements  

The Mission Statement is “To be a leading Construction Company committed to total 

customer satisfaction by enhancing value through innovative designs, superlative quality of 

material, cutting-edge technology, timely completion within budget and by demonstrating 

the highest standards of workmanship” (A & E Construction, personal communication, July 

25, 2024). 

Vision Statement for A & E Construction is "To transform the construction industry 

in Belize by setting the benchmark for excellence in innovation, quality, and efficiency. We 

envision a future where every project we undertake not only meets but exceeds client expec-

tations, fostering sustainable development and creating lasting value for our communities" 

(A & E Construction, personal communication, July 25, 2024). 

2.1.3 Organizational structure 

 

The organization structure of A & E Construction consists of several key roles, as 

depicted in Figure 1. The organizational structure provides a clear hierarchy and division of 

responsibilities to ensure that all functions within the construction company are managed. 

The CEO provides overall strategic direction and decision-making for the company, 

while the General Manager oversees the daily operations. The Project Manager plans, exe-

cutes, and closes projects and gets support by the Project Assistant who handles administra-

tive tasks. Engineers design and supervise projects, and Technicians maintain equipment and 

perform technical tasks. The Site Manager ensures smooth on-site operations, with Foremen 

supervising construction workers and ensuring productivity. Construction Workers execute 
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physical labour tasks and the Safety Officer enforces safety standards. The Financial Man-

ager oversees financial activities, assisted by the Accountant who handles the bookkeeping 

and transactions. The Procurement Officer manages material and equipment purchases. 

Meanwhile, the Administrative Manager oversees office functions. The HR Coordinator han-

dles recruitment and employee relations; while IT Support, maintains technological systems. 

 

Figure  1 Organizational chart from A & E construction 

 

 

 

Note: Organizational Chart from A & E Construction. Own creation. 

 

2.1.4 Products offered 

A & E Construction specializes in building residential properties, including single-

family homes, townhouses, and apartments. Implementing a PMO will provide a structured 
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approach to managing these projects by defining roles and responsibilities and identifying 

strengths and areas for improvement, which aligns with the general and specific objectives 

of the FGP. 

The company also undertakes commercial construction projects such as office build-

ings, retail stores, and warehouses. A PMO can support the coordination of these projects by 

evaluating the maturity of current processes, clarifying roles, and pinpointing deficiency.  

Additionally, A & E Construction offers renovation and remodeling services for both 

residential and commercial properties. The PMO can help standardize processes and project 

timelines by assessing current project management practices and defining clear roles and 

responsibilities, fulfilling the FGP’s specific objectives. 

The company engages in infrastructure projects like roads, bridges, and utilities. A 

PMO will provide a structured approach to these projects by focusing on process improve-

ment, role clarification, and addressing specific needs identified during maturity evaluation. 

This supports both the general and specific objectives of the FGP. 

A & E Construction offers consulting services in areas such as construction manage-

ment, cost estimation, and feasibility studies. The PMO will streamline these services by 

assessing current practices, defining roles, and identifying opportunities for improvement, 

directly supporting the FGP’s objectives of creating a structured approach and improving 

project management processes. 
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2.2 Project Management concepts 

2.2.1 Project management principles 

 

As the Project Management Institute (2021) mentions in the PMBOK Gude 7th edi-

tion, there are twelve principles of project management. By incorporating the project man-

agement principles in the PMBOK Guide, the proposal of a PMO at A & E Construction will 

be aligned with best practices and ensure a structured and effective approach to improving 

project performance. 

 

1. Be a Diligent, Respectful, and Caring Steward 

To ensure proposing an effective PMO, it is essential to prioritize managing resources re-

sponsibly and ethically. This involves respecting the time and contributions of all team mem-

bers, maintaining a focus on the long-term success of A & E Construction, and promoting a 

culture of care and respect. Operationally, this principle will be upheld by maintaining trans-

parent communication, fair resource allocation, and ethical decision-making throughout the 

project. 

 

2. Create a Collaborative Project Team Environment 

A collaborative environment is key to the success of the PMO. This principle will be used by 

fostering teamwork, open communication, and mutual support among all project team mem-

bers. Regular team meetings, collaborative planning sessions, and team-building activities 

will help to create a strong, cohesive team. 
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3. Effectively Engage with Stakeholders 

Engaging stakeholders effectively ensures that their needs and expectations are met. This 

principle will be applied by actively involving key stakeholders from A & E Construction in 

the planning and implementation phases of the PMO. Regular updates, stakeholder meetings, 

and feedback mechanisms will be established to maintain continuous engagement. 

 

4. Focus On Value 

Focusing on value ensures that the PMO contributes positively to the company's objectives. 

This will be operationalized by identifying and prioritizing high-value activities and out-

comes. The PMO will be designed to enhance project performance, reduce inefficiencies, 

and deliver projects on time and within budget, thereby adding significant value to A & E 

Construction. 

 

5. Recognize, Evaluate, and Respond to System Interactions 

Understanding the interactions within the construction projects and the broader organiza-

tional system is crucial. This principle will be implemented by conducting a thorough evalu-

ation of current processes, identifying interdependencies, and designing the PMO to enhance 

system-wide efficiency. Regular assessments and adjustments will be made to respond to 

changing dynamics. 

 

6. Demonstrate Leadership Behaviors 
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Strong leadership is essential for guiding the PMO's implementation. Leadership behaviors 

will be demonstrated by setting a clear vision, providing direction, and inspiring the team. 

Operationalizing this principle involves training for leadership skills, setting examples, and 

fostering a culture of accountability and continuous improvement. 

 

7. Tailor Based on Context 

Tailoring the PMO to fit the specific context of A & E Construction is critical. This will be 

achieved by assessing the unique needs and characteristics of the company and adapting 

PMO practices accordingly. Flexibility and customization will ensure that the PMO aligns 

with the company's goals and operational environment. 

 

8. Build Quality into Processes and Deliverables 

Quality is a cornerstone of project management. This principle will be made operational by 

developing and implementing standardized processes that emphasize quality at every stage. 

Regular quality checks, adherence to best practices, and continuous improvement initiatives 

will ensure high-quality outcomes. 

 

9. Navigate Complexity 

Construction projects are inherently complex. Navigating this complexity involves recogniz-

ing challenges and developing strategies to manage them. This will be operationalized by 

employing robust project management tools and techniques, fostering a culture of problem-

solving, and ensuring that the PMO team is skilled in handling complex situations. 
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10. Optimize Risk Responses 

Effective risk management is crucial for the PMO's success. This principle will be operation-

alized by identifying potential risks early, evaluating their impact, and developing mitigation 

strategies. Regular risk assessments and responsive action plans will help minimize the im-

pact of unforeseen events on project performance. 

 

11. Embrace Adaptability and Resilience 

Adaptability and resilience are necessary for dealing with changes and uncertainties. This 

principle will be operationalized by creating flexible processes that can adjust to changes and 

by building a resilient team capable of overcoming setbacks. Continuous learning and adapt-

ability will be emphasized to ensure long-term success. 

 

12. Enable Change to Achieve the Envisioned Future State 

Implementing a PMO represents a significant change for A & E Construction. This principle 

will be made operational by clearly defining the envisioned future state, communicating the 

benefits of the change, and managing the transition effectively. Change management strate-

gies, including training and stakeholder engagement, will be employed to facilitate smooth 

integration and acceptance of the PMO. 
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2.2.2 Project management domains 

As the Project Management Institute (2021) mentions in the PMBOK Gude 7th edition, there 

are eight project management domains. By addressing these project management perfor-

mance domains, the FGP will provide a comprehensive proposal for implementing a PMO at 

A & E Construction.  

 

1. Stakeholders Effective stakeholder engagement is essential for understanding and ad-

dressing the needs and expectations of all parties involved. In the context of the FGP, this 

domain involves identifying key stakeholders at A & E Construction, including executives, 

the project manager, other employees, and clients. The proposal will outline strategies for 

engaging these stakeholders, ensuring their support and involvement in the PMO implemen-

tation process. This aligns with Specific Objective 1, which involves evaluating the maturity 

of A & E Construction by understanding its strengths and areas needing improvement 

through stakeholder feedback. 

 

2. Team Building and maintaining a cohesive and skilled project team is vital for PMO suc-

cess. The FGP will define roles and responsibilities within the PMO framework, ensuring 

role clarification and accountability (Specific Objective 3). This includes detailing the com-

position of the PMO team, required skills, and training programs to enhance team capabili-

ties. The proposal will emphasize fostering a collaborative environment, which supports the 

overall objective of structured project management. 
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3. Development Approach and Life Cycle Choosing the appropriate development approach 

and life cycle ensures that the PMO processes are well-suited to A & E Construction's pro-

jects. The FGP will assess current project management processes and recommend a tailored 

approach that aligns with the company's projects, whether agile, waterfall, or a hybrid model. 

This assessment is part of Specific Objective 4, which involves pinpointing deficiencies or 

opportunities for improvement in existing processes. 

 

4. Planning Effective planning is the foundation of successful project management. The FGP 

will develop a comprehensive implementation plan for the PMO, detailing timelines, re-

sources, and milestones (Specific Objective 4). This plan will address potential challenges 

and provide a roadmap for the smooth integration of the PMO into A & E Construction's 

operations, supporting the general objective of establishing a structured project management 

approach. 

 

5. Project Work Managing project work involves coordinating and executing project activ-

ities efficiently. The PMO proposal will include methodologies for overseeing project work, 

ensuring that all tasks are aligned with A & E Construction's goals and objectives. This in-

volves standardizing processes and guidelines to improve efficiency and effectiveness, di-

rectly addressing Specific Objective 4. 

 

6. Delivery Successful project delivery is a key indicator of PMO effectiveness. The FGP 

will outline strategies for ensuring projects are delivered on time, within scope, and budget. 
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This includes defining performance metrics and KPIs to monitor project progress and suc-

cess. The proposal will emphasize enhancing project delivery through improved resource 

management and communication plans, supporting the hypothesis that a structured PMO will 

benefit project performance. 

 

7. Measurement Regular measurement and evaluation are crucial for continuous improve-

ment. The FGP will recommend establishing metrics and reporting mechanisms to assess the 

PMO's impact on project performance. This includes measuring project overruns, cost sav-

ings, and stakeholder satisfaction. The data collected will provide insights for ongoing ad-

justments and improvements, aligning with the goal of continuous improvement and account-

ability mentioned in the justification. 

 

8. Uncertainty Managing uncertainty involves identifying and mitigating risks that could 

impact project success. The PMO proposal will include risk management strategies to antic-

ipate and address potential challenges. This involves developing contingency plans and main-

taining flexibility to adapt to changing circumstances, directly supporting the need for effi-

cient project management tools and processes as stated in the research hypothesis.  

 

2.2.3 Predictive, adaptative and hybrid projects 

To align A & E Construction's diverse portfolio with industry standards, it is essential 

to understand the distinct features of predictive, adaptive, and hybrid project management 

methodologies as outlined in the PMBOK Guide 7th edition (PMI, 2021). 
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Predictive projects, often referred to as traditional or waterfall projects, are character-

ized by well-defined requirements and a clear project scope established at the outset. These 

projects proceed through a linear sequence of phases, making them suitable for initiatives 

where scope, time, and cost are predictable and well understood. Predictive methodologies 

are ideal for A & E Construction’s commercial and residential construction projects, where 

detailed planning and design precede execution, ensuring adherence to timelines and budgets. 

Adaptive projects, commonly known as agile projects, are iterative and incremental, 

accommodating changes even late in the project lifecycle. This methodology is flexible and 

responsive to evolving requirements, making it ideal for projects where the end goals are not 

entirely clear from the beginning or are likely to change. This approach could be beneficial 

for A & E Construction’s renovation and remodelling services, where client needs, and de-

sign specifications might evolve during the project. 

Hybrid projects blend elements of both predictive and adaptive methodologies, 

providing a tailored approach that leverages the stability of predictive planning with the flex-

ibility of adaptive execution. Hybrid methodologies are particularly suitable for complex 

projects that require a combination of upfront planning and iterative progress. A & E Con-

struction’s infrastructure projects, such as roads and bridges, could benefit from this ap-

proach, as they require rigorous planning but might also need adjustments during implemen-

tation due to regulatory changes or unexpected site conditions. 
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For the PMO proposal, a hybrid approach is recommended. This methodology can 

effectively cater to the varied nature of A & E Construction's projects, balancing the struc-

tured planning required for large-scale construction with the flexibility needed for dynamic 

renovation projects. By proposing a PMO that leverages a hybrid methodology, A & E Con-

struction can ensure a structured yet adaptable approach to managing its diverse portfolio. 

The PMO will support the company in assessing current project management practices, de-

fining clear roles and responsibilities, and identifying opportunities for improvement, without 

implying direct improvements in project efficiency. 

In conclusion, the hybrid methodology aligns well with A & E Construction’s project 

diversity, offering a balanced approach that incorporates the strengths of both predictive and 

adaptive methodologies. The proposed PMO will provide a structured framework that facil-

itates this hybrid approach, ensuring that project management practices are tailored to meet 

the specific needs of each project type, thereby supporting the general and specific objectives 

of the FGP. 

 

2.2.4 Project management 

 

Project management is the application of knowledge, skills, tools, and techniques to 

project activities to meet project requirements. It involves planning, executing, and oversee-

ing projects to ensure they are completed on time, within scope, and within budget. Key 

elements of project management include defining project objectives, managing resources, 

monitoring progress, and communicating effectively with stakeholders. 



33 

 

According to the Project Management Institute (2021), project management follows 

a structured approach that includes phases such as initiation, planning, execution, monitoring 

and controlling, and closing. Each phase involves specific tasks and processes designed to 

ensure project success. This structured approach is essential for managing the complexities 

of construction projects, which often involve numerous stakeholders, tight timelines, and 

significant financial investments. 

Fewings and Henjewele (2019) provide comprehensive insights into construction pro-

ject management, which align with the objectives of maturity analysis, role definition, pro-

cess evaluation, and implementation planning. A maturity analysis will be conducted to as-

sess the current project management capabilities of A & E Construction. This involves eval-

uating the organization's existing processes, practices, and tools against established bench-

marks to identify strengths and areas for improvement. This analysis will consider factors 

such as project delivery success rates, resource allocation efficiency, and stakeholder satis-

faction. 

Defining clear roles and responsibilities within the PMO is essential to ensure ac-

countability and streamline project management activities. Fewings and Henjewele (2019) 

emphasize the importance of role clarification in project management. Additionally, the es-

tablishment of standardized project management processes is critical for consistency and ef-

ficiency. Fewings and Henjewele (2019) provide guidelines on developing and implementing 

project management procedures.  

The implementation plan for the PMO will focus on addressing potential challenges and fa-

cilitating smooth integration into the operations of A & E Construction. This plan will include 
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steps such as stakeholder engagement, training and development, and the adoption of project 

management tools. According to Fewings and Henjewele (2019), technology plays a signif-

icant role in modern project management. The PMO will leverage advanced project manage-

ment software to improve planning, tracking, and reporting. Additionally, change manage-

ment strategies will be employed to ensure that the transition to the new PMO structure is 

well-received and supported by all stakeholders. 

By following the insights provided by Fewings and Henjewele (2019) and the Project 

Management Institute (2021), the proposed PMO will establish a structured approach to pro-

ject management at A & E Construction. This approach will be tailored to the specific needs 

and maturity level of the organization.  

 

2.2.4.1 Project Management Office (PMO) Concepts 

By incorporating insights from authors such as Aubry, Hobbs, and Müller (2010), and 

Letavec (2016), the PMO is defined as an organizational structure aimed at standardizing 

project management processes and promoting the sharing of resources, methodologies, 

tools, and techniques. These concepts will provide a deeper understanding of the proposal 

to implement a PMO at A & E Construction. 

1. Standardization and Best Practices 

According to Letavec (2016), the PMO's primary role is to establish and enforce 

standardized project management processes, methodologies, and best practices 

across the organization. This standardization ensures consistency, efficiency, and 
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quality in project execution. In the context of the FGP, this concept aligns with Spe-

cific Objective 3, which involves identifying deficiencies in current processes and 

project performance. By adopting standardized practices, the PMO can address 

these deficiencies and improve project outcomes. 

2. Resource Management 

Aubry et al. (2010) emphasizes the importance of resource management in PMOs, 

including the allocation of human resources, tools, and technology to support pro-

ject execution. The PMO serves as a centralized hub for resource coordination, en-

suring that projects have access to the necessary resources. This concept aligns with 

Specific Objective 3, which involves proposing a structured approach to managing 

projects by defining roles and responsibilities. By optimizing resource allocation, 

the PMO can enhance project performance and ensure efficient use of resources. 

3. Performance Measurement and Reporting 

Letavec (2016) highlights the role of PMOs in monitoring and evaluating project 

performance through key performance indicators (KPIs) and reporting mechanisms. 

The PMO provides insights into project status, progress, and performance metrics, 

enabling informed decision-making.  

4. Knowledge Management and Continuous Improvement 

Aubry et al. (2010) stress the importance of knowledge management and continuous 

improvement within PMOs. The PMO serves as a repository for lessons learned, 

best practices, and project documentation, facilitating knowledge sharing and organ-

izational learning.  
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5. Stakeholder Engagement and Communication 

Letavec (2016) emphasizes the role of PMOs in stakeholder engagement and com-

munication. The PMO acts as a liaison between project teams and stakeholders, en-

suring effective communication and alignment with project objectives. This concept 

aligns with Specific Objective 1, which involves evaluating the maturity of A & E 

Construction by understanding its strengths and areas needing improvement through 

stakeholder feedback. By enhancing stakeholder engagement, the PMO can build 

strong relationships and support for project initiatives. 

 

In addition, the incorporation of insights from prior research on the establishment and 

benefits of a Project Management Office (PMO) can significantly enrich the PMO pro-

posal. For instance, Dovor (2017) emphasizes the importance of conducting a maturity 

assessment as a foundational step before setting up a PMO. This step ensures that the 

company's readiness and capacity to adopt PMO structures are thoroughly evaluated, 

helping to tailor the PMO's framework to address specific organizational needs. Applying 

this approach to A & E Construction in Belize would provide a data-driven basis for the 

PMO proposal. By evaluating the maturity of A & E Construction, it would be possible 

to identify areas that require development, thus ensuring that the PMO implementation is 

aligned with the company’s current capabilities and future goals. This will strengthen the 

argument that a well-structured PMO can significantly enhance project performance by 

addressing the company's specific needs, leading to better resource management, and im-

proved project outcomes. 
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Furthermore, the research by Alqahtani (2019) on the role of PMOs in promoting 

Knowledge Management (KM) within construction companies underscores the critical 

role a PMO can play in managing and leveraging organizational knowledge. The research 

can help support that the proposed PMO at A & E Construction will not only streamline 

project management processes but also foster a culture of continuous improvement 

through effective KM practices. This would involve systematically capturing, sharing, 

and utilizing project knowledge to avoid past mistakes and enhance future project out-

comes. The integration of KM practices within the PMO would ensure that A & E Con-

struction not only improves its project delivery but also builds a repository of best prac-

tices and lessons learned, further positioning the company as a leader in the competitive 

construction industry in Belize.  

2.2.5 Project management knowledge areas and processes 

To effectively propose the implementation of a Project Management Office (PMO) 

for A & E Construction, it is crucial to align with the project management knowledge areas 

and process groups as defined in the PMBOK Guide 7th edition (PMI, 2021). 

Chapter 5 of the Process Groups: A Practice Guide mentions the processes in the 

Planning Process Group. The first process group mentioned is to Develop Project Manage-

ment Plan. As part of the FGP is the Implementation Plan, it is important elaborate on the 

first process group. This process is critical as it involves defining, preparing, and coordinating 

all components of the plan into a comprehensive project management plan. The inputs, tools 

and techniques, and outputs are shown in Figure 4.  The plan serves as the foundation for all 
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project work, outlining how the project will be executed, monitored, controlled, and closed. 

It ensures consistency with any program or portfolio management plans if applicable and 

must be baselined to define scope, time, and cost references for performance measurement. 

The plan is then progressively elaborated through controlled and approved updates, guided 

by the Perform Integrated Change Control process whenever changes are necessary. This 

approach supports the structured and agile development of the Implementation Plan as part 

of the FGP.  

Figure  2 Develop Project Management Plan 

 

 

Note: From “Process Groups: A Practice Guide,” by Project Management Institute, 2022, 

Project Management Institute, Inc. Copyright 2022 by Project Management Institute, Inc. p 

79, Figure 5-1. Permission not sought.  
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Furthermore, the PMO will support Project Integration Management by ensuring that 

various project elements are effectively coordinated. This involves consolidating project 

management practices across residential, commercial, and infrastructure projects, providing 

a centralized approach to managing project activities and aligning them with the organiza-

tion's strategic objectives. 

In Project Scope Management, the PMO will help define and control what is and is 

not included in projects. By establishing clear scope management processes, the PMO will 

assist in ensuring that all project requirements are identified, documented, and managed 

throughout the project lifecycle, aligning with the specific objectives of the FGP. 

For Project Schedule Management, the PMO will standardize the procedures for de-

veloping, managing, and controlling project schedules. This will involve creating consistent 

scheduling practices to ensure that timelines are realistic and adhered to, thus supporting the 

structured management of construction timelines for residential, commercial, and infrastruc-

ture projects. 

Project Cost Management will benefit from the PMO’s establishment of uniform cost 

estimating, budgeting, and control processes. The PMO will aid in the systematic planning, 

management, and control of project costs, helping to ensure that projects are completed 

within approved budgets. 

The PMO will also enhance Project Quality Management by defining quality stand-

ards and implementing processes to ensure that project deliverables meet these standards. 
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This structured approach to quality will support the FGP’s objectives by identifying areas for 

improvement and ensuring consistent quality across all projects. 

In terms of Project Resource Management, the PMO will define processes for plan-

ning, acquiring, and managing resources effectively. This will involve coordinating the ef-

forts of the Financial Manager, Accountant, Procurement Officer, HR Coordinator, and IT 

Support to ensure that resources are utilized efficiently across all projects. 

For Project Communications Management, the PMO will establish protocols for ef-

fective communication among project stakeholders. This includes defining how information 

will be disseminated, ensuring that all stakeholders are informed and engaged throughout the 

project lifecycle, thereby enhancing coordination and collaboration. 

Project Risk Management will be strengthened by the PMO through the development 

of standardized risk management practices. This involves identifying, analyzing, and re-

sponding to project risks in a structured manner, supporting the organization's ability to han-

dle uncertainties and potential issues proactively. 

In Project Procurement Management, the PMO will standardize procurement pro-

cesses to ensure that material and equipment purchases are managed consistently. This struc-

tured approach will assist the Procurement Officer in aligning procurement activities with 

project requirements and organizational objectives. 
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Lastly, the PMO will enhance Project Stakeholder Management by defining processes 

for identifying and managing stakeholder expectations. This will involve engaging stake-

holders appropriately and ensuring their needs and concerns are addressed throughout the 

project lifecycle. 

The PMO will also align its efforts with the five project management process groups. 

During the Initiating phase, the PMO will assist in defining and authorizing projects. In the 

Planning phase, it will support the development of project management plans and baselines. 

Throughout the Executing phase, the PMO will facilitate the implementation of project plans 

and processes. During the Monitoring and Controlling phase, the PMO will oversee project 

performance to ensure alignment with plans and objectives. Finally, in the Closing phase, the 

PMO will support the formal closure of projects, ensuring that all aspects are completed and 

documented appropriately. 

The Project Management Office (PMO) plays a critical role in fostering delivery and 

outcomes-oriented capabilities by promoting project management skills across the organiza-

tion (PMI, 2021). It ensures that everyone involved, from employees to contractors, under-

stands and applies a range of project management competencies tailored to each project's 

unique characteristics. This approach not only focuses on efficiency and quality but also 

keeps projects aligned with the organization's strategic goals by preventing scope creep and 

maintaining a "big picture" perspective. By providing continuous guidance and performance 

evaluations, the PMO aids in decision-making that supports overall organizational success 

rather than just individual project outcomes. 
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Furthermore, the PMO contributes to continuous improvement and knowledge trans-

fer within the organization. It regularly shares insights and lessons learned from projects, 

which helps inform strategic decisions and enhances future project delivery. This culture of 

learning and adaptation extends to organizational change management, ensuring that the or-

ganization remains aligned with updated processes, capabilities, and skills necessary for ef-

fective project management (PMI, 2021). 

As the business environment becomes increasingly complex and dynamic, the PMO 

is evolving to better support benefits realization and value creation. By focusing on critical 

initiatives, the PMO shifts from a traditional oversight role to one that facilitates strategic 

conversations among senior leaders and project teams. This focus ensures that projects re-

main aligned with key business objectives. Additionally, the PMO is adopting smarter, 

streamlined processes that balance necessary governance with efficiency, fostering talent, 

and nurturing a culture of change that positions the organization to quickly adapt and thrive 

in a competitive landscape (PMI, 2021). 

2.2.6 Project life cycle 

In accordance with the PMBOK Guide 7th edition (PMI, 2021), there are several 

project life cycles to consider: predictive, iterative, incremental, agile, and hybrid. Each life 

cycle has distinct characteristics that suit different types of projects, and understanding 

these can help in proposing an effective PMO for A & E Construction. 
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Predictive Life Cycle: Also known as the waterfall model, this life cycle is characterized by 

a sequence of phases where progress flows in one direction — from initiation to closure. 

Each phase depends on the deliverables of the previous one and is typically completed before 

the next one begins. This approach is suitable for projects with well-defined requirements, 

scope, and timelines. For A & E Construction, large-scale residential and commercial con-

struction projects, where detailed planning and design are done before execution, fit well into 

this life cycle. 

Iterative Life Cycle: This life cycle involves developing a project through repeated cycles 

(iterations) and refining it incrementally. It allows for the project to be reviewed and adjusted 

throughout its progression. This is beneficial when requirements are expected to evolve or 

are not completely understood from the start. For A & E Construction, renovation and re-

modelling services could benefit from an iterative approach due to the need for frequent ad-

justments based on client feedback. 

Incremental Life Cycle: In this approach, the project is divided into smaller segments (in-

crements), with each segment delivering a portion of the project’s total functionality. Each 

increment builds on the previous one, and the project gradually progresses to completion. 

This method allows for parts of the project to be delivered and used before the entire project 

is finished, which can be advantageous in fast-paced environments. 

Figure  3 Sample Life Cycle with Incremental Development Approach 
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Note: From “PMBOK Guide®—Seventh Edition,” by Project Management Institute, 2021, 

Project Management Institute, Inc. Copyright 2021 by Project Management Institute, Inc. p 

44, Figure 2-10. Permission not sought.  

Agile Life Cycle: Agile projects are highly flexible and adaptive, characterized by small, 

self-organizing teams working in short, iterative cycles called sprints. This approach is well-

suited for projects with high levels of uncertainty or rapidly changing requirements. While 

construction projects are typically less suited to pure agile methodologies, elements of agile 

can be integrated, particularly in areas such as IT support and process improvement initiatives 

within A & E Construction. 

Figure  4 Sample Life Cylcle With Adaptive Development Approach 
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Note: From “PMBOK Guide®—Seventh Edition,” by Project Management Institute, 2021, 

Project Management Institute, Inc. p. 45, Figure 2-11. Copyright 2021 by Project Manage-

ment Institute, Inc. Permission not sought.  

Hybrid Life Cycle: A hybrid approach combines elements of both predictive and adaptive 

(agile) life cycles, allowing for a tailored approach that leverages the strengths of both meth-

odologies. This approach is particularly useful for projects that require both rigorous plan-

ning and flexibility. For A & E Construction, a hybrid life cycle would be ideal for infra-

structure projects like roads, bridges, and utilities, where the initial planning phase requires 

a predictive approach, but subsequent phases may benefit from iterative or incremental ad-

justments. 

For the PMO proposal at A & E Construction, a hybrid project life cycle is recommended. 

This approach will enable the company to balance the structured planning required for large-

scale construction projects with the flexibility needed for dynamic and evolving projects like 

renovations and remodels. By adopting a hybrid life cycle, the PMO can ensure that project 

management practices are appropriately tailored to the specific needs of each project type 

within the organization. 

 

 

2.2.7 Company strategy, portfolios, programs and projects 

It is essential to define and discuss the company's strategy, portfolio, program, and projects 

to understand the context in which a Project Management Office (PMO) would operate 
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within A & E Construction. Each of these elements plays a crucial role in guiding the com-

pany's operations and aligning them with its strategic objectives. 

Company Strategy: The company strategy refers to the overarching plan that A & E Con-

struction follows to achieve its long-term goals and maintain a competitive edge in the con-

struction industry. This strategy involves expanding its market share, enhancing customer 

satisfaction, and improving project delivery standards. The strategy encompasses decisions 

on which markets to enter, what services to offer, and how to allocate resources effectively. 

For A & E Construction, the strategy includes diversifying its offerings to include residential, 

commercial, and infrastructure projects, as well as consulting services. 

Portfolio: A portfolio is a collection of projects, programs, and operational activities that are 

managed and coordinated as a group to achieve strategic objectives. The importance of a 

portfolio lies in its ability to provide a comprehensive view of all initiatives and investments, 

ensuring that they align with the company’s strategic goals. At A & E Construction, the port-

folio includes various types of construction projects (residential, commercial, infrastructure) 

and consulting services. Managing these projects as a portfolio allows the company to prior-

itize resources, balance risks, and maximize returns on investment. 

Program: A program consists of related projects managed in a coordinated manner to obtain 

benefits and control not available from managing them individually. Programs are essential 

for achieving strategic objectives that require multiple projects to be completed in a coordi-

nated fashion. For A & E Construction, an example of a program could be the development 

of a new residential area, which includes several related projects such as building single-
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family homes, townhouses, and infrastructure like roads and utilities. Managing these pro-

jects as a program ensures that they are aligned, interdependencies are managed, and overall 

goals are achieved efficiently. 

Project: A project is a temporary endeavour undertaken to create a unique product, service, 

or result. Projects are the building blocks of programs and portfolios. Each project has a 

defined beginning and end, with specific objectives that contribute to the broader goals of 

the program and portfolio. At A & E Construction, projects range from constructing individ-

ual residential buildings to large-scale infrastructure projects like bridges and roads. The suc-

cessful completion of these projects directly impacts the company’s ability to achieve its 

strategic objectives. 

2.3 Other applicable theory/concepts related to the project topic and context  

 

2.3.1 Current situation of the problem or opportunity in study 

 

The construction industry in Belize is expanding rapidly, with increasing demands for 

residential, commercial, and infrastructure projects. A & E Construction, a key player in this 

sector, faces challenges in managing its diverse portfolio of projects efficiently. The com-

plexity of modern construction projects necessitates a structured approach to project man-

agement to ensure timely delivery, budget adherence, and quality standards. The current pro-

ject management practices at A & E Construction lack the structured framework needed to 

handle these complexities effectively, leading to project overruns, resource mismanagement, 

and communication breakdowns. 
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Project management in the construction industry has evolved significantly over the 

years. Traditional project management practices, often characterized by ad-hoc processes and 

unstructured methodologies, are no longer sufficient to meet the demands of contemporary 

construction projects. The increasing complexity, scale, and scope of projects require a more 

systematic and standardized approach to project management. 

Recent research highlights the growing recognition of structured project management 

methods as a means to enhance organizational performance in the construction industry. Ac-

cording to Oliveira, Tereso, and Fernandes (2017), many organizations have established Pro-

ject Management Offices (PMOs) to centralize project management activities and improve 

project delivery outcomes. PMOs serve as a centralized entity that provides governance, 

standardizes project management processes, and supports project managers with tools and 

methodologies. 

The literature identifies various types and functions of PMOs, tailored to the specific 

needs of organizations. However, there is often a disconnect between theoretical frameworks 

and practical implementations. Organizations struggle to determine which PMO functions to 

adopt and how to integrate them effectively into their existing structures. This challenge is 

particularly pronounced in engineering and construction firms, where the dynamic nature of 

projects demands flexibility and adaptability. 

Currently, A & E Construction operates without a formal PMO, relying on individual 

project manager and ad-hoc processes to manage projects. This approach has led to incon-
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sistencies in project execution, communication gaps, and inefficiencies in resource alloca-

tion. The lack of standardized processes and clear roles and responsibilities exacerbates these 

issues, hindering the company’s ability to deliver projects on time and within budget. 

To address these challenges, A & E Construction has made incremental improve-

ments in its project management practices. These efforts include the introduction of project 

management software tools, occasional training for the project manager, and the establish-

ment of informal communication channels. While these measures have yielded some im-

provements, they have not been sufficient to overcome the fundamental issues stemming 

from the absence of a centralized project management framework. 

The proposal to implement a PMO at A & E Construction aims to address the root causes 

of the current project management challenges. A PMO would provide a structured approach 

to managing projects by defining clear roles and responsibilities, standardizing processes, 

and enhancing communication. The key elements of the proposed PMO include: 

1. Role Clarification: Establishing clear roles and responsibilities within the PMO 

framework to ensure accountability and reduce overlaps in project management ac-

tivities. 

2. Comprehensible Processes and Guidelines: Developing standardized project manage-

ment processes and guidelines to ensure consistency and improve project execution. 

3. Communication Plans: Implementing robust communication plans to facilitate effec-

tive information flow among project stakeholders. 

4. Efficient Project Management Tools: Providing project managers with advanced 

tools and methodologies to enhance project planning, monitoring, and control. 
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2.3.2 Previous research done for the topic in study 

 

Akel et al. (2011) investigates the application of agile concepts to build a successful 

PMO using cases from the MENA region. The chapter explores the role of PMO as the pro-

ponent for project management and breaks down typical organizational needs around a PMO 

and tells you how agile methods can help accelerate phases related to establishing a PMO. 

This paper argues that these may still be a steppingstone for the future agile adaptations in 

PMO operations and thus, it lays its focus on what are essential processes needed to form a 

PMO which can effectively integrate with organization operations.  

Ershadi et al. (2021) have rightly indicated that construction activities, particularly 

waste generation, have environmental and ecological effects. Customer demands and regu-

lations for environmental criteria have compelled contractors to embrace more sustainable 

operations. Sustainable procurement management considers the environmental impacts in 

procurement decisions with an objective to achieve positive environmental results. In con-

trast to prior research, which has been focused on the public sector in terms of green procure-

ment, this study is concerned with internal capacities of private businesses as strong manage-

ment structures—Project Management Offices. This study aims at identifying the require-

ments of sustainable project procurement and exploring how PMOs can help satisfy them 

within the private sector. The findings imply that PMOs enhance the quality of collaboration 

and decision-making over sustainable procurement by defining 17 standards of sustainability 

and providing their insights on how to adopt sustainable behavior. 
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Successful and enduring PMOs in today's environment are agile and adjustable. At 

Fonterra, its PMO went through a good deal of change by reviewing the current state and 

formulating a comprehensive plan of improvements to attain its vision (Farid, 2021). The key 

to working through the challenges and defining a clearer approach was strong leadership, 

support, and engagement. Farid (2021) discusses the need for a PMO roadmap, the critical 

success factors, the eight steps to generate one, and the rewards and lessons learned along 

the way. The results help support the thesis by providing hands-on examples of PMO imple-

mentation as well as highlighting the need for maturity assessment, role definition, process 

evaluation, and structured implementation strategy. 

The data envelopment analysis (DEA) efficiency study on PMOs by Ko & Kim 

(2019) provides insights that would be relevant to improve PMO implementation in A & E 

Construction. It examines elements that influence PMO efficiency, which emphasize the need 

for project portfolio management maturity (PPMM) and strategic alignment with business 

objectives. The findings show that enhancing PPMM and strategic alignment can be done; 

therefore, there is great potential for considerable improvement in PMO efficiency and over-

all performance. 

The literature by Oliveira & Fernandes (2017) identifies that the project management 

methods are increasingly being recognized to improve organizational performance. Many 

organizations have created a project management office as an initiative to centralize project 

management and improve the delivery of projects. A lot of PMO types and functions have 

been presented, but a business finds it difficult to decide on exactly which functions to apply. 

Even though some roles are pre-defined in literature, real applications are different. This 
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paper gives specific functions of a supportive PMO in regard to establishing and implement-

ing project methodology, supportive tools, and enhancing the competencies related to project 

management in an engineering and construction organization. The findings that are presented 

help to get a better understanding of how to implement a PMO within a construction firm by 

guiding roles, processes, and strategies for implementation to achieve improvement in ma-

turity for project management. 

The book by Fewings & Henjewele (2019) is consistent with maturity analysis objec-

tives of a construction company, establishment of roles and duties within PMO, procedures 

for project management evaluation, and an implementation plan. The insights which will be 

gained on how technology impacts the management of projects will help in avoiding probable 

issues and ensuring a smooth integration of PMO into A & E Construction.  

The bibliographical study by Philbin (2018) investigates how a Project Management 

Office (PMO) might improve project delivery by standardizing processes and best practices, 

especially in collaborative research settings. It emphasizes the PMO's responsibility in man-

aging multidisciplinary teams, coordinating with partners, and maximizing project impact. 

The study presents a case study of a PMO implementation in a higher education institution, 

providing managerial insights and crucial success elements for integrating a PMO into joint 

research projects. This study will help to define methods for adopting a PMO in A & E Con-

struction, assisting with objectives like as maturity evaluation, role definition, process as-

sessment, and implementation planning. 

 

2.3.3 Other theory related to the topic in study 
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Research done by Sani et al. (2018) can help support the PMO proposal for A & E 

Constructions as it identifies the critical success factors (CSFs) that are critical for the transfer 

of tacit knowledge in construction companies in lean and agile processes. Critical factors 

identified include organizational trust, motivation, leadership, and business strategies. It pro-

vides new insight into the CSFs of knowledge transfer, which is critical for construction to 

support strategies in building a Project Management Office within Belizean construction 

businesses by means of increasing awareness of effective management practices and organi-

zational capabilities. 

In addition, the research done by Hopkinson (2010) supports the proposal for establish-

ing a Project Management Office within the construction company by emphasizing the im-

portance of mature risk management practices. It describes support from a formal framework, 

the Project Risk Maturity Model, that helps in the evaluation and improvement of risk man-

agement capability. It points out a strategy for recognizing strengths, places for improvement, 

and specific requirements within procedures related to project management. It gives relative 

comparison with the recognized standards and provides the stages through which improve-

ment can be achieved; hence, it is easier to design an effective PMO implementation strategy 

that enables its integration to match operational needs of the company while maximizing 

project performance. 
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3 METHODOLOGICAL FRAMEWORK 

3.1 Information sources 

The sources of information refer to the variety of materials and references through 

which the data are gathered, and the arguments or the claims are arranged within academic 

research, professional reports, or other forms of academic works. These sources include a 

wide variety of formats, among them scholarly articles, books, conference papers, reports, 

websites, and primary documents. It therefore calls to understand different sources of infor-

mation and how to utilize them effectively for detailed research work in content creation with 

credibility and authority. As emphasized by recent scholars, the selection, evaluation, and 

integration of appropriate information sources play pivotal roles in shaping the quality, va-

lidity, and reliability of scholarly discourse, and contribute significantly to the advancement 

of knowledge within respective fields of study (Kerzner, 2017; Too & Weaver, 2014; PMI, 

2021; Bredillet, 2019).  

For this thesis on the proposal of a Project Management Office (PMO) in a construction 

company in Belize, the specific sources will include recent studies on PMO frameworks and 

their effectiveness in construction management, industry reports on construction project per-

formance, case studies of PMO implementations in similar contexts, and standards and guide-

lines from professional project management bodies. The Project Management Institute's 

PMBOK Guide (PMI, 2021), for example, will provide a comprehensive set of standards and 

practices regarding PMO implementation. Meanwhile, recent empirical studies by Aubry et 

al. (2017) and Müller et al. (2019) have both shone new light on the way PMO affects the 
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performance of projects. Additionally, data and case studies relevant to the construction sec-

tor in Belize shall be reviewed from industry-specific reports by organizations like the Con-

struction Industry Institute. All of these sources shall ensure a well-rounded and evidence-

based approach towards the research study to provide an in-depth understanding of what 

would be required to ensure the successful implementation of PMO at A & E Construction. 

Primary sources 

3.1.1 Primary sources 

Primary sources are described by Leavy (2017) as original material, or records 

of events, that are firsthand and upon which there is no room for interpretation or 

commentary. Primary sources represent the initial presentation of information or orig-

inal thinking. These sources usually carry ideas which turn out to be the stem of a 

research. Some examples of primary sources are journal articles, government reports, 

personal narratives, interviews, and conference proceedings. The primary source for 

extracting firsthand information about current project management practice and is-

sues will be interviews with key stakeholders at A & E Construction such as Project 

Manager and Project Assistant. Arguably, the primary sources shall provide complete 

comprehension of the specific needs and context of A & E Construction that will help 

in ensuring that the proposed PMO framework is going to customized to address the 

unique company needs and projects.  
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3.1.2 Secondary sources 

 

Chart 1 outlines the information sources applied towards the accomplishment 

of the specific objectives set in the PMO proposal. Differentiation between pri-

mary and secondary sources is made, hence providing a complete view of the re-

search methods and materials used to achieve the purpose of gathering infor-

mation. The primary sources include face-to-face interviews and official docu-

ments, while the secondary sources are represented by numerous academic arti-

cles, books, and guidelines on project management and PMO implementation.  

 

Chart 1 

 

Information Sources  

 

Objectives Information sources 

Primary Secondary 

To evaluate the maturity 

of A & E Construction to 

identify its strengths, ar-

eas that need improve-

ment, and specific needs. 

1. Interviews with 

key staff from A & 

E Construction 

(e.g., managers, 

project leads).  

2. Official docu-

ments from A & E 

Construction. 

3. Surveys distrib-

uted to of A & E 

Construction Pro-

ject Manager to 

gather quantitative 

PMBOK Guide, 7th Edition.  

Akel et al. (2011).  

Aubry et al. (2017). 

Backlund et al. (2014). 

Marzouk et al. (2012). 

Backlund et al. (2015). 

Pennypacker & Grant (2002). 
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data on maturity 

levels. 

To define what a Di-

rective PMO is, as it is 

the recommended PMO 

type for A & E Construc-

tion.  

 

1. Case studies of 

Directive PMO 

implementations 

in the construction 

industry to under-

stand real-world 

applications and 

outcomes. 

2. Internal meet-

ings and focus 

groups with A & E 

Construction's 

management and 

project staff to 

align on the expec-

tations and adapta-

bility of a Di-

rective PMO. 

PMBOK Guide, 7th Edition. 

Saha (2024). 

Snorradóttir (2014).  

Philbin (2016). 

PM Majik (n.d.)  

To define the roles and 

responsibilities within the 

PMO framework to en-

sure role clarification and 

accountability. 

1. Interviews with 

project manage-

ment staff and HR 

personnel. 

2. Company policy 

documents and 

role descriptions. 

PMBOK Guide, 7th Edition. 

Kerzner (2017).  

Bredillet (2019).  

Müller et al. (2019). 

Ichsan et al. (2023) 

Zein (2010). 

Ershadi et al. (2021). 
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3. Case studies of 

PMO implementa-

tion in similar con-

struction compa-

nies. 

To assess the project 

management processes of 

the construction firm as 

well as pinpoint any defi-

ciencies or opportunities 

for improvement. 

1. Observations of 

project manage-

ment practices.  

2. Process docu-

mentation and re-

ports. 

3. Benchmarking 

studies comparing 

A & E Construc-

tion’s processes 

with industry 

standards. 

PMBOK Guide, 7th Edition. 

Oliveira et al. (2017). Farid (2021). 

Thunberg et al. (2017). 

Oyewobi et al. (2015).  

To develop an implemen-

tation plan for the PMO 

that focuses on addressing 

potential challenges and 

facilitates a smooth inte-

gration into the operations 

of the construction com-

pany. 

1. Interview strat-

egy sessions with 

Project manage-

ment team and 

senior manage-

ment.  

2. Internal surveys 

to gather input 

from employees 

on perceived chal-

Too & Weaver (2014).  

Saini et al. (2018). 

Merla (2005). 

Bhandari (2022).  

Alqahtani (2019). 
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lenges and sugges-

tions for the PMO 

integration. 

3. Interviews with 

external PMO ex-

perts who have 

successfully im-

plemented PMOs 

in similar organi-

zations to gather 

insights and best 

practices. 

Note: From Author, self-produced 

3.2 Research methods 

Research methods involve a systematic approach used in data collection, analysis, and 

interpretation to drive the understanding of a given phenomenon. (Creswell & Creswell, 

2018). In this PMO proposal, three of the common methods to be utilized will be qualitative, 

quantitative, and mixed methods. Qualitative research will involve taking an all-inclusive 

approach to exploring and describing phenomena through narratives, observation, interpre-

tation, and analysis. Meanwhile, quantitative research will entail numerical data and subse-

quently the process of using statistical analyses to establish patterns, relationships, and pre-

dictions. Mixed methods research combines the elements of qualitative and quantitative ap-

proaches to have a comprehensive understanding of the research study since it uses both 

numerical and narrative data collection and analysis techniques.  
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3.2.1 Quantitative Method 

Quantitative research is a way of collecting and analyzing numerical data in a sys-

tematic process that unveils the existent patterns, relationships, and predictions in a phenom-

enon (Apuke, 2017). Hence, this method relies on the statistical techniques in quantifying 

observations or elements and coming up with totally objective conclusions. Quantitative re-

search, therefore, brings two important dimensions into evidence-based choices in a number 

of different disciplines: objectivity and generalizability.  

 

3.2.2 Qualitative Method 

Qualitative research is a holistic approach to comprehend phenomena through the ex-

ploration of subjective experiences, meanings, and perspectives of concern (Flick, 2018).  In 

contrast to quantitative method, focus is placed on deep exploration, interpretation and de-

scription and never on quantification (Merriam & Tisdell, 2016). Qualitative method aims to 

capture human behavior, social interactions, and cultural phenomena through interviews, ob-

servations, and document analyses. Most commonly, findings from qualitative research con-

tribute to theory development, offering better insights. 

 

3.2.3 Mixed Method  

Mixed methods research involves the infusion of both qualitative and quantitative 

methods in one study so that researchers can collect and analyze both numerical and narrative 

data in order to address research questions (Creswell & Plano Clark, 2018). This is an ap-

proach that gives a dimension of holism and, more importantly, it abates the biases that are 
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likely to emanate from using one method. Researchers can cross-validate and enrich their 

findings and assure a more robust and comprehensive analysis by combining both methods.  

3.2.4 Observation Research 

An observational study is a research method that relies on the researcher's observa-

tions without interference or manipulation. These studies are typically qualitative and are 

often used in fields like hard science, medicine, and social sciences due to ethical or practical 

limitations on experiments. While they can be exploratory or explanatory, the lack of control 

groups makes it challenging to draw clear inferences, and there is a risk of confounding var-

iables and observer bias affecting the results. There are three main types of observational 

studies: cohort, case-control, and cross-sectional. Cohort studies follow a group of partici-

pants with a shared characteristic over time to observe outcomes. Case-control studies com-

pare two groups—one with a specific attribute and one without—to determine if the attribute 

is linked to a particular outcome. Cross-sectional studies analyze a population at a specific 

point in time to assess the prevalence of a condition or characteristic. These methods are 

commonly used to explore correlations in various fields of research (Scribbr, n.d.). 

 

3.2.5 Analytical Research  

Analytical research involves using critical thinking to assess data and information 

related to a project. It focuses on determining causal relationships between variables and aims 

to uncover the causes and mechanisms behind specific trends. This type of research is widely 

used by professionals to gather relevant information, develop new ideas, and support ongoing 

research. Analytical research can take various forms, including literary analysis, gap analysis, 
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surveys, clinical trials, and meta-analysis. Its primary importance lies in combining detailed 

information to develop credible new ideas, validating theories or hypotheses, and identifying 

the truth behind claims (Satter, n.d.).  

 

3.2.6 Statistical Research  

Statistical analysis is a systematic process that involves gathering, analyzing, inter-

preting, and presenting data to draw conclusions. It uses statistical tools to identify patterns, 

trends, and relationships within datasets, aiding in informed decision-making. Key aspects 

include data collection, exploratory data analysis (EDA), inferential statistics, statistical 

modeling, data visualization, and interpretation. 

The process starts with extracting and organizing raw data from various sources, en-

suring its quality through rigorous cleaning. Analysts then identify essential data by filtering 

out irrelevant information, focusing on variables most relevant to the analysis objectives. 

Innovative data collection strategies, such as surveys, experiments, and data mining, are em-

ployed to gather comprehensive data. Collaboration with experts ensures that the analysis 

aligns with organizational goals, making the insights more relevant and actionable. This col-

laborative approach helps refine analytical strategies and supports better decision-making 

based on the data (Timonera, 2024). 

Chart 2  

Research methods 

Objectives Research methods 

Quantitative 

Method   

Qualitative 

Method  

Mixed 

Method  

Observation Analyti-

cal 

Statistical 
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To evaluate 

the maturity 

of A & E 

Construction 

to identify its 

strengths, ar-

eas that need 

improvement, 

and specific 

needs. 

Surveys to 

gather numeri-

cal data on cur-

rent practices 

and maturity 

levels. 

Interviews 

with key staff 

and document 

analysis to 

gather in-

depth insights. 

Combining 

survey re-

sults with 

interview 

findings to 

provide a 

comprehen-

sive ma-

turity as-

sessment. 

Observations 

of current pro-

ject manage-

ment practices. 

Analyz-

ing the 

maturity 

model 

results to 

identify 

specific 

areas 

where 

the com-

pany 

falls 

short 

com-

pared to 

best 

practices. 

Perform a 

statistical 

analysis 

of survey 

data col-

lected 

from em-

ployees 

regarding 

current 

project 

manage-

ment 

practices. 

This in-

volves 

calculat-

ing the 

mean ma-

turity 

level to 

identify 

factors 

that most 

signifi-

cantly in-

fluence 

maturity. 
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To define 

what a Di-

rective PMO 

is, as it is the 

recommended 

PMO type for 

A & E Con-

struction.  

 

Use surveys to 

quantify the un-

derstanding and 

perception of a 

Directive PMO 

among the em-

ployees. 

Conduct inter-

views and fo-

cus groups 

with project 

manager and 

senior staff to 

explore their 

insights into 

the concept 

and benefits 

of a Directive 

PMO. 

Combine 

survey data 

on under-

standing of 

PMO type 

with quali-

tative inter-

views to 

get a com-

plete pic-

ture of the 

current 

knowledge 

and gaps 

about a Di-

rective 

PMO. 

Observe cur-

rent decision-

making and 

project over-

sight practices 

to compare 

with the char-

acteristics of a 

Directive 

PMO. 

Analyze 

industry 

standards 

and ex-

isting lit-

erature to 

clearly 

outline 

the at-

tributes 

and ben-

efits of a 

Directive 

PMO. 

Use de-

scriptive 

statistics 

on survey 

responses 

to meas-

ure 

aware-

ness and 

under-

standing 

of Di-

rective 

PMO 

charac-

teristics 

among 

staff. 

To define the 

roles and re-

sponsibilities 

within the 

PMO frame-

work to en-

sure role clar-

ification and 

accountabil-

ity. 

Survey to quan-

tify role clarity 

and accounta-

bility. 

Observations, 

process docu-

mentation re-

views, and in-

terviews. 

Integrating 

quantitative 

role assess-

ment re-

sults with 

qualitative 

interview 

insights. 

Observations 

of existing role 

allocations and 

responsibilities. 

Analyz-

ing case 

studies 

from 

other 

construc-

tion 

compa-

nies to 

identify 

common 

Analyze 

survey 

data on 

role clar-

ity and 

accounta-

bility. 
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roles and 

their im-

pacts on 

project 

success. 

To assess the 

project man-

agement pro-

cesses of the 

construction 

firm as well 

as pinpoint 

any deficien-

cies or oppor-

tunities for 

improvement. 

 Observations, 

process docu-

mentation re-

views, and in-

terviews. 

 Detailed obser-

vations of cur-

rent processes 

in action. 

Mapping 

out the 

existing 

work-

flows 

and com-

paring 

them to 

opti-

mized 

pro-

cesses. 

 

To develop 

an implemen-

tation plan for 

the PMO that 

focuses on 

addressing 

potential 

challenges 

and facilitates 

a smooth in-

tegration into 

the operations 

Surveys to 

gather quantita-

tive data on an-

ticipated chal-

lenges and inte-

gration readi-

ness. 

Qualitative 

feedback from 

project man-

agement team 

and senior 

management. 

Combining 

survey data 

with quali-

tative feed-

back to de-

velop a 

comprehen-

sive imple-

mentation 

plan. 

Observations 

of the imple-

mentation pro-

cess and poten-

tial integration 

challenges. 

Identify-

ing inter-

nal and 

external 

factors 

that 

could af-

fect the 

success 

of the 

PMO, 

such as 

Utilize 

simple 

descrip-

tive sta-

tistics to 

summa-

rize the 

survey 

data on 

antici-

pated 
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of the con-

struction 

company. 

existing 

manage-

ment 

practices 

or mar-

ket con-

ditions, 

and us-

ing these 

insights 

to create 

the im-

plemen-

tation 

plan 

chal-

lenges. 

Calculat-

ing the 

percent-

age of re-

spond-

ents who 

anticipate 

specific 

chal-

lenges 

like re-

sistance 

to change 

or re-

source al-

location 

issues. 

This will 

help pri-

oritize ar-

eas that 

need to 

be ad-

dressed 

in the im-
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plemen-

tation 

plan.  

Note: From Author, self-produced 

3.3 Tools 

Tools are defined as any instrument, method, software, or resource utilized for collec-

tion and processing data (Creswell & Creswell, 2018). These tools include an array of tangi-

ble and intangible elements such as survey instruments, statistical software, and theoretical 

frameworks, all set for proper and organized research in various fields. Only the tools rele-

vant to the purpose at hand are chosen for the fulfillment of the specific objectives as outlined 

in establishing a Project Management Office in at A & E Construction. 

Chart 3  

Tools 
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Objectives Tools 

To evaluate the maturity of A & E Con-

struction to identify its strengths, areas that 

need improvement, and specific needs. 

- Project Management Maturity Model 

(PMMM)  

- Survey  

- Structured interviews-   Interviews will 

be conducted with key personnel such as 

project manager and upper management. 

The interview questions will be designed 

around the Project Management Maturity 

Model (PMMM) framework to assess the 

organization's maturity level in project 

management. This will help identify 

strengths, areas needing improvement, 

and specific needs. 

To define what a Directive PMO is, as it is 

the recommended PMO type for A & E 

Construction.  

-Literature Review: A comprehensive re-

view of existing literature on PMOs, par-

ticularly the characteristics and benefits of 

Directive PMOs, will provide a theoretical 

foundation and context. 

-Case Studies: Analysis of case studies 

where Directive PMOs have been imple-

mented in similar industries or organiza-

tions. This can offer practical insights and 

examples of best practices. 

-Expert Consultations: Engaging with 

PMO experts or consultants to gather pro-
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3.4 Assumptions and constraints 

Assumptions are premises that are accepted as true without verification for the purpose 

of planning and executing a project (Kerzner, 2017). They give the baseline for planning and 

fessional opinions and advice on the suita-

bility and implementation of a Directive 

PMO in a construction context. 

To define the roles and responsibilities 

within the PMO framework to ensure role 

clarification and accountability. 

-Role clarification tools and responsibility 

assignment matrices (Kerzner, 2017)  

- Structured interviews with HR and pro-

ject management staff.  The questions will 

focus on understanding current role per-

ceptions, existing responsibilities, and any 

overlaps or gaps. The insights gathered 

will help in designing a clear and well-de-

fined responsibility assignment matrix. 

To assess the project management pro-

cesses of the construction firm as well as 

pinpoint any deficiencies or opportunities 

for improvement. 

- Observations and process documentation 

reviews  

- Structured interviews and feedback ses-

sions.  The interview questions will focus 

on specific process areas such as plan-

ning, execution, monitoring, and closing 

of projects. 

To develop an implementation plan for the 

PMO that focuses on addressing potential 

challenges and facilitates a smooth integra-

tion into the operations of the construction 

company. 

- Surveys to gather quantitative data on 

anticipated challenges 

- Qualitative feedback from project man-

agement team and senior management 

- Literature review to provide insight of 

existing research findings. 
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aid in making decisions. Constraints, on the other hand, are the limiting factors that restrict 

the project team's options in certain aspects such as scope, budget, schedule, resources, and 

quality requirements (Project Management Institute, 2021).  

 

Chart 4  

Assumptions and Constraints 

Objectives Assumptions Constraints 

1. To evaluate the maturity of A & E 

Construction to identify its strengths, ar-

eas that need improvement, and specific 

needs. 

It is assumed that management 

and key personnel will provide 

accurate and comprehensive in-

formation during interviews. 

Availability and 

completeness of 

past project data 

may be limited. 

2. To define what a Directive PMO is, as 

it is the recommended PMO type for A & 

E Construction.  

It is assumed that the literature 

and case studies reviewed will 

provide clear and relevant exam-

ples of Directive PMOs in similar 

industries. 

There may be lim-

ited examples or 

case studies specifi-

cally tailored to the 

construction indus-

try in Belize, which 

could impact the rel-

evance and applica-

bility of the Di-

rective PMO model. 

3. To define the roles and responsibilities 

within the PMO framework to ensure 

role clarification and accountability. 

Assumed that HR and project 

management staff will cooperate 

in defining roles and responsibili-

ties. 

Potential resistance 

to changes in roles 

and responsibilities 

within the organiza-

tion. 
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Objectives Assumptions Constraints 

4. To assess the project management pro-

cesses of the construction firm to identify 

deficiencies or opportunities for im-

provement. 

It is assumed that current process 

documentation is up-to-date and 

accurately reflects actual prac-

tices. 

Limited access to 

detailed process 

documentation and 

reports may hinder a 

thorough assess-

ment. 

5. To develop an implementation plan for 

the PMO focusing on addressing poten-

tial challenges and facilitating smooth in-

tegration. 

Assumed that key stakeholders 

will provide insights and feed-

back for a comprehensive plan. 

The scope of the im-

plementation plan 

may be compro-

mised by a lack of 

time and resources 

for thorough plan-

ning. 

Note: From Author, self-produced 

3.5 Deliverables 

Deliverables are unique products, results, or capabilities that a project must produce in 

order to ensure that work is completed (Project Management Institute, 2021). Deliverables 

are important to ensure that the project is done perfectly to meet the objectives and to satisfy 

the stakeholders. 

One of the major deliverables for the Final Graduation Project (FGP) is a proposal for 

the establishment of a PMO at A & E Construction. All deliverables are summarized in Chart 

5 below. 
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Chart 5  

Deliverables 

Note: From Author, self-produced 

 

4 RESULTS 

4.1. Maturity Level of A & E Construction 

To evaluate the maturity of A & E Construction to identify its strengths, areas that need im-

provement, and specific needs. 

Objectives Deliverables 

1. To evaluate the maturity of A & E Con-

struction to identify its strengths, areas that 

need improvement, and specific needs. 

Project Management Maturity Model: A 

detailed report that identifies the current 

project management maturity level.  

2. To define what a Directive PMO is, as it 

is the recommended PMO type for A & E 

Construction.  

Detailed Definition and Characteristics 

highlighting the PMO’s key characteris-

tics, functions and how it differs from 

other PMO types. 

3. To define the roles and responsibilities 

within the PMO framework to ensure role 

clarification and accountability. 

An updated organizational chart that dis-

plays the PMO's ideal structure 

4. To assess the project management pro-

cesses of the construction firm to identify 

deficiencies or opportunities for improve-

ment. 

A framework that incorporates best prac-

tices, lessons from existing PMO models, 

and all the benefits of the proposed PMO 

5. To develop an implementation plan for 

the PMO focusing on addressing potential 

challenges and facilitating smooth integra-

tion. 

An implementation plan for the PMO that 

outlines the essential processes and ac-

tions for setting up the PMO 
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This study aims to better understand how A & E Construction can assess the PM maturity 

in order to increase PM capabilities, by means of a project management maturity model as-

sessment. A project management maturity model is a tool used to assess an organization's 

capabilities and identify areas for improvement. The PM Solutions Project Management 

Maturity Model is a two-dimensional framework based on industry standards which can be 

observed below in Figure 5. The first-dimension measures maturity, while the second di-

mension identifies key areas of project management addressed, using PMI's ten knowledge 

areas. These areas are further decomposed into key components for a more precise determi-

nation of project management maturity (Pennypacker, 2002).  
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Figure  5 Project Management Maturity Model 

 

Note: From Project management maturity: an industry-wide assessment, by Pennypacker, J. 

S. & Grant, K. P., 2002, Project Management Institute, Inc. Permission not sought.  

 

The PM Solutions Project Management Maturity Model includes five levels of maturity as 

explained by Pennypacker (2002). The five levels are explained below:  

Level 1: Initial Process 
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The recognition of project management processes is limited due to lack of established 

practices and standards, and individual project managers are not held accountable. Doc-

umentation is loose and ad hoc, and management understands project definitions and 

accepted processes, but metrics are collected informally. 

 

Level 2: Structured Process and Standards 

Many project management processes within an organization are not considered an or-

ganizational standard and documentation exists on basic processes. However, there is 

no consistent understanding, involvement, or organizational mandate for all projects. 

Functional management is involved in larger and visible projects that are executed sys-

tematically. Basic metrics track cost, schedule, and technical performance, but data may 

be collected manually. Information available for project management is often a mix of 

summary and detailed level data. 

 

Level 3: Organizational Standards and Institutionalized Process 

Project management processes are established as organizational standards, involving 

clients as integral members of the project team. Management has institutionalized these 

processes and standards, with formal documentation existing. Management is regularly 

involved in input and approval of key decisions, documents, and project issues. Project 

management processes are typically automated, and each project is evaluated and man-

aged in light of other projects. 

Level 4: Managed Process 
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Project management involves considering past performance and future expectations, us-

ing efficiency and effectiveness metrics to make decisions and understand impacts on 

other projects. All projects, changes, and issues are evaluated based on cost estimates, 

baseline estimates, and earned value. Project information is integrated with other corpo-

rate systems for optimized business decisions. Processes and standards are documented 

to support these metrics. Management understands its role in the project management 

process and executes it well, differentiating management styles and requirements for 

different project sizes/complexities. Project management processes and standards are 

linked into other corporate processes and systems.  

 

Level 5: Optimizing Process 

Project management processes are actively improved through regular examination of 

lessons learned and improvement of processes, standards, and documentation. Manage-

ment and the organization prioritize continuous improvement and use metrics collected 

during execution to understand project performance and make future management deci-

sions. This approach ensures effective project management and continuous improve-

ment. 

 

A 3PM Maturity Assessment tool developed by Sean Whitaker from Crystal Consulting 

was utilized to evaluate the maturity of A & E Construction to identify its strengths, ar-

eas that need improvement, and specific needs. This tool stands out from other compli-
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cated options by streamlining the process through an easy-to-use set of questions in Mi-

crosoft Excel, providing a clear overview of strengths and areas for improvement. Alt-

hough the tool introduced several additional areas, the focus remained on ten specific 

knowledge areas, as outlined by the PMBOK 6th Edition (2021). The assessment tool 

involved having the Project Manager fill out a questionnaire with 52 questions (As seen 

in Appendix 5) and rate them based on levels one to five. A zero signified that organi-

zation does not need the element. Figure 6 below shows the 3PM score based on the ten 

knowledge areas and how they are utilized in A & E Construction, according to the Pro-

ject Manager.  

Figure  6 3PM Score by Knowledge Area 

Note: From self-assessment tool. Own creation. 
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In analyzing the scores achieved in each knowledge area of project management, the results 

reveal the current maturity level of the processes within the organization. These findings are 

supported by interviews conducted with key staff from A & E Construction, including the 

project manager, general manager, project assistant, and members of the project team. The 

insights gained from these interviews further illuminate the organization's current practices 

and areas for improvement. Below is a breakdown based on the scores and supported by 

relevant literature. 

Scope Management: 

The score of 2.83 indicates a moderate level of competency in managing the project scope. 

According to the project manager, while scope management processes exist, they are not 

formalized, which aligns with Backlund et al. (2015) findings that formalized processes are 

critical to success. This knowledge area covers scope planning, requirements gathering, and 

scope validation; however, a lack of standardized scope management plans limits effective-

ness. 

To further interpret the responses from the project manager at A & E Construction, it is im-

portant to examine the ratings given to individual questions in the questionnaire. For exam-

ple, the project manager rated the question, "Does your organisation describe how project 

requirements will be gathered and documented?" with a 3, indicating that while the organi-

zation has this process in place, it is not always applied consistently or appropriately. This 
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inconsistency can lead to challenges in ensuring that project requirements are clearly under-

stood and adhered to throughout the project lifecycle, potentially causing issues such as scope 

creep or misalignment with client expectations. 

Similarly, in response to the question, "Does your organisation describe how project require-

ments will be checked, monitored, and how changes to them will be assessed?" the project 

manager also rated it a 3. This signifies that although A & E Construction does have mecha-

nisms for monitoring and assessing changes to project requirements, they are not always uti-

lized effectively. This lack of consistent application could hinder the ability to maintain tight 

control over project scope, leading to deviations from original project objectives. 

Moreover, for the question, "Does your organisation describe how the work breakdown struc-

ture will be checked, monitored, and how changes to it will be assessed?" the project manager 

rated it a 2. This lower score suggests that while there is some awareness of the importance 

of monitoring the WBS and tracking changes, the process is not implemented consistently. 

This could result in challenges with scope control and project execution, as a well-managed 

WBS is crucial for maintaining project structure and ensuring that all project tasks align with 

the original scope. 

Communications Management: 

A score of 3.25 suggests that communication practices are solid but there remains room for 

improvement. During interviews, staff indicated that communication is often ad hoc but gen-

erally effective in ensuring information flow between stakeholders (personal communication, 



80 

 

September 23, 2024). Aubry et al. (2017) supports the idea that structured communication 

can lead to better stakeholder engagement and project outcomes. 

The Project Manager at A & E Construction rated the question, “36. Does your organization 

describe how project communications will be defined and documented?” with a score of 3. 

This rating indicates that while A & E Construction does have processes in place for defining 

and documenting project communications, these processes are not always used consistently 

or appropriately. This suggests room for improvement in ensuring that communication plans 

are applied more uniformly across different projects. 

However, for the question, “39. Does your organisation describe the use of communications 

management software?” the Project Manager rated it with a 4. This higher rating signifies 

that A & E Construction has not only adopted communication management software but also 

uses it competently and consistently. The presence of such software likely aids in centralizing 

communications, making it easier for the team to track and distribute information. However, 

there is still some potential for growth, as a score of 5 would reflect exemplary use. 

Cost Management: 

The score of 3.00 reflects adequate control over cost management. However, the general 

manager expressed concerns over the lack of real-time financial monitoring, which occasion-

ally leads to budget overruns (personal communication, September 23, 2024). According to 

Marzouk et al. (2012), formal cost estimation and tracking processes are essential for organ-

izational maturity. 
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In analyzing the questionnaire responses provided by the Project Manager at A & E Con-

struction, some key insights emerge. For example, when asked, "23. Does your organization 

describe how the project budget forecast will be checked, monitored and how changes to it 

will be assessed?", the Project Manager rated this question with a 4. This indicates that A & 

E Construction does have processes in place to describe how project budgets are managed 

and consistently uses these processes competently. This is a positive sign of maturity in cost 

management practices. 

However, the response to the question "24. Does your organization require the use of earned 

value management techniques for monitoring cost and/or time?" was rated with a 3 suggest-

ing that while earned value management techniques are in place, they are not always applied 

appropriately or consistently across all projects. This highlights an area where improvements 

could be made to ensure consistent usage of advanced cost monitoring techniques. 

Integration Management: 

The score of 2.11 suggests that Integration Management is underdeveloped. Interviews with 

staff revealed that there is no consistent approach to integrating project elements, with project 

charters and change control processes rarely implemented (personal communication, Sep-

tember 23, 2024). Backlund et al. (2015) emphasizes that consistent integration processes are 

essential for aligning projects with organizational goals. 

The Project Manager at A & E Construction rated the question, “3. Does your organization 

describe how the project charter is prepared and authorized?” with a 1. This rating signifies 
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that A & E Construction does not currently have or use a formal process for preparing and 

authorizing project charters nor is there significant awareness of the importance of this ele-

ment within the organization. 

Additionally, the question “7. Does your organization describe the approved project change 

control process?” also received a rating of 1. This suggests that the company lacks a struc-

tured change control process and is not actively aware of its need, highlighting a critical area 

where development is required to ensure changes are managed effectively throughout the 

project lifecycle. 

Furthermore, the Project Manager rated the question, “9. Does your organization describe 

how project configuration management and version control will occur in the project?” with 

a 2. This means that while the organization recognizes the importance of configuration man-

agement and version control, they do not have a consistently applied process, indicating a 

need to formalize these elements to avoid potential project misalignment. 

Quality Management: 

The score of 3.20 suggests fairly strong quality control measures. The project team acknowl-

edged that formal quality management plans are not in place, and oversight is mostly reactive 

(personal communication, September 23, 2024). Akel et al. (2011) emphasizes the im-

portance of continuous improvement and agile quality management, which is currently lack-

ing in organizations. The Project Manager at A & E Construction rated the question “29. 
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Does your organization describe how quality control will be defined, inspected, and docu-

mented on the project?” with a 3, indicating that while the organization does have procedures 

in place for quality control, they are not always consistently applied. This inconsistency sug-

gests that there may be opportunities for improvement in ensuring that quality control pro-

cesses are regularly and effectively implemented. 

Resource Management: 

With a score of 2.50, Resource Management requires improvement. According to interviews, 

resource allocation is often done informally, leading to delays and inefficiencies in project 

execution (personal communication, September 23, 2024). This aligns with Backlund et al. 

(2014) argument that a formal resource management plan is crucial for efficient project de-

livery.  

The Project Manager rated the question “32. Does your organization describe how the num-

bers and experience of people required to complete the work will be estimated?” with a 3, 

which suggests that while there is some awareness and use of resource estimation processes, 

these practices are not always applied consistently or appropriately. Additionally, the Project 

Manager rated the question “34. Does your organization describe how the project team mem-

bers will be recruited, developed, and managed?” with a 2, meaning that these processes are 

recognized but are either underutilized or lack a formalized approach. This reflects the need 

for a structured resource management plan that ensures both the recruitment and development 

of team members are handled more systematically to avoid inefficiencies. 
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Procurement Management: 

The score of 2.75 reflects moderate performance in Procurement Management. The general 

manager stated that procurement decisions are usually made on an as-needed basis, without 

a formal procurement strategy (personal communication, September 23, 2024). Establishing 

formal procurement practices, as suggested by Aubry et al. (2017), would enhance efficiency 

and transparency. 

Stakeholder Management: 

A score of 2.25 indicates that formal processes for Stakeholder Management are lacking. 

Interviews revealed that stakeholders are generally identified based on historical information 

rather than a structured analysis, and no formal engagement plans are in place (personal com-

munication, September 23, 2024). Backlund et al. (2015) recommend formal stakeholder 

analysis and engagement processes to ensure project success. 

When asked, "Does your organization describe the processes and strategies for managing and 

influencing project stakeholder expectations?" the Project Manager rated it a 2. This rating 

reflects that while the organization is aware of the need for these processes, they do not con-

sistently implement or fully utilize them. Similarly, the question, "Does your organization 

describe how the stakeholder register will be monitored and changes to it assessed?" was also 

rated with a 2, suggesting that while there is an understanding of the importance of monitor-

ing the stakeholder register, there is no consistent process for doing so. 



85 

 

Schedule Management: 

The score of 3.67 highlights a relatively mature approach to scheduling. Staff interviews 

revealed that while schedules are generally well-managed, there are occasional delays due to 

resource allocation issues (personal communication, September 23, 2024). Backlund et al. 

(2014) notes that refining schedule management can help maintain project timelines more 

effectively. 

When asked, "Does your organization describe how the project schedule will be checked, 

monitored, and how changes to it will be assessed?" the Project Manager rated it a 4 indicat-

ing that A & E Construction has appropriate processes in place and applies them consistently 

and competently. However, the question, "Does your organization describe and require the 

use of scheduling software?" received a rating of 3. This implies that although scheduling 

software is used, it is not applied as rigorously or consistently as it could be. The difference 

in these ratings suggests that while scheduling processes are mostly mature, there are still 

areas where consistency in the use of tools could be improved. 

 

Risk Management: 

A score of 2.00 reflects a significant gap in Risk Management. Interviews with the project 

team revealed that risk identification and mitigation are not prioritized, with risks being han-

dled reactively as they arise (personal communication, September 23, 2024). Marzouk et al. 
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(2012) emphasizes that a structured approach to risk management is essential for minimizing 

project disruptions. 

For the question, "Does your organization describe how risks will be identified, documented, 

and quantitatively assessed?" the Project Manager rated it a 2 indicating that while the or-

ganization acknowledges the need for risk identification and documentation, these processes 

are not consistently applied. The question, "Does your organization describe how identified 

risks will be monitored and how changes to the risk register will be assessed?" was also rated 

a 2 confirming that the monitoring and reassessment of risks are similarly inconsistent. This 

highlights a reactive approach to risk management, where risks are addressed as they arise 

rather than being proactively managed. 

Overall Maturity 

The overall score of 2.76, depicted in Figure 7, indicates moderate project management ma-

turity. Certain areas showed strength, such as Schedule Management and Communications 

Management, while others like Risk Management and Stakeholder Management need im-

provement. The interviews with key staff provided valuable insights into the organization’s 

processes, reinforcing the need for formalized procedures. 
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Figure  7 Overall 3PM Score 

 

Note: From self-assessment tool. Own creation. 

The establishment of a Project Management Office is key to improving overall project man-

agement maturity. A PMO could provide structure and standardization across all knowledge 

areas, ensuring consistency in scope, cost, and risk management. Akel et al. (2011) empha-

sizes that an agile approach to setting up a PMO can help organizations adapt to changing 

project demands while maintaining control over processes. Similarly, Aubry et al. (2017) 
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argues that a PMO enhances organizational project management by aligning project objec-

tives with business goals, thereby increasing overall efficiency and accountability. 

By centralizing project management practices, a PMO could enable A & E Construction to 

monitor real-time performance, streamline communication, and establish formal processes 

for risk and resource management. This would support continuous improvement and drive 

the organization toward higher maturity levels, as recommended by Backlund et al. (2015). 

In the long run, a PMO could help institutionalize best practices, leading to more predictable 

outcomes and a better alignment with stakeholder expectations. 

4.2. Directive PMO  

To define what a Directive PMO is, as it is the recommended PMO type for A & E Con-

struction.  

Introduction to Directive PMOs 

According to the Project Management Institute (PMI), PMOs can take multiple forms, each 

tailored to the needs of the organization (PMI, 2021). This flexibility allows PMOs to adapt 

to various roles, such as improving project management concerning cost, schedule, quality, 

and risk management, as well as aligning projects with strategic goals. By understanding the 

different configurations of PMOs, organizations can better leverage them to engage stake-

holders, develop talent, and realize value from their investments (PMI, 2021).  
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Saha (2024) discusses various types of Project Management Offices (PMOs) and categorizes 

them based on influence and position within an organization, referencing the Project Man-

agement Institute (PMI). 

Types of PMOs Based on Position: 

1. Individual PMOs: Support single projects or programs and oversee every stage from 

start to finish. 

2. Departmental PMOs: Support projects within a single department like an IT PMO, 

enhancing project delivery capabilities in that department. 

3. Enterprise PMOs (EPMOs): Create processes and methodologies to improve project 

performance across the entire organization which provides a high-level view of the 

project portfolio for strategic alignment. 

 

Types of PMOs Based on Influence: 

1. Supportive PMOs: They play a passive, consultative role, provide templates, best 

practices, training, and resources but with little control over projects. 

2. Directive PMOs: These PMOs have the highest level of influence, they directly man-

age projects, and ensure adherence to centralized data, practices, and controls. 

3. Controlling PMOs: They are a middle ground and enforce standards through frame-

works and intervene when necessary to correct errors or inefficiencies. 

 

The Directive Project Management Office (PMO) is the recommended PMO type for A & E 

Construction, due to its structured approach and direct influence over project management 
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practices. A Directive PMO offers a centralized approach to project management, positioning 

itself as the authoritative body that manages all aspects of project execution. In this structure, 

project managers are not just overseen by the PMO but are integral to it, reporting directly to 

the office and being assigned to projects based on organizational priorities. This setup allows 

the Directive PMO to exert full control over projects, setting methodologies, KPIs, and pol-

icies, which results in greater uniformity and higher standards across all initiative. This level 

of control is especially important in industries requiring high levels of standardization, such 

as construction (Snorradóttir, 2014). 

 

The Directive PMO undertakes a variety of activities including defining project methodolo-

gies, whether Agile, Kanban, or Waterfall, ensuring that each project follows a cohesive pro-

cess. It also standardizes project KPIs and policies around resource allocation, procurement, 

and continuity which provides consistency in project delivery. With all projects managed 

directly under its purview, the PMO can identify and implement process improvements and 

direct resources more effectively based on data-driven insights (PM Majik, n.d.). 

 

Advantages of a Directive PMO  

There are several significant advantages to using a Directive PMO. First, the Directive PMO 

promotes alignment across projects and teams. This standardization simplifies communica-

tion with both internal team members and external stakeholders, reducing confusion and en-

abling smoother collaboration (Philbin, 2018). Additionally, because the Directive PMO cen-
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tralizes control, it reduces departmental conflicts and makes resource allocation more effi-

cient. Project teams only need to be trained on one set of tools, making it easier to assign 

resources where needed and reducing onboarding time for new projects (PM Majik, n.d.). 

 

The Directive PMO model is especially useful in highly project-oriented organizations such 

as those that deliver projects directly to clients. In such environments, having a Directive 

PMO means that the organization can maintain high standards in project management, en-

suring consistency in quality and approach. Furthermore, the level of accountability within a 

Directive PMO is high as it holds responsibility for project success or failure, making it easier 

for C-suite executives to assess project outcomes and performance (PM Majik, n.d.). 

 

Directive PMO Structure and Responsibilities 

A Directive PMO centralizes expertise allowing skilled project managers to be readily avail-

able for any project which shortens the time from project commissioning to execution. By 

ensuring all managers share the same skill set and work within the same frameworks, the 

Directive PMO creates a harmonious environment conducive to effective project delivery, 

particularly in scenarios that involve substantial stakeholder engagement (PM Majik, n.d.). 

 

Saha (2024) mentions that Directive PMOs exert a high degree of influence on projects by 

directly managing them. Rather than simply offering guidance, tools, and frameworks as 

needed, they actively oversee projects from start to finish. This centralized oversight allows 
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Directive PMOs to leverage their data, analytics, and best practices, which can reduce the 

likelihood of project failure (Saha, 2024).  

 

A Directive PMO’s involvement does not stem from a lack of trust in project teams. As Saha 

(2024) mentions, a Directive PMO can be highly effective in industries with strict regula-

tions, such as fintech or construction, where having project teams report directly to the PMO 

can provide greater oversight and ensure compliance. Therefore, for a construction company 

like A & E, implementing a Directive PMO could be especially advantageous. The construc-

tion industry frequently faces challenges related to safety, regulatory compliance, and project 

deadlines. A Directive PMO would provide A & E with a centralized authority capable of 

enforcing standardized procedures across all projects, reducing risks and improving project 

coordination.  

 

In addition to managing the tools and training offered to teams, directive project management 

offices (PMOs) are responsible for overseeing the resources and timelines of individual pro-

jects. Unlike supportive or controlling management models, the directive PMO takes charge 

of the outcomes for each initiative. 

 

Survey Insights on Directive PMO Awareness 

Philbin’s (2018) work underscores the importance of aligning PMO perceptions and aware-

ness with organizational roles. Thus, to quantify the understanding and perception of a Di-
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rective PMO among staff, a survey (See Appendix 6) consisting of ten questions was distrib-

uted to key members of the construction team, including the Site Manager, Project Manager, 

Project Assistant, and Engineer. The survey responses provided insights into how each role 

perceives the Directive PMO, particularly in terms of awareness, impact, and expectations. 

 

When asked if they had heard of a Directive PMO before this survey, responses varied 

slightly. As depicted in Figure 8, the Site Manager and Project Assistant indicated that they 

had not heard of it before, suggesting that these roles may have had less exposure to struc-

tured project management methodologies. In contrast, both the Project Manager and the En-

gineer had heard of a Directive PMO, indicating some prior awareness, though not neces-

sarily in-depth familiarity. 

Figure  8  Have you heard of a Directive PMO before this survey? 

 
 

In terms of familiarity with the concept, the Site Manager and Project Assistant expressed 

that they were “not familiar at all” with a Directive PMO. This unfamiliarity suggests that 
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these roles may require a foundational introduction to its structure and objectives. The Project 

Manager reported being “somewhat familiar” with the concept, likely due to previous project 

management experience. The Engineer, meanwhile, felt only “slightly familiar,” which could 

imply limited exposure or awareness from previous projects or discussions. The results can 

be seen in Figure 9 below. 

Figure  9  How familiar are you with the concept of a Directive PMO? 

 
 

 

When describing what they thought a Directive PMO is, the responses reflect different inter-

pretations based on each role's responsibilities and experience. The Site Manager, not having 

much background knowledge, associated it with centralized project control and assumed it 

provided overarching management. The Project Manager described it as a centralized team 

responsible for establishing project standards and practices, indicating a more concrete un-

derstanding of its purpose. The Project Assistant, without detailed knowledge, assumed it 
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helps manage projects across the company, while the Engineer believed it involves organiz-

ing project processes, indicating they associate it with project organization and standardiza-

tion. 

 

In response to the question on key responsibilities of a Directive PMO in a construction en-

vironment, all roles unanimously identified that ensuring consistent project management 

practices is central to its role. This consistent response in Figure 10 implies that the team 

collectively understands the value of standardization and process consistency in enhancing 

project quality and coherence. 

Figure  10  In your opinion, what are the key responsibilities of a Directive PMO in a 

construction environment? 

 
 

In Figure 11, when asked if they believed a Directive PMO would benefit A & E Construc-

tion’s project management processes, all roles responded agreed that it would bring positive 
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changes. This shared belief across the team suggests an openness to structured support and 

an understanding that such an organization can lead to improvements in project outcomes. 

Figure  11  Do you believe having a Directive PMO would benefit A & E Construc-

tion’s project management processes? 

 
 

The next question explored how a Directive PMO might impact their specific roles, and each 

role identified different areas of improvement. The Site Manager felt that it would streamline 

their responsibilities by providing clearer guidelines. The Project Manager mentioned that it 

would make processes more efficient, allowing for a focus on higher-level tasks rather than 

day-to-day project logistics. The Project Assistant shared that it could ease their tasks by 

providing more precise guidance, while the Engineer saw it as a way to streamline processes 

so they could concentrate more on technical tasks. Together, these responses illustrate how 

each team member sees the potential benefits of a Directive PMO in aligning and clarifying 

their roles within the project framework. 
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Regarding what aspects of their daily tasks could be improved or supported by a Directive 

PMO, the Site Manager, Project Manager, and Engineer all expressed that additional re-

sources and process standardization would be helpful. Meanwhile, the Project Assistant fo-

cused on the standardization of processes and oversight as the key areas where a Directive 

PMO could make a difference. The results in Figure 12 indicate a shared understanding of 

the value of resources and uniformity, although each role may emphasize different opera-

tional needs. 

Figure  12  What aspects of your daily tasks could be improved or supported by a Di-

rective PMO? 

 
 

When considering challenges associated with implementing a Directive PMO, each team 

member acknowledged that it would likely require an adjustment period. The Site Manager 

anticipated that additional reporting requirements could demand extra time, potentially slow-

ing down immediate tasks. Both the Project Manager and Engineer foresaw an initial slow-
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down as the team learns to work within the new system, while the Project Assistant men-

tioned the time needed to adapt to new processes as a possible challenge. As Snorradottir 

(2014) mentions, challenges such as adaptation periods are common when introducing a cen-

tralized PMO. However, training sessions and support resources, such as a roadmap, could 

ease this transition 

In terms of their expectations from a Directive PMO, the Site Manager and Project Assistant 

expressed a need for guidance on project methodologies and resource support. On the other 

hand, the Project Manager and Engineer prioritized resource allocation, training, and meth-

odological support as their key expectations. These responses in Figure 13 reflect an interest 

in both resource support and access to project management expertise, with slight variations 

depending on the role’s responsibilities. 

 

Figure  13  What would you expect from a Directive PMO? 
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Finally, the team provided suggestions for successfully integrating a Directive PMO at A & 

E Construction. The Site Manager emphasized the importance of keeping processes simple 

and aligned with current workflows to facilitate smooth integration. The Project Manager 

and Engineer both suggested that training sessions would be essential to help everyone un-

derstand the new processes, indicating a desire for hands-on learning and support. Mean-

while, the Project Assistant proposed the provision of a roadmap or handbook, which would 

help all team members understand the changes and how to implement them effectively. These 

suggestions indicate a shared interest in support mechanisms that would enable the team to 

understand and adapt to the new Directive PMO structure with greater ease. 

 

Overall, the responses collectively suggest that while each role within the team has varied 

familiarity and understanding of a Directive PMO, there is a common acknowledgment of its 

potential benefits and a willingness to embrace the structural changes it may bring. 

 

 

4.3. Roles and Responsibilities within PMO Framework 

To define the roles and responsibilities within the PMO framework to ensure role clarifica-

tion and accountability. 

 

In today’s increasingly dynamic business environment, the role of the Project Management 

Office (PMO) has evolved significantly to meet the demands of greater uncertainty, acceler-

ated change, and heightened competition. Traditionally viewed as project overseers, PMOs 
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are now central to driving strategic initiatives and ensuring the realization of organizational 

benefits. As organizations operate in more complex environments where value creation must 

be fast and align with broader business objectives, the PMO’s responsibilities have expanded. 

These offices are now tasked not only with managing project portfolios but with orchestrating 

strategic conversations between senior leaders, business unit heads, product owners, and pro-

ject teams, ensuring that decisions are based on real-time insights into project performance, 

risks, and opportunities (PMI, 2021). 

 

The role clarification within the PMO framework is essential to ensure that all team members 

understand their specific responsibilities and how they contribute to the larger organizational 

goals. By focusing on critical initiatives with the potential to significantly impact the future 

of the organization, PMOs ensure that resources are concentrated where they are most 

needed. This shift has seen PMOs move from being mere project watchdogs to becoming 

facilitators of value-driven decision-making processes which enables corrections as needed 

to ensure the fullest possible realization of business outcomes (PMI, 2021). 

 

PMOs are instituting smarter and more streamlined processes that balance the need for ef-

fective governance with the flexibility required in today’s fast-paced environment. This 

"right-sizing" of processes means eliminating wasteful steps and fostering continuous im-

provement without stifling innovation or productivity. PMOs play a critical role in ensuring 

that communication, collaboration, and improvement happen consistently which enhances 

the organization’s capacity to respond to emerging challenges and opportunities (PMI, 2021). 
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Another key responsibility of PMOs is talent and capability development. By taking a more 

proactive role in recruiting and nurturing team members, PMOs help build technical and 

strategic management skills across the organization. This includes fostering leadership capa-

bilities within project teams to ensure that they can deliver not only on the technical aspects 

of projects but also drive broader organizational change (PMI, 2021). 

 

Moreover, PMOs are now positioned as change leaders that actively build a culture that sup-

ports change management as a critical competitive differentiator. This cultural shift ensures 

that organizations remain agile and resilient as well as capable of both driving and responding 

to change in ways that enhance performance and outcomes. As PMOs take on these expanded 

roles, role clarity and accountability become even more critical to their success. By clearly 

defining the roles within the PMO framework, organizations can ensure that every individual 

is aligned with the overall strategic vision, promoting both efficiency and effectiveness in  

delivering value (PMI, 2021). 

 

This section will delve into the specific roles within the PMO by examining how these roles 

can contribute to clearer governance structures, effective communication, and the successful 

realization of organizational benefits. Through a thorough definition of responsibilities, the 

PMO can ensure that each team member is held accountable for their contributions. 

 

Structured Interviews with HR and Project Management Staff 
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The focus of the structured interviews with HR and project management staff at A&E Con-

struction was to understand current role perceptions, existing responsibilities, and identifying 

any overlaps or gaps. Below is an in-depth analysis based on these interviews, supported by 

project management literature. 

 

1. Current Role Perceptions 

HR and Project Management Staff 

The HR department perceives its role as fundamental in recruitment, employee relations, and 

managing performance reviews. They see themselves as primarily administrative, ensuring 

the workforce remains stable, motivated, and compliant with labour regulations. However, 

the HR Coordinator mentioned feeling disconnected from the core operations of the project 

management process which led to some challenges in hiring specialized roles. This discon-

nect can hinder the HR department’s ability to hire individuals who align with the strategic 

goals of projects, especially since the HR team has minimal input into project-based require-

ments (Personal communication, October 9, 2024). 

 

The project management staff, on the other hand, view their responsibilities as heavily cen-

tered on planning, execution, and monitoring project progress. The Project Manager specif-

ically described feeling burdened by administrative tasks that could be delegated to Finance 

or other supporting departments. This perception stems from a lack of structured communi-

cation and collaboration between different departments in the organization, which could be 

addressed by the establishment of a Project Management Office (Kerzner, 2017). 
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2. Existing Responsibilities and Gaps 

Project Management Role and PMO Integration 

The Project Manager at A&E Construction is responsible for ensuring that projects are com-

pleted on time, within scope, and on budget. However, the role expands beyond traditional 

boundaries because the absence of a structured PMO means that the project manager also 

takes on tasks related to risk management, resource allocation, and even some procurement 

duties. The lack of a centralized PMO leads to inefficiencies in decision-making and report-

ing as project managers do not have clear guidelines or support mechanisms to delegate these 

tasks. This results in overextension especially as projects grow in complexity (Ichsan et al., 

2023). 

 

Without a fully functional PMO, the project manager struggles to implement standardized 

risk management frameworks. Currently, risks are identified and managed on a project-by-

project basis, often resulting in inconsistent practices and preventable issues (Personal com-

munication, October 9, 2024). Establishing a PMO would not only clarify roles but also 

help standardize risk management processes across projects, a necessity as highlighted by 

Bredillet (2019). 

 

HR's Role in Resource Management 
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The HR department’s role in resource management is primarily reactive. They are involved 

in hiring personnel but not in the strategic allocation of human resources to projects. Inter-

views revealed a significant gap in communication between HR and the project management 

teams, especially in terms of understanding project timelines and resource needs. Delays in 

recruitment and misalignments in skillsets can be detrimental to project success (Ershadi et 

al., 2021). 

 

The absence of HR’s involvement in resource forecasting and planning also creates chal-

lenges. HR staff noted that they often receive requests for new hires or replacements too late, 

which places unnecessary pressure on recruitment efforts. This issue could be mitigated by 

the PMO taking a more proactive role in integrating HR into the early stages of project plan-

ning, ensuring the right resources are allocated (Zein, 2010). 

 

Role Overlap between Project Manager and Other Departments 

A notable overlap was found between project manager and procurement officers. The Pro-

ject Manager frequently engages in procurement-related tasks, especially when urgent ma-

terials are needed on-site. This creates inefficiencies and detracts from the manager’s core 

responsibilities of overseeing project execution. Similarly, the procurement team feels that 

the lack of a clear decision-making structure in procurement and project management cre-

ates confusion, often leading to delays in acquiring essential materials (Personal communi-

cation, October 10, 2024). 
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The establishment of a PMO would address this overlap by clarifying the scope of responsi-

bilities for each role. In a well-structured PMO, the procurement officer would be responsi-

ble for all procurement tasks, while the project manager would only oversee these activities 

from a high level to ensure alignment with the overall project plan (Müller et al., 2019). 

 

Gap in Accountability for Risk and Performance Monitoring 

Another gap identified was in performance monitoring and accountability. Currently, no 

department is specifically responsible for consolidating project performance metrics, risk 

reports, or financial data. This makes it difficult for A&E Construction to make informed 

decisions or adjust course when necessary. As noted by Kerzner (2017), PMOs play a cru-

cial role in ensuring that there is a standardized approach to performance monitoring which 

is currently missing in A&E Construction’s operations. 

 

HR could play a more integral role in this aspect by managing the human resource elements 

of performance monitoring, such as tracking the utilization and efficiency of personnel on 

various projects. However, HR staff have noted that they currently lack the tools and au-

thority to implement such systems (Personal communication, October 10, 2024). The PMO 

could serve as the central hub for performance data, ensuring that HR has access to real-

time information on project staffing needs and workforce performance. 

 

3. The Need for Clarified Roles in the PMO Framework 
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The introduction of a PMO would allow for a more structured delegation of tasks. For in-

stance, HR’s role could evolve from simple recruitment and employee relations to actively 

participating in the resource planning process, ensuring the company has the right people at 

the right time. Similarly, the project manager would benefit from having a dedicated PMO 

to handle administrative tasks such as risk management and reporting, thus enabling them to 

focus on project execution (Zein, 2010). 

 

By defining roles within the PMO framework, A&E Construction can minimize overlaps and 

gaps, allowing each department to focus on its core competencies. This would also ensure 

that the company is better equipped to manage the complexities of modern construction pro-

jects, which require seamless integration of human resources, procurement, and project man-

agement functions (Ichsan et al., 2023). 

 

The structured interviews with HR and project management staff have highlighted significant 

gaps and overlaps in the current role distribution within A&E Construction. Without a cen-

tralized PMO, both HR and project management staff are forced to take on tasks outside their 

expertise, leading to inefficiencies. Establishing a PMO would clarify roles, improve com-

munication, and provide a framework for more effective resource management and risk mit-

igation, ultimately contributing to the success of construction projects at A&E. 
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Roles and Responsibilities Matrix 

 

The structured interviews with HR and project management staff have highlighted significant 

gaps and overlaps in the current role distribution within A&E Construction. The insights 

gathered helped in designing a clear and well-defined responsibility assignment matrix as 

seen in the chart below.  

 

Chart 6  

Roles and Responsibilities Matrix  

Responsibili-

ties 

Project Man-

ager 

HR Depart-

ment 

Procurement 

Officer 

PMO Director  

Project Plan-

ning 

Lead overall 

planning and 

execution. 

Assist in work-

force planning 

based on pro-

ject needs. 

Provide input 

on procure-

ment timelines 

for materials. 

Facilitate 

cross-depart-

mental com-

munication and 

define guide-

lines. 

Risk Manage-

ment 

Identify pro-

ject-specific 

risks. 

N/A Identify sup-

ply-related 

risks. 

Standardize 

risk manage-

ment across 

projects. 

Resource 

Management 

Coordinate 

project re-

sources. 

Recruit and al-

locate staff 

based on pro-

ject forecasts. 

Manage sup-

plier and ven-

dor resources 

for material 

availability. 

Oversee and 

optimize re-

source alloca-

tion with HR. 

Procurement Oversee high-

level procure-

ment needs for 

projects. 

Collaborate 

with procure-

ment to ensure 

staff meets pro-

curement time-

lines and labor 

requirements. 

Manage pro-

curement pro-

cess, ensuring 

timely deliv-

ery. 

Standardize 

procurement 

processes and 

guidelines. 

Performance 

Monitoring 

Track project-

specific met-

rics. 

Monitor HR-

related perfor-

mance (staff 

utilization). 

Ensure pro-

curement effi-

ciency and sup-

plier perfor-

mance. 

Consolidate 

overall perfor-

mance metrics 

(risk, budget, 

schedule). 
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Reporting Provide pro-

gress updates 

to senior man-

agement. 

Provide HR-re-

lated reports, 

including staff-

ing for pro-

curement 

needs. 

Submit pro-

curement status 

and issues. 

Prepare consol-

idated reports 

(costs, risks, 

performance). 

Decision-Mak-

ing 

Make key pro-

ject decisions 

(scope, time-

line). 

Provide input 

on HR impacts. 

Advise on pro-

curement feasi-

bility. 

Ensure deci-

sions align 

with strategic 

PMO guide-

lines. 

Issue Resolu-

tion 

Lead resolution 

of project-spe-

cific issues. 

Handle HR-re-

lated issues af-

fecting project 

timelines. 

Address supply 

chain or pro-

curement is-

sues. 

Coordinate in-

ter-depart-

mental issue 

resolution. 

Note: From Author, self-produced 

 

Proposed Directive PMO Structure for A & E Construction 

 

The Proposed Directive PMO Structure for A & E Construction, as shown in Figure 14, cen-

tralizes project management functions by establishing a cohesive framework that consoli-

dates decision-making, resource allocation, and risk management under a single entity known 

as the PMO. This structure ensures that all departments (Project Management, HR, Procure-

ment etc.) operate under unified guidelines and processes, thereby reducing redundancies and 

improving coordination across the organization. 
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Figure  14 Proposed Directive PMO Structure for A & E Construction 

 

Note: Proposed Directive PMO Structure for A & E Construction. Own creation. 

 

The PMO acts as a centralized hub that integrates communication between departments, fa-

cilitating collaboration and ensuring that resources, procurement, and risk management are 

handled consistently across all projects. This directive structure standardizes processes, such 

as performance monitoring and procurement, which were previously managed independently 

by each department, leading to inefficiencies. By centralizing these tasks, the PMO enables 

a streamlined, organization-wide approach that aligns with strategic objectives, improves 

project execution, and enhances accountability. 

 

This centralization fosters real-time oversight and allows the PMO to proactively address 

issues and ensure that decisions are made based on consolidated data, reducing constraints, 

and alignment with organizational goals. 
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4.4. Assessment of Project Management Processes at A & E Construction  

To assess the project management processes of the construction firm as well as pinpoint 

any deficiencies or opportunities for improvement. 

 

Observations of Project Management Practices 

The current state of project management at A & E Construction reveals several inefficiencies, 

as highlighted by staff feedback and observations. The absence of a Project Management 

Office (PMO) has led to unstandardized and inconsistent practices. Project teams work with-

out a clear framework, which results in fragmented communication, undefined roles, and 

poor delegation of responsibilities. This has further contributed to a lack of accountability 

across project phases. 

 

Personal communication on October 17, 2024, with key staff indicated frustration over the 

lack of formal processes for project oversight. Several team members reported inconsistent 

decision-making due to the lack of real-time project data or structured guidelines. There is a 

growing sentiment that introducing a PMO would centralize operations, provide clear guid-

ance, and mitigate the risks associated with the current disorganized project execution. The 

failure to establish clear lines of communication between project stakeholders such as inter-

nal teams, contractors, and suppliers has been a persistent issue. Staff reported that delays 

often arise because information is lost or miscommunicated, leading to project slowdowns 

and cost overruns. This can be traced back to the absence of dedicated project management 

tools for formal communication. 
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Process Documentation and Reports 

The documentation of project management processes at A & E Construction is minimal, with 

limited formalization of practices across projects. Reports on project progress, resource allo-

cation, and risk management are either inconsistent or missing. This lack of documentation 

hampers the company’s ability to measure performance, monitor project status and imple-

ment corrective actions when required. 

 

Current documentation practices lack a structured approach to capturing key metrics, such as 

project milestones, resource utilization, or budget adherence. Without formal reports, senior 

management finds it challenging to make informed decisions on project adjustments. A well-

documented process would serve as a vital tool for assessing project performance against 

predefined goals and objectives, thereby reducing uncertainties. 

 

Incorporating a PMO could resolve many of these issues by creating standardized templates 

for project reports which would ensure consistency and facilitate easier tracking of progress 

across all projects. The PMO could also introduce a digital platform for storing and sharing 

project documentation, thereby improving transparency and communication between teams. 

 

Benchmarking Studies: Comparison to Industry Standards 

A & E Construction’s project management processes fall short when compared to industry 

standards, particularly in areas such as risk management, resource allocation, and perfor-

mance monitoring. According to the Project Management Institute’s PMBOK Guide (2021), 
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effective project management should be grounded in structured processes, a comprehensive 

risk management framework, and robust communication plans—areas where A & E Con-

struction is currently lacking. 

 

One key deficiency is the company’s ad hoc approach to risk management. Industry standards 

emphasize the importance of identifying, assessing, and mitigating risks early in the project 

lifecycle. In contrast, A & E Construction tends to address risks reactively, often after they 

have already impacted project timelines or budgets. The absence of a formal risk manage-

ment framework increases the company’s vulnerability to project failures. 

 

Similarly, resource management practices at A & E Construction do not align with industry 

best practices. Effective resource management, as outlined by Oliveira et al. (2017), requires 

centralized control of resources to ensure that personnel, equipment, and materials are avail-

able when needed. A & E Construction’s decentralized approach to resource management 

results in inefficient use of labour and materials which contributes to delays and cost over-

runs. 

 

Finally, A & E Construction lacks a mature system for performance monitoring and report-

ing. According to Thunberg et al. (2017), consistent tracking of project performance is crucial 

for identifying potential issues early and making adjustments to ensure successful project 

outcomes. A & E Construction’s failure to implement a formal system for monitoring project 
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progress hampers its ability to identify areas for improvement and make data-driven deci-

sions. 

 

Opportunities for Improvement 

To address the deficiencies identified, A & E Construction must consider implementing sev-

eral changes to its project management processes. Establishing a PMO would be a critical 

first step in providing structure and consistency across projects. The PMO would introduce 

standardized project management practices including formalized risk management, resource 

allocation, and performance monitoring processes. 

1. Standardizing Project Management Practices: Introducing a unified framework 

would reduce the variability in how projects are executed. A PMO would centralize 

decision-making and provide clear guidelines for project execution, thereby minimiz-

ing confusion and improving communication between teams. 

2. Implementing Risk Management Protocols: Developing a structured risk manage-

ment framework would allow the company to proactively identify, assess, and miti-

gate risks. This would reduce the likelihood of project delays or failures due to un-

foreseen risks. 

3. Enhancing Resource Management: A centralized approach to resource allocation 

would ensure that the right resources are available at the right time. This would im-

prove project efficiency, reduce resource wastage, and lower overall project costs. 
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4. Developing a Performance Monitoring System: Establishing a formal system for 

tracking project performance would provide real-time data on project progress, re-

source utilization, and budget adherence. This would enable senior management to 

make informed decisions and take corrective actions when necessary. 

 

By addressing these deficiencies, A & E Construction would not only improve its project 

management processes but also enhance its ability to deliver projects on time and within 

budget, thereby improving client satisfaction and overall business performance. 

 

A & E Construction’s current project management processes exhibit several deficiencies, 

including the absence of standardized practices, poor resource management, and a lack of 

formal risk management. By establishing a PMO and aligning its processes with industry 

best practices, the company can improve its efficiency, reduce project delays, and better man-

age resources. The introduction of structured risk management, enhanced documentation, 

and performance monitoring systems would provide the company with the tools needed to 

deliver projects successfully and maintain its competitive edge in the construction industry. 

 

Mapping Current Workflows to Optimized Processes in a Directive PMO 

In order to enhance A & E Construction’s project management capabilities, it is crucial to 

assess the existing workflows and compare them with the optimized processes that would be 

implemented through a directive Project Management Office (PMO). This comparison high-
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lights key areas of inefficiency in the current approach and provides a roadmap for improve-

ment by introducing standardization, centralized control, and proactive management prac-

tices. Oyewobi et al. (2015) emphasizes the importance of integrating strategic performance 

measurement models to optimize organizational processes. In the construction industry, 

aligning project management practices with strategic goals ensures enhanced project out-

comes and efficiency. The following chart outlines the major differences between the current 

workflows and the optimized processes that a PMO would introduce, along with the potential 

impacts of these improvements. 

 

Chart 7 Comparing Existing Workflows to Optimized Processes in a Directive PMO 

Workflow Area Existing Workflow 

(Current State) 

Optimized Work-

flow (PMO-Driven 

State) 

Impact of Optimi-

zation 

Project Planning Ad hoc planning; 

lacks standardiza-

tion across projects 

Standardized plan-

ning process with 

templates and tools 

provided by the 

PMO 

Ensures con-

sistency, reduces 

delays caused by 

poor planning, im-

proves resource al-

location 

Risk Management No formal risk 

management; reac-

tive approach to is-

sues 

Proactive risk man-

agement frame-

work; regular risk 

assessments and 

mitigation strate-

gies 

Early risk detection, 

reduced likelihood 

of project delays or 

cost overruns 

Resource Alloca-

tion 

Decentralized re-

source manage-

ment; inefficient al-

location 

Centralized re-

source pool man-

aged by the PMO; 

optimized schedul-

ing and allocation 

Reduced resource 

wastage, improved 

efficiency, lower 

project costs 

Communication Fragmented com-

munication, no 

clear and formal 

Structured commu-

nication channels 

established by the 

Better collabora-

tion, fewer miscom-

munications, 
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lines between 

stakeholders 

PMO; regular status 

updates 

quicker issue reso-

lution 

Budget Manage-

ment 

Inconsistent track-

ing of project budg-

ets 

Standardized 

budget tracking and 

reporting with 

PMO oversight 

Improved cost con-

trol, better forecast-

ing, fewer budget 

overruns 

Performance 

Monitoring 

Irregular monitor-

ing; lack of real-

time data 

Continuous perfor-

mance tracking 

with defined KPIs 

and real-time re-

porting 

Improved decision-

making, timely cor-

rective actions, in-

creased project suc-

cess rates 

Documentation 

and Reporting 

Minimal and incon-

sistent documenta-

tion 

Comprehensive and 

standardized docu-

mentation templates 

provided by the 

PMO 

Enhanced transpar-

ency, easier project 

audits, better 

knowledge manage-

ment 

Change Manage-

ment 

No formal process 

for handling project 

changes 

PMO-established 

change control pro-

cess with clear ap-

proval pathways 

Reduced scope 

creep, better han-

dling of project var-

iations, minimized 

disruption 

Lessons 

Learned/Continu-

ous Improvement 

No formal mecha-

nism for capturing 

and applying les-

sons learned 

PMO-led reviews 

to capture lessons 

and integrate into 

future projects 

Continuous im-

provement, better 

project outcomes 

over time 

Stakeholder Man-

agement 

Inconsistent stake-

holder engagement 

PMO-led stake-

holder communica-

tion plan with de-

fined engagement 

strategies 

Increased stake-

holder satisfaction, 

better alignment 

with project goals 

Quality Assurance No standardized ap-

proach to quality 

management 

PMO-driven quality 

control process, 

regular audits, and 

quality metrics 

Improved project 

quality, fewer de-

fects, higher client 

satisfaction 

Note: From Author, self-produced 
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4.5. Implementation plan for the PMO at A & E Construction  

To develop an implementation plan for the PMO that focuses on addressing potential chal-

lenges and facilitates a smooth integration into the operations of the construction company. 

 

The successful integration of a Project Management Office into the operations of A & E 

Construction requires a strategic implementation plan that addresses potential challenges 

and aligns with the company's existing structure and culture. This objective was pursued by 

gathering insights from multiple data sources including interviews with the project manage-

ment and senior management teams, internal employee surveys, and consultations with ex-

ternal PMO experts. By synthesizing information from these diverse sources, this section 

presents a comprehensive analysis of the identified challenges and offers targeted recom-

mendations to facilitate the PMO's seamless integration.  

 

The responses to the survey (See Appendix 7) from A & E Construction staff provides in-

sights into perceived challenges and suggestions regarding the directive PMO integration. 

Respondents came from diverse departments including Project Management, Construction, 

Finance, and HR. This variety helps to ensure that perspectives across different areas are 

included, offering a holistic view of the anticipated challenges and support needs. Below is 

an analysis of each question based on the responses: 
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As depicted in Figure 15, when asked about the effectiveness of existing communication 

channels, responses showed that 40% found them "Not very effective," while 20% rated 

them as "Not effective at all." Another 20% rated communication as "Very effective," sug-

gesting a general dissatisfaction with current communication channels. This highlights a 

need for enhanced communication methods as part of the PMO integration to keep employ-

ees informed and engaged. 

Figure  15 Effectiveness of Communication Channels 

 

 

Staff members identified several challenges in Figure 16. The most common being "Lack of 

clear roles and responsibilities," selected by 60%. While 40% of respondents, respectively, 

were concerned about “Resource allocation issues,” “Communication gaps between depart-

ments,” and “Lack of training and support.” This feedback underscores the need for a struc-

tured approach addressing these specific areas, particularly regarding role clarity. In addition, 

consultations with external PMO experts who have successfully integrated PMOs into similar 

organizations underscored the importance of role clarity, structured training programs, and 
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phased implementation for a PMO (personal communication, October 28,2024). These ex-

perts highlighted that role ambiguity often leads to project inefficiencies. Too and Weaver 

(2014) argue that effective governance structures within PMOs are essential for successful 

project alignment and knowledge sharing. 

 

Figure  16 Challenges of Implementing the PMO 

 

In terms of resistance to change, 40% of respondents were "Somewhat concerned," while 

another 40% expressed "Neutral" feelings. In Figure 17, only 20% reported being "Not very 

concerned." This indicates that most employees are moderately aware of potential resistance, 

emphasizing the need for strategies to ease this transition and encourage acceptance. 

 

Figure  17 Resistance to Change 
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In Figure 18, a significant 60% of respondents felt that current resources are insufficient and 

additional support will be necessary. Another 40% believed resources were "Somewhat suf-

ficient but could use additional support." This feedback points to a clear need for additional 

resource allocation to facilitate a successful PMO integration. 

 

Figure  18 Current Resources for PMO Integration 
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When considering the impact of PMO integration on collaboration depicted in Figure 19, 

40% of respondents anticipated a "Significantly improve collaboration" in collaboration, 

while 60% expected "Somewhat improve collaboration." This positive outlook suggests that 

employees see the potential for better teamwork which may help to bolster acceptance of the 

PMO integration. Drawing on Saini et al. (2018) research, implementing systems for tacit 

knowledge transfer within the PMO will support agile and lean operations by making infor-

mal knowledge accessible across departments. This is vital as 60% of surveyed employees 

in A & E Construction anticipated improved collaboration with a directive PMO. Hence, 

introducing workshops and inter-departmental collaboration frameworks will enhance the 

shared understanding of project objectives and team roles. 

 

Figure  19 Improvement on Collaboration 
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Most employees (60%) indicated a need for "Extensive training and support," while 40% felt 

"Moderate training and support" would suffice. Figure 20 shows a clear demand for training 

initiatives to help employees adapt, reinforcing the importance of preparing tailored training 

programs to support the transition. In addition to the modular template mentioned by 

Bhandari (2022), he emphasizes the role of PMOs in promoting a culture of continuous learn-

ing. For A & E, incorporating this element means positioning the PMO as a hub for iterative 

feedback and skill enhancement which will support ongoing staff development through fo-

cused training on lessons learned from previous projects. This training could be facilitated 

through monthly review sessions where teams reflect on completed milestones, discuss pro-

ject roadblocks, and refine methods for future tasks. Establishing such feedback loops aligns 

with the need for “extensive training and support” noted by 60% of surveyed staff, ensuring 

that each project iteration benefits from an increasingly skilled workforce. 

 

Figure  20 Level of Support 
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Regarding the benefits of a directive PMO in Figure 21, 60% of respondents were optimistic, 

stating it would "Definitely" improve project alignment and efficiency, while 40% believed 

it would "Somewhat" help. This positive perspective highlights general optimism that the 

PMO can enhance alignment and efficiency. In addition, interviews conducted with the pro-

ject management and senior management teams revealed essential considerations for aligning 

PMO practices with the current operations and management expectations. A key insight was 

the importance of creating a structured plan to address resistance and ensure a clear commu-

nication pipeline across departments (personal communication, October 28, 2024). This 

aligns with findings from Alqahtani (2019), who emphasized the need for knowledge-sharing 

frameworks within PMOs to foster a knowledge-driven environment, especially within con-

struction-focused organizations. 

 

Figure  21 Improvement on Project Alignment and Efficiency 
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As seen in Figure 22, employees suggested various methods to stay informed, with 80% fa-

voring "Training sessions/workshops," and 60% each advocating for "Regular updates via 

email" and "A dedicated PMO integration team." These preferences suggest that multiple 

communication channels will be necessary to keep everyone engaged and well-informed dur-

ing the transition. 

Figure  22 Methods to Help Employees to Stay Engaged 



125 

 

 

 

Staff recommendations for improving the integration process included clearer communica-

tion on benefits, a phased rollout, and more accessible training. These suggestions indicate 

practical ways to ease the integration, which could lead to a more positive reception of the 

directive PMO. 

 

Chart 8 below is a high-level 30-day PMO implementation plan for A & E Construction, 

aligned with the provided guidance and tailored to address potential challenges in integrating 

the PMO into its construction operations. This plan divides tasks by category and by week to 

ensure methodical progression and successful PMO deployment. 

 

Chart 8 High-Level 30-Day PMO Implementation Plan for A & E Construction 

Category Task Details Timing 
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1.0 Project Man-

agement 

1.1 Finalize Vision Define the PMO vision, focusing on 

aligning with A & E's project objectives 

and construction-specific needs. 

Week 1 

  1.2 Finalize Scope Scope PMO responsibilities, prioritizing 

areas critical to construction workflows 

and project oversight. 

Week 1 

  1.3 Finalize Pro-

ject Plan 

Develop a customized project plan, ad-

dressing specific integration and opera-

tional risks for A & E. 

Week 1 

2.0 Portfolio 

Governance 

2.1 Governance 

Committee Setup 

Establish a governance committee to 

oversee PMO initiatives, ensuring repre-

sentation from all departments. 

Week 2 

  2.2 Prioritization 

Process 

Develop a prioritization system to help 

the PMO rank projects by business im-

pact and resource availability. 

Week 2 

  2.3 Change Man-

agement Process 

Design a change management approach 

tailored to construction projects to man-

age project scope adjustments. 

Week 2 

  2.4 Project Dash-

board 

Implement a project dashboard with 

red/yellow/green indicators for quick 

visual progress tracking. 

Week 3 

  2.5 Project Review 

Process 

Create a formal review process to evalu-

ate project milestones, addressing unique 

construction demands. 

Week 3 

  2.6 Additional Re-

ports 

Design additional reports to monitor per-

formance metrics critical to A & E’s con-

struction objectives. 

Week 3 
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  2.7 Formalize 

Governance 

Launch the governance committee and 

hold initial meetings to establish over-

sight processes. 

Week 4 

3.0 Methods and 

Standards 

3.1 Status Report-

ing 

Define consistent status reporting prac-

tices to improve project visibility across 

A & E. 

Week 2 

  3.2 Standard De-

liverables 

Identify key project deliverables and cre-

ate templates for efficiency in construc-

tion project tracking. 

Week 2 

  3.3 Initiation Pro-

cesses 

Set standard project initiation procedures 

to streamline start-up phases for new 

projects. 

Week 3 

  3.4 Project Tem-

plates 

Develop templates for project plans, 

timelines, and budgets tailored to con-

struction activities. 

Week 3 

  3.5 Milestone 

Standards 

Define clear milestones specific to con-

struction projects to maintain consistent 

progress tracking. 

Week 3 

  3.6 Scope Man-

agement 

Establish scope management guidelines, 

essential for maintaining control over 

large construction projects. 

Week 3 

  3.7 Change Man-

agement Process 

Implement a system for handling scope 

and timeline adjustments in response to 

project changes. 

Week 3 

  3.8 Acceptance 

Process 

Define a project acceptance process, in-

cluding quality and compliance checks 

specific to construction. 

Week 3 

4.0 Resource 

Management 

4.1 Time Record-

ing System 

Implement a time-tracking tool for accu-

rate resource allocation and monitoring. 

Week 3 
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  4.2 Resource Fore-

casting 

Develop a system for forecasting re-

source needs based on project schedules 

and construction phases. 

Week 3 

  4.3 Resource Man-

agement Process 

Create guidelines for resource manage-

ment, focusing on balancing field and of-

fice demands. 

Week 4 

5.0 Training and 

Mentoring 

5.1 Enterprise 

Tools Training 

Train staff on PMO tools and processes, 

ensuring alignment with construction-

specific needs. 

Week 4 

  5.2 Project-Level 

Tools 

Educate team members on project-spe-

cific tools and templates developed for 

construction projects. 

Week 4 

  5.3 Time and Re-

source Training 

Ensure staff understand the time capture 

and resource forecasting systems to opti-

mize utilization. 

Week 4 

6.0 Rollout 6.1 Enterprise 

Tool Rollout 

Launch enterprise PMO tools, complet-

ing integration within A & E’s operating 

systems. 

Week 4 

  6.2 Project-Spe-

cific Rollout 

Deploy project-specific tools and pro-

cesses to all active projects, starting with 

a pilot for feedback. 

Week 4 

Note: from author, self-produced.  

 

 

 

This 30-day PMO implementation plan for A & E Construction, based on the PMI confer-

ence paper by Merla (2005), prioritizes foundational PMO components across key opera-
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tional areas—project management, governance, methods and standards, resource manage-

ment, and training. As depicted in Chart 9, each week’s goals align with critical PMO setup 

phases, ensuring that the PMO’s integration addresses A & E’s unique construction needs 

while supporting overall efficiency and project alignment. 

 

Figure  23 Gantt Chart of the High-Level 30-Day PMO Implementation Plan for A & 

E Construction 

Note: from author, self-produced.  

 

The phased approach allows for weekly evaluation and adjustment, ensuring all elements 

are adapted for construction project demands. By Week 4, the PMO should be fully opera-

tional, with staff trained and systems ready to streamline project oversight and management 
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(Merla, 2005). A brief pause in further PMO development is recommended to allow these 

processes time to mature, which will help identify areas for improvement and ensure that 

they meet the operational demands of A & E's construction environment (Merla, 2005). 

This period of consolidation will allow the PMO to stabilize, fostering a strong foundation 

for further advancements and ensuring sustained effectiveness as the PMO evolves to sup-

port higher levels of project management rigor and efficiency within the organization 

(Merla, 2005). 

 

To ensure the successful deployment of the PMO Implementation Plan for A & E Construc-

tion, the critical path, task progress, and resource allocation should be monitored. The critical 

path consists of a sequence of interconnected tasks that directly influence the project’s com-

pletion date. Any delay in a task on the critical path results in a delay for the entire project. 

Regular progress reviews should assess task completion rates against planned durations 

which enables early identification of potential setbacks. Resource allocation should be con-

tinuously evaluated and adjusted, if necessary, to maintain efficiency. In addition, it is nec-

essary to have consistent communication with stakeholders to provide updates on progress 

and any adjustments required.  

 

 

5 CONCLUSIONS 
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In summary, the findings from this study provide valuable insights into the current project 

management practices and maturity level at A & E Construction as well as the potential ben-

efits of implementing a Directive Project Management Office (PMO). The analysis reveals 

that while certain project management competencies are moderately developed, several core 

areas require enhanced formalization and structure to reach industry standards. The infor-

mation below summarizes the results of the specific objectives: 

1. Maturity Level Assessment: The maturity assessment for A & E Construction re-

vealed a moderate level of project management maturity, with stronger performance 

in areas such as Schedule and Communications Management, but weaknesses in In-

tegration and Risk Management. These findings highlight both existing strengths and 

key areas requiring formalization and standardization to enhance maturity across all 

knowledge areas. 

2. Directive PMO Suitability: Evaluations suggest that a Directive PMO is the most 

suitable type for A & E Construction, as it offers centralized oversight, aligns project 

practices with organizational goals, and strengthens resource and risk management. 

The Directive PMO structure is expected to support consistent project execution, 

providing the necessary frameworks for improving efficiency and accountability. 

3. Defined Roles and Responsibilities: Clarifying roles within a PMO framework 

would reduce overlaps and inefficiencies, allowing each team member to focus on 

their core responsibilities. The structured PMO setup ensures clear accountability and 

enhances collaboration between HR, project manager, and other departments which 

is critical for efficient project delivery. 
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4. Assessment of Project Management Processes: Analysis of current processes at A 

& E Construction indicates significant opportunities for improvement, particularly in 

standardizing project documentation, risk assessment, and resource management. A 

PMO-driven approach could introduce the necessary frameworks and consistency for 

aligning these processes with industry standards. 

5. Implementation Plan: The 30-day PMO implementation plan lays out a phased ap-

proach to address challenges, including resistance to change and insufficient re-

sources. By systematically rolling out the PMO functions, A & E Construction can 

establish a stable foundation that fosters improved communication, process standard-

ization, and project alignment. 

 

6 RECOMMENDATIONS 

o Implement an Agile Training Initiative 

Establish a training initiative focused on agile principles for team members across 

all levels. While construction projects traditionally follow Waterfall or phased ap-

proaches, agile techniques can be adapted to improve responsiveness to change and 

stakeholder needs— particularly in communication and incremental delivery. This 

training should emphasize cross-functional team collaboration, iterative planning, 

and adaptable strategies that can help address unexpected project challenges in a 

structured manner. 
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o Develop a Knowledge Management Repository for Continuous Learning 

Establish a centralized, accessible digital repository to capture project insights, les-

sons learned, and best practices. This repository would be essential for cultivating a 

continuous learning environment. Thus, allowing the project manager to access past 

experiences and avoid repeating common drawbacks. This involves standardizing 

the repository so that post-project reviews, key process insights, and innovative so-

lutions are catalogued for future use. 

o Establish Cross-Departmental Collaboration Sessions 

Facilitate monthly collaboration sessions with representatives from key departments 

(e.g., HR, finance, procurement, engineering) to discuss resource needs, project 

timelines, and interdepartmental dependencies. These sessions will address commu-

nication gaps and improve coordination, enabling each team to align its activities 

with PMO priorities and respond quickly to emerging project requirements. 

o Conduct a Bi-Annual PMO Maturity and Impact Assessment 

Schedule a bi-annual review of the PMO’s impact, focusing on measurable out-

comes such as cost savings, on-time project completion rates, and process standardi-

zation levels. This assessment would provide management with a clear view of how 

the PMO’s efforts are contributing to organizational goals and allow for adjustments 

to strategies, tools, and training. 

o Introduce a PMO-Led Mentorship Program 

Develop a mentorship program led by the project manager within the PMO to pro-

vide guidance to less experienced team members. This program will ensure 
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knowledge transfer, skill enhancement, and support for junior staff which will help 

them become experts at managing project complexities, client expectations, and in-

terdepartmental coordination. 

7 VALIDATION OF THE FGP IN THE FIELD OF REGENERATIVE AND SUS-

TAINABLE DEVELOPMENT 

  

The proposal to establish a project management office within A & E Construction is poten-

tially going to have a huge impact on how the company complies with the P5 framework, 

which encompasses People, Prosperity, Planet, Peace, and Partnerships (GPM Global, 2023). 

As construction activity in Belize expands, the introduction of a structured approach to the 

management of its projects could render an important role in enhancing the sustainability and 

overall effectiveness of project execution and ensuing infrastructure. This analysis takes a 

closer look at the way in which the proposed PMO enhances the P5 pillars and contributes 

toward wider company objectives. 

 

People: The proposed PMO would positively impact the well-being of employees and stake-

holders through role clarity, enhanced communication, and continuous learning. Standardi-

zation of project management processes at work would help reduce cases of work stress and 

conflicts generally experienced as a result of undefined responsibilities and variable commu-

nication. This would contribute to a healthier and more collaborative work environment lead-

ing to increased job satisfaction and productivity (GPM Global, 2023). 
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Prosperity: The proposal recognizes that the establishment of a PMO could lead to improved 

project outcomes which would directly contribute to the financial success of A & E Con-

struction. It is by focusing on better planning, resource management as well as risk reduction 

in projects that this may help bring down the cases of overruns, hence increasing profit for 

the company. Additionally, the PMO’s emphasis on continuous improvement could drive 

innovation and efficiency, further supporting the long-term economic viability of the com-

pany (GPM Global, 2023). 

Planet: The proposed PMO could play a crucial role in promoting environmentally respon-

sible construction practices. By introducing sustainability into the project management 

guidelines, it would foster energy-efficient technologies, renewable resources, and waste re-

duction strategies within the activities of the PMO. These practices could reduce the impact 

on the environment which the projects may cause, hence saving the planet for the future 

generation (GPM Global, 2023). The PMO’s focus on sustainability would also enhance A 

& E Construction’s reputation, positioning A & E Construction as a leader in environmen-

tally sensitive construction within Belize.  

Peace: The PMO could contribute to the realization of peace within a company by fostering 

transparency, accountability, and ethical practices in operations. Standardization and clarity 

in interactions would avoid miscommunication or conflicts with the internal structure of the 

organization and externally with interested parties. Consequently, this would enhance a har-

monious work environment and strengthen relationships with clients, suppliers, and society 

at large (GPM Global, 2023). 
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Partnerships: The PMO could enhance A & E Construction’s ability to collaborate effec-

tively with various stakeholders. By developing a single framework for project management, 

the PMO would ensure greater coordination and communication to its partners with suppli-

ers, subcontractors, and clients. Greater collaboration would thus build healthier partner-

ships—a good construction project needs good collaboration; innovation in sustainable prac-

tices cannot be achieved without such partnership ( (GPM Global, 2023). 

 

In conclusion, the proposal for a PMO at A & E Construction is designed not only to 

improve project performance but also to align with the P5 framework, thus supporting the 

wider commitment of the company to sustainable and responsible development. The PMO 

would need to integrate the P5 pillars into proposed project management practices so that 

future projects at A & E Construction are of benefit to people, prosperous, environmentally 

sustainable, peaceful, and built on firm partnerships contributing towards long-term company 

success and positive impact on the community. 
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APPENDICES 

Appendix 1: FGP Charter 

 

 

CHARTER OF THE PROPOSED  

FINAL GRADUATION PROJECT (FGP)  

 

1. Student name 

 

Janeli Gissel Manzanero  

 

2. FGP name 

 

Project Management Office (PMO) proposal for a construction company in Belize  

 

3. Application Area (Sector or activity)  

 

Construction  

 

4. Student signature 

 

 

 

 

5. Name of the Graduation Seminar facilitator  

 

Professor Paula Villalta Olivares 

 

6. Signature of the facilitator 

 

 

 

 

 

7. Date of charter approval  

 

 

8. Project start and finish date 

July 9, 2024 August 19, 2024 
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9. Research question  

 

What elements are necessary to successfully implement a Project Management Of-

fice at a construction company in Belize, A & E Construction? 

 

10. Research hypothesis 

 

The project performance of A & E Construction will benefit from a Project Man-

agement Office that prioritizes the areas of role clarification, comprehensible pro-

cesses and guidelines, communication plans, and efficient project management 

tools.  

 

 

11. General objective 

To establish a proposal for the creation of a PMO within A & E Construction that 

provides a structured approach to project management. 

 

12. Specific objectives 

 

 

13. FGP purpose or justification 

1. To evaluate the maturity of A & E Construction to identify its strengths, areas 

that need improvement, and specific needs. 

2. To define what a Directive PMO is, as it is the recommended PMO type for 

A & E Construction.  

3. To define the roles and responsibilities within the PMO framework to ensure 

role clarification and accountability. 

4. To assess the project management processes of the construction firm as well 

as pinpoint any deficiencies or opportunities for improvement. 

5. To develop an implementation plan for the PMO that focuses on addressing 

potential challenges and facilitates a smooth integration into the operations 

of the construction company. 

A Project Management Office is a crucial step in the continued process of improving 

project performance at A & E Construction. The proposal of a PMO is important be-

cause it seeks to address the increasing complexity of construction projects, the need for 

defined processes, defined responsibilities, and effective communication. By forming a 

PMO, A & E Construction will be able to enhance project management practices, there-

fore cutting out inefficiency and ensuring the projects are delivered on time and within 
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14. Work Breakdown Structure (WBS). In table form, describing the main deliverable as 

well as secondary, products or services to be created by the FGP. 

 

1. Project Management Office (PMO) proposal for a construction company in Be-

lize  

1.1 Final Graduation Project Deliverables 

1.1.1 Introduction 

1.1.2 Theoretical framework 

1.1.3 Methodological framework 

1.1.4 Preliminary bibliographical research  

1.1.5 Annexes (FGP schedule, FGP WBS, FGP Charter) 

      1.2 FGP development 

1.2.1 Proposal for a PMO  

1.2.1.1 Perform Maturity Analysis  

1.2.1.3 Define Directive PMO 

1.2.1.3 Determine roles and responsibilities within the PMO  

1.2.1.4 Conduct risk assessment 

1.2.1.5 Development of an implementation plan for the construction 

company. 

1.2.2 Conclusions 

the agreed budget. This framework will establish a structured approach to the manage-

ment of projects resulting in better project delivery and higher customer satisfaction. 

 

With the growing construction industry in Belize, companies must continuously change 

to remain competitive. A PMO will provide A & E Construction with the tools and 

strategies to assure that industry standards and clients' expectations in deliveries are 

met. Other advantages of this implementation include enhanced collaboration across 

teams, better resource management, improved project tracking and reporting accuracy. 

Furthermore, by using proper project management tools and processes, A & E Con-

struction could mitigate risk, avoid potential expensive delays, and subsequently in-

crease profitability and market reputation. 

 

Quantitatively, the establishment of a PMO is predicted to reduce project overruns by 

up to 20% which will bring substantial cost savings. Given that A & E Construction 

manages numerous projects between $1 million and $10 million, this decrease could 

save the company $200,000 to $2 million every year. Moreover, the PMO will institute 

a culture of continuous improvement and accountability that will support the long-term 

growth and sustainability of the organization. These improvements shall bring an added 

advantage to the performance of the projects, while enabling A & E Construction to 

emerge at the front line in the construction industry in Belize. 
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1.2.3 Recommendations 

1.2.4 Validation of the FGP in the field of regenerative and sustainable 

development 

1.2.5 Reference lists  

1.2.6 Annexes 

1.2.7 Tutor approval for reading.  

      1.3 Reader’s review. 

1.2 Board of examiners evaluation. 

 

 

15. FGP budget 

 

 

16. FGP planning and development assumptions  

 

 

 

Item  Description Cost (USD)  

Transportation  Travel for interviews and 

site visits  

$100 

Food Meals during travel $50 

PMI Membership  Subscription to gain access 

to relevant journals 

$109 

Printing and Binding Final thesis document $30 

 TOTAL  $289 
 

i. Tutor Guidance and Support: Consistent and timely direction and support 

throughout the final graduation project will be provided by the academic tutor. 

This includes feedback on drafts, assistance with research approaches, and gen-

eral academic support. 

 

ii. Stakeholder Engagement and Support: Key stakeholders of A & E Construction—

the senior management, project manager, and all those within —will be actively 

involved in the interview process and provide honest feedback regarding the pro-

posal of the PMO implementation plan.  

 

iii. Access to Relevant Academic Resources: Constant access to academic resources 

such as online databases, journals, books, and other literature will be available to 

the researcher for conducting research and developing the FGP. 

 

iv. Time Commitment of the Researcher: The researcher will commit a minimum of 

20 hours a week to the FGP development process. 
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17. FGP constraints  

 

 

18. FGP development risks 

 

 

I. The Final Graduation Project must be completed within a maximum period of 14 

weeks. This applies to all research, writing, revision, and submission deadlines. 

 

II. There is a limited research budget available. This constraint can reduce the ability 

to purchase materials or software tools. 

 

III. The focus of this study is on A & E Construction in Belize. As such, this may 

result in findings or recommendations not immediately applicable to other con-

struction firms or industries unless further modified. 

 

IV. The key stakeholders at A&E Construction may be restricted due to their availa-

bility or unwillingness to participate. Interviews, questionnaires, and focus groups 

may be delayed, which will impact the proposed timeline. 

i. If the information received from A & E Construction regarding the projects is 

inaccurate or incomplete, it may be very challenging to make an effective assess-

ment of the project management maturity level and areas of improvement. 

 

ii. Technical problems in accessing web-based sources for academic materials, da-

tabases, and project management software tools will affect research progress and 

analysis. 

 

iii. Health and safety requirements may limit face-to-face meetings, site visits, or data 

collection activities. This may also cause a delay in project milestones.  

 

iv. The researcher's commitment of 20 hours a week may change due to personal 

circumstances resulting in limited progress and lower quality of the final gradua-

tion project deliverables. 

 

v. The company’s strategic plan might not prioritize setting up a PMO due to lack 

of time and resources. 

 

vi. PMO implementation might not correspond with the strategic goals of A& E 

Construction. 

 

vii. There might be resistance from the employees and the management in trying to 

adopt the PMO. 
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19. FGP main milestones 

 

Milestones are related to deliverables on the second level (deliverables) and third level (con-

trol accounts) of the WBS of section 14 of this Charter. At the same time the deliverables are 

related to the specific objectives (in the case of the FGP please include the times for the 

tutorship reviews as well as for the readership). 

 

Deliverable Finish esti-

mated date 

1.1 FGP Deliverables  19/08/2024 

1.1.1 Introduction  12/08/2024 

1.1.2 Theoretical Framework 29/07/2024 

1.1.3 Methodological Framework  05/08/2024 

1.1.4 Annexes  19/08/2024  

1.2 FGP development 17/01/2025 

1.2.1 Proposal for a PMO 30/09/2024 

1.2.2 Conclusion 21/10/2024 

1.2.3 Recommendations 21/10/2024  

1.2.4 Validation of the FGP in the field of regenerative and 

sustainable development  

28/10/2024 

1.2.5 Bibliography  28/10/2024 

1.2.6 Annexes  04/11/2024  

1.2.7 Tutor approval for reading  02/12/2024 

1.3 Readers review  20/12/2024 

1.4 Board of examiners evaluation 17/01/2025  

 

20. Theoretical framework 

 

20.1 Estate of the nomatter” 

 

The construction industry in Belize is experiencing rapid expansion, driven by in-

creased demand for residential, commercial, and infrastructure projects. A & E 

Construction, a key player in this sector, faces challenges in efficiently managing 

its diverse project portfolio. The current project management practices at A & E 

Construction lack a structured framework, leading to project overruns, resource 

mismanagement, and communication breakdowns. Traditional ad-hoc project man-

agement methods are insufficient to meet the demands of modern construction pro-

jects, which require systematic and standardized approaches. Recent research high-

lights the importance of structured project management methods, such as the estab-

lishment of Project Management Offices (PMOs), to enhance organizational per-

formance and project delivery outcomes. PMOs centralize project management ac-

tivities, providing governance, standardizing processes, and supporting project 

managers with tools and methodologies. However, there is often a gap between 
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theoretical frameworks and practical implementations, especially in construction 

firms where flexibility and adaptability are crucial. Currently, A & E Construction 

operates without a formal PMO, relying on the project manager and ad-hoc pro-

cesses, leading to inconsistencies and inefficiencies. 

 

Previous research supports the implementation of PMOs to improve project man-

agement practices. Akel et al. (2011) discuss the application of agile concepts in 

establishing successful PMOs, emphasizing the importance of essential processes 

for integration with organizational operations. Ershadi et al. (2021) highlight the 

role of PMOs in enhancing sustainable procurement practices in the construction 

industry. Farid (2021) presents a case study of PMO transformation, demonstrating 

the importance of leadership, support, and engagement in achieving a successful 

PMO. Ko & Kim (2019) emphasize the need for project portfolio management ma-

turity and strategic alignment to improve PMO efficiency. Oliveira & Fernandes 

(2017) identify specific functions of supportive PMOs in engineering and construc-

tion organizations, providing guidance on roles, processes, and implementation 

strategies. Philbin (2018) investigates PMO implementation in collaborative re-

search settings, offering insights into managing multidisciplinary teams and max-

imizing project impact. These studies collectively provide a foundation for propos-

ing a PMO at A & E Construction, focusing on defining roles and responsibilities, 

standardizing processes, and enhancing communication to address current project 

management challenges. 

 

 

20.2 Basic conceptual framework 

 

Project Management Office  

Project Management  

Maturity Model  

Role Definition  

Communication Strategies  

Standardized Processes  

 

21. Methodological framework 

 

Objective Name of de-

liverable 

Infor-

mation 

sources 

Research 

method 

Tools  Re-

strictions 

To evaluate 

the maturity 

of A & E 

Project 

Manage-

ment Ma-

turity 

Primary: In-

terviews 

with key 

staff from A 

Mixed Meth-

ods: Surveys 

to gather nu-

merical data 

Survey tools 

(e.g., Survey-

Monkey), inter-

view guides, 

Limited 

availabil-

ity of de-
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Construc-

tion to iden-

tify its 

strengths, 

areas that 

need im-

provement, 

and specific 

needs.  

Model: A 

detailed re-

port that 

identifies 

the current 

project 

manage-

ment ma-

turity level.  

& E Con-

struction 

(e.g., man-

agers, pro-

ject leads). 

Official 

documents 

from A & E 

Construc-

tion. Sec-

ondary: 

PMBOK 

Guide 7th 

Edition, 

Akel Al-

sadeq & 

Hamamo 

(2011), Au-

bry et al. 

(2017). 

on current 

practices and 

maturity lev-

els, combined 

with inter-

views and 

document 

analysis for 

in-depth in-

sights 

 

Analytical: 

Analyzing the 

maturity 

model results 

to identify 

specific areas 

where the 

company falls 

short com-

pared to best 

practices. 

document analy-

sis software. 

tailed his-

torical pro-

ject data, 

potential 

biases in 

self-re-

ported 

data. 

To define 

what a Di-

rective 

PMO is, as 

it is the rec-

ommended 

PMO type 

for A & E 

Construc-

tion. 

Detailed 

Definition 

and Charac-

teristics 

highlighting 

the PMO’s 

key charac-

teristics, 

functions, 

and how it 

differs from 

other PMO 

types. 

Primary: 

Case studies 

of Directive 

PMO imple-

mentations 

in the con-

struction in-

dustry, In-

ternal meet-

ings and fo-

cus groups 

with A & E 

Construc-

tion's man-

agement 

and project 

staff. Sec-

ondary: 

PMBOK 

Guide 7th 

Mixed Meth-

ods: Surveys 

to quantify 

understand-

ing and per-

ception of a 

Directive 

PMO among 

employees, 

combined 

with qualita-

tive insights 

from inter-

views and fo-

cus groups. 

Analytical: 

Comparing 

current deci-

sion-making 

and project 

Literature re-

view tools, case 

study analysis 

tools, interview 

guides.  

Limited 

examples 

or case 

studies 

specifi-

cally tai-

lored to 

the con-

struction 

industry in 

Belize. 
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Edition, 

Saha 

(2024), 

Snorradóttir 

(2014), 

Philbin 

(2016), PM 

Majik (n.d.). 

oversight 

practices with 

characteris-

tics of a Di-

rective PMO. 

To define 

the roles 

and respon-

sibilities 

within the 

PMO 

framework 

to ensure 

role clarifi-

cation and 

accountabil-

ity. 

An updated 

organiza-

tional chart 

displaying 

the PMO's 

ideal struc-

ture and 

roles.  

Primary: In-

terviews 

with project 

manage-

ment staff 

and HR per-

sonnel. 

Company 

policy docu-

ments and 

role descrip-

tions 

 

Secondary: 

Kerzner 

(2017), Bre-

dillet 

(2019), 

Müller et al. 

(2019). 

Mixed Meth-

ods: Surveys 

to quantify 

role clarity 

and accounta-

bility, com-

bined with 

observations, 

process docu-

mentation re-

views, and in-

terviews. 

Statistical: 

Analyzing 

survey data 

on role clarity 

and accounta-

bility. 

Survey tools, in-

terview guides, 

organizational 

design software. 

Resistance 

to changes 

in roles 

and re-

sponsibili-

ties within 

the organi-

zation. 

To assess 

the project 

manage-

ment pro-

cesses of the 

construction 

firm to iden-

tify defi-

ciencies or 

opportuni-

ties for im-

provement. 

A frame-

work incor-

porating 

best prac-

tices from 

existing 

PMO mod-

els and the 

benefits of 

the pro-

posed PMO. 

Primary: 

Observa-

tions of pro-

ject man-

agement 

practices. 

Process 

documenta-

tion and re-

ports. Sec-

ondary: 

Oliveira et 

al. (2017), 

Qualitative 

Methods: 

Observations, 

process docu-

mentation re-

views, and in-

terviews. 

 

Analytical: 

Mapping out 

the existing 

workflows 

Observation 

checklists, pro-

cess mapping 

tools. 

Limited 

access to 

detailed 

process 

documen-

tation and 

reports. 



152 

 

Farid 

(2021). 

and compar-

ing them to 

optimized 

processes. 

To develop 

an imple-

mentation 

plan for the 

PMO focus-

ing on ad-

dressing po-

tential chal-

lenges and 

facilitating 

smooth inte-

gration. 

An imple-

mentation 

plan outlin-

ing essential 

processes 

and actions 

for setting 

up the 

PMO. 

Primary: In-

terview 

strategy ses-

sions with 

the project 

manage-

ment team 

and senior 

manage-

ment. Sec-

ondary: Too 

& Weaver 

(2014), 

Saini et al. 

(2018). 

Mixed Meth-

ods: Surveys 

to gather 

quantitative 

data on antic-

ipated chal-

lenges and in-

tegration 

readiness, 

combined 

with qualita-

tive feedback 

from the pro-

ject manage-

ment team 

and senior 

management. 

 

Observa-

tional: Ob-

serving po-

tential chal-

lenges that 

might arise 

from propos-

ing imple-

mentation 

plan.  

 

Survey tools, in-

terview guides, 

project planning 

software. 

Scope of 

the imple-

mentation 

plan may 

be com-

promised 

by a lack 

of time 

and re-

sources for 

thorough 

planning. 

 

22. Validation of the work in the field of the regenerative and sustainable development. 

 

The proposal for establishing a Project Management Office (PMO) at A & E Con-

struction is strategically aligned with the principles of regenerative and sustainable 

development. By focusing on the P5 framework—People, Prosperity, Planet, 

Peace, and Partnerships—the PMO is designed to enhance the company’s project 

management practices while contributing to the broader goals of sustainability. 
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This alignment ensures that the PMO will not only improve the efficiency and ef-

fectiveness of project delivery but also foster practices that are environmentally 

responsible, socially equitable, and economically viable. 

 

The PMO will support regenerative and sustainable development by incorporating 

sustainability into every aspect of project management, from planning to execution. 

Potential indicators to measure the success of the PMO in this regard include the 

reduction of project overruns, increased stakeholder satisfaction, and the adoption 

of green construction practices. Moreover, continuous improvement and innova-

tion focused by the PMO will continue to keep A & E Construction at the forefront 

of sustainable practices in the construction industry in Belize toward long-term 

stewardship of the environment and community well-being (GPM Global, 2023). 
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Appendix 2: FGP WBS 
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Appendix 3: FGP Schedule 
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Appendix 4: Preliminary bibliographical research 

 

 

1. Akel, Mahmoud & Alsadeq, Imad & Hamamo, Nagy. (2011). Establishing a Project 

Management Office (PMO) Using the Agile Approach. 

 

This paper investigates the application of agile concepts to build a successful PMO using 

cases from the MENA region. This chapter explores the role of PMO as the proponent for 

project management and breaks down typical organizational needs around a PMO and tells 

you how agile methods can help accelerate phases related to establishing a PMO. This paper 

argues that these may still be a steppingstone for the future agile adaptations in PMO opera-

tions and thus, it lays its focus on what are essential processes needed to form a PMO which 

can effectively integrate with organization operations.  

 

2. Ershadi, M., Jefferies, M., Davis, P., & Mojtahedi, M. (2021). Achieving sustainable 

procurement in construction projects: The pivotal role of a project management office. Con-

struction Economics and Building, 21(1), 45-64. 

 

Ershadi et al. (2021) have rightly indicated that construction activities, particularly waste 

generation, have environmental and ecological effects. Customer demands and regulations 

for environmental criteria have compelled contractors to embrace more sustainable opera-

tions. Sustainable procurement management considers the environmental impacts in procure-

ment decisions with an objective to achieve positive environmental results. In contrast to 

prior research, which has been focused on the public sector in terms of green procurement, 
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this study is concerned with internal capacities of private businesses as strong management 

structures—Project Management Offices. This study aims at identifying the requirements of 

sustainable project procurement and exploring how PMOs can help satisfy them within the 

private sector. The findings imply that PMOs enhance the quality of collaboration and deci-

sion-making over sustainable procurement by defining 17 standards of sustainability and 

providing their insights on how to adopt sustainable behavior. 

 

3. Farid, S. (2021). A Roadmap to PMO Excellence. Paper presented at PMO Sympo-

sium®: Where Leaders Meet. Denver, Colorado, USA. Newtown Square, PA: Project Man-

agement Institute. 

 

Successful and enduring PMOs in today's environment are agile and adjustable. At Fonterra, 

its PMO went through a good deal of change by reviewing the current state and formulating 

a comprehensive plan of improvements to attain its vision. The key to working through the 

challenges and defining a clearer approach was strong leadership, support, and engagement. 

The paper discusses the need for a PMO roadmap, the critical success factors, the eight steps 

to generate one, and the rewards and lessons learned along the way. The results help support 

the thesis by providing hands-on examples of PMO implementation as well as highlighting 

the need for maturity assessment, role definition, process evaluation, and structured imple-

mentation strategy. 
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4. Fewings, P., & Henjewele, C. (2019). Construction project management: an inte-

grated approach. Routledge. 

 

The book is consistent with maturity analysis objectives of a construction company, estab-

lishment of roles and duties within PMO, procedures for project management evaluation, and 

an implementation plan. The insights which will be gained on how technology impacts the 

management of projects will help in avoiding probable issues and ensuring a smooth integra-

tion of PMO into A & E Construction.  

 

5. Hopkinson, M. (2010). The Project Risk Maturity Model: Measuring and Improving 

Risk Management Capability (1st ed.). Routledge. https://doi.org/10.4324/9781315237572 

 

This bibliographical research supports the thesis proposal for establishing a Project Manage-

ment Office within the construction company by emphasizing the importance of mature risk 

management practices. It describes support from a formal framework, the Project Risk Ma-

turity Model, that helps in the evaluation and improvement of risk management capability. It 

points out a strategy for recognizing strengths, places for improvement, and specific require-

ments within procedures related to project management. It gives relative comparison with 

the recognized standards and provides the stages through which improvement can be 

achieved; hence, it is easier to design an effective PMO implementation strategy that enables 

its integration to match operational needs of the company while maximizing project perfor-

mance. 
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6. Ko, J. H., & Kim, D. (2019). The effects of maturity of project portfolio management 

and business alignment on PMO efficiency. Sustainability, 11(1), 238. 

 

This data envelopment analysis (DEA) efficiency study on PMOs provides insights that 

would be relevant to improve PMO implementation in A & E Construction. It examines ele-

ments that influence PMO efficiency, which emphasize the need for project portfolio man-

agement maturity (PPMM) and strategic alignment with business objectives. The findings 

show that enhancing PPMM and strategic alignment can be done; therefore, there is great 

potential for considerable improvement in PMO efficiency and overall performance. 

 

7. Oliveira, C., Tereso, A., & Fernandes, G. (2017). PMO conceptualization for engi-

neering and construction businesses. Procedia computer science, 121, 592-599. 

This literature identifies that the project management methods are increasingly being recog-

nized to improve organizational performance. Many organizations have created a project 

management office as an initiative to centralize project management and improve the deliv-

ery of projects. A lot of PMO types and functions have been presented, but a business finds 

it difficult to decide on exactly which functions to apply. Even though some roles are pre-

defined in literature, real applications are different. This paper gives specific functions of a 

supportive PMO in regard to establishing and implementing project methodology, supportive 

tools, and enhancing the competencies related to project management in an engineering and 

construction organization. The findings that are presented help to get a better understanding 
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of how to implement a PMO within a construction firm by guiding roles, processes, and 

strategies for implementation to achieve improvement in maturity for project management. 

 

8. Philbin, S. P. (2018, October). PMO implementation for project management in a 

collaborative research context. In Proceedings of the 39th American Society for Engineering 

Management (ASEM) International Annual Conference. 

 

This bibliographical study investigates how a Project Management Office (PMO) might im-

prove project delivery by standardizing processes and best practices, especially in collabora-

tive research settings. It emphasizes the PMO's responsibility in managing multidisciplinary 

teams, coordinating with partners, and maximizing project impact. The study presents a case 

study of a PMO implementation in a higher education institution, providing managerial in-

sights and crucial success elements for integrating a PMO into joint research projects. This 

study will help to define methods for adopting a PMO in A & E Construction, assisting with 

objectives like as maturity evaluation, role definition, process assessment, and implementa-

tion planning. 

 

9. Project Management Institute. (2021). A Guide to the Project Management Body of 

Knowledge PMBOK Guide Seventh Edition and the Standard for Project Management. 

Pennsylvania: Project Management Institute. 

The Project Management Institute developed the PMBOK Guide, which includes standard 

terminology and rules for project management. The seventh edition was published in 2021, 
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and it contains basics such as the critical path method and WBS, extremely crucial in project 

design and execution. The guide uses general management principles, like organizational 

behaviour and budgeting, in concord with larger operational strategies. Such ideas will help 

support the thesis on developing a Project Management Office at A & E because the book 

provides basic information and methodologies for effective project management and PMO 

establishment. 

 

10. Saini, M., Arif, M., & Kulonda, D. J. (2018). Critical factors for transferring and shar-

ing tacit knowledge within lean and agile construction processes. Construction Innovation, 

18(1), 64-89. 

 

This research identifies the critical success factors (CSFs) that are critical for the transfer of 

tacit knowledge in construction companies in lean and agile processes. Critical factors iden-

tified include organizational trust, motivation, leadership, and business strategies. It provides 

new insight into the CSFs of knowledge transfer, which is critical for construction to support 

strategies in building a Project Management Office within Belizean construction businesses 

by means of increasing awareness of effective management practices and organizational ca-

pabilities. 
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Appendix 5: 3PM Maturity Assessment Questionnaire  
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Appendix 6: Survey on Understanding and Perception of a Directive PMO 

 

Survey on Understanding and Perception of a Directive PMO 

Objective: This survey aims to gather insights into the understanding and perception of a 

Directive Project Management Office (PMO) within A & E Construction. Your responses 

will help improve project management practices and alignment across the organization. 

 
Role: 

Please select your role at A & E Construction: 

• Site Manager 

• Project Manager 

• Engineer 

• Project Assistant 

 
Section 1: Understanding of a Directive PMO 

1. Have you heard of a Directive PMO before this survey? 

o Yes 

o No 

2. How familiar are you with the concept of a Directive PMO? 

o Very familiar 

o Somewhat familiar 

o Slightly familiar 

o Not familiar at all 

3. How would you describe a Directive PMO? 

(Open-ended) 

4. In your opinion, what are the key responsibilities of a Directive PMO in a con-

struction environment? 

o Ensuring consistent project management practices 

o Directly managing project execution 

o Providing strategic guidance to the project manager 

o Allocating resources for various projects 

o Other: ___________ 

 
Section 2: Perception of the Directive PMO’s Role in A & E Construction 

5. Do you believe having a Directive PMO would benefit A & E Construction’s 

project management processes? 

o Strongly agree 

o Agree 

o Neutral 

o Disagree 

o Strongly disagree 

6. How would a Directive PMO impact your role? 

(Open-ended) 
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7. What aspects of your daily tasks could be improved or supported by a Di-

rective PMO? 

o Decision-making support 

o Access to additional resources 

o Standardization of processes 

o Project oversight and monitoring 

o Other: ___________ 

8. What challenges do you foresee with implementing a Directive PMO in A & E 

Construction? 

(Open-ended) 

 
Section 3: Expectations and Suggestions 

9. What would you expect from a Directive PMO? 

(Multiple-choice options with the ability to select multiple) 

o Guidance and support on project methodologies 

o Resource allocation for projects 

o Regular reporting and performance tracking 

o Training and development for project management staff 

o Conflict resolution between project teams 

o Other: ___________ 

10. What suggestions do you have for successfully integrating a Directive PMO at 

A & E Construction? 

(Open-ended) 

 
Thank you for your responses! 

Your feedback will play a vital role in shaping how a Directive PMO can best support the 

team and improve project delivery across A & E Construction. 
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Appendix 7: Survey on PMO Integration  

 

A & E Construction: PMO Integration Survey 

 

Purpose: This survey aims to collect insights on potential challenges and suggestions from 

A & E Construction employees regarding the integration of a directive PMO. Your re-

sponses will help prioritize focus areas in the implementation plan. 

 

1. What department do you work in? 

 

    ☐ Project Management 

    ☐ Operations 

    ☐ Finance 

    ☐ HR 

    ☐ Other (Please specify): _________ 

 

2. How familiar are you with the concept of a directive Project Management Office 

(PMO)? 

 

    ☐ Very familiar 

    ☐ Somewhat familiar 

    ☐ Neutral 

    ☐ Not very familiar 

    ☐ Not familiar at all 

 

3. What do you anticipate will be the biggest challenges in implementing a directive PMO 

at A & E Construction? (Select all that apply) 

 

    ☐ Resistance to change 

    ☐ Resource allocation issues 

    ☐ Communication gaps between departments 

    ☐ Lack of training and support 

    ☐ Potential overlap with existing processes 

    ☐ Lack of clear roles and responsibilities 

    ☐ Other (Please specify): _________ 

 

4. How concerned are you about the potential for resistance to change during the PMO inte-

gration? 

 

    ☐ Very concerned 

    ☐ Somewhat concerned 
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    ☐ Neutral 

    ☐ Not very concerned 

    ☐ Not concerned at all 

 

5. Do you believe current resources are sufficient to support the integration of a directive 

PMO? 

 

    ☐ Yes, sufficient resources are available 

    ☐ Somewhat sufficient, but could use additional support 

    ☐ No, additional resources will be necessary 

 

6. How do you think the PMO integration will impact collaboration within your team? 

 

    ☐ Significantly improve collaboration 

    ☐ Somewhat improve collaboration 

    ☐ No impact on collaboration 

    ☐ Somewhat hinder collaboration 

    ☐ Significantly hinder collaboration 

 

7. What level of support or training do you think will be needed to help employees adapt to 

the directive PMO structure? 

 

    ☐ Extensive training and support 

    ☐ Moderate training and support 

    ☐ Minimal training and support 

    ☐ No additional training and support needed 

 

8. Do you think a directive PMO will help improve project alignment and efficiency at A & 

E Construction? 

 

    ☐ Yes, definitely 

    ☐ Yes, somewhat 

    ☐ Neutral 

    ☐ Not likely 

    ☐ No, it will not help 

 

9. What methods do you think would best help employees stay engaged and informed dur-

ing the PMO integration process? (Select all that apply) 

 

    ☐ Regular updates via email 
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    ☐ Monthly meetings or town halls 

    ☐ A dedicated PMO integration team to answer questions 

    ☐ Training sessions/workshops 

    ☐ Other (Please specify): _________ 

 

10. What suggestions do you have to make the PMO integration process smoother? 

 

    (Open text response) 
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Appendix 8: Philological Dictum  
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