
   www.zalbasireppm.com         info@zalbasireppm.com                   +971545987458  
 

Page 1 of 22 

 

 

 

Maximizing Efficiency 

and Value Creation in 

the Construction 

Industry: 

A Guide to PMO and 

Portfolio Management 

Implementation   

http://www.zalbasireppm.com/
mailto:info@zalbasireppm.com


   www.zalbasireppm.com         info@zalbasireppm.com                   +971545987458  
 

Page 2 of 22 

 

TOC 
 ................................................................................................................................................................ 1 

 ................................................................................................................................................................ 1 

TOC ...................................................................................................................................................... 2 

1. Introduction ................................................................................................................................ 5 

2. Main Challenges for Contractors and The Strategies to Overcome Them ................................ 6 

2.1. The Main Challenges .............................................................................................................. 6 

2.1.1. Fluctuating Market Conditions ....................................................................................... 6 

2.1.2. Fluctuating Market Conditions ....................................................................................... 6 

2.1.3. Tight Deadlines ............................................................................................................... 6 

2.1.4. Labor Shortages .............................................................................................................. 6 

2.1.5. Rising Material Costs ...................................................................................................... 6 

2.1.6. Regulatory Compliance .................................................................................................. 7 

2.1.7. Project Complexity ......................................................................................................... 7 

2.1.8. Financial Management ................................................................................................... 7 

2.1.9. Safety Focus .................................................................................................................... 7 

2.1.10. Quality Control ............................................................................................................... 7 

2.1.11. Technology Adoption ...................................................................................................... 7 

2.1.12. Sustainability and Environmental Impact ...................................................................... 7 

2.2. The Strategies to Overcome Them ......................................................................................... 7 

2.2.1. Market Research and Adaptation .................................................................................. 7 

2.2.2. Efficient Project Management ........................................................................................ 7 

2.2.3. Workforce Development ................................................................................................ 8 

2.2.4. Strategic Procurement .................................................................................................... 8 

2.2.5. Regulatory Expertise ...................................................................................................... 8 

2.2.6. Collaborative Approach .................................................................................................. 8 

2.2.7. Robust Financial Management ...................................................................................... 8 

2.2.8. Safety Culture ................................................................................................................. 8 

2.2.9. Quality Assurance ........................................................................................................... 8 

2.2.10. Technology Adoption ...................................................................................................... 8 

2.2.11. Sustainable Practices ...................................................................................................... 8 

2.2.12. Action Plan ...................................................................................................................... 8 

3. Understanding PMO and Portfolio Management ..................................................................... 9 

http://www.zalbasireppm.com/
mailto:info@zalbasireppm.com


   www.zalbasireppm.com         info@zalbasireppm.com                   +971545987458  
 

Page 3 of 22 

3.3. Types of PMOs and their Comparison to Portfolio Management ...................................... 10 

3.3.1. Supportive PMO vs. Portfolio Management .................................................................... 11 

3.3.2. Controlling PMO vs. Portfolio Management ................................................................... 11 

3.3.3. Directive PMO vs. Portfolio Management: ...................................................................... 11 

4. Contractor Transformation Plan ............................................................................................... 13 

4.1. Introduction .......................................................................................................................... 13 

4.2. The Implementation Plan ..................................................................................................... 13 

4.2.1. Assess the current state ................................................................................................... 13 

4.2.2. Develop a vision and strategic objectives ........................................................................ 13 

4.2.3. Develop The Right Governance System ........................................................................... 13 

4.2.3.1. Define the Roles and Responsibilities .......................................................................... 13 

4.2.3.2. Establish Decision-Making Processes .......................................................................... 14 

4.2.3.3. Implement Effective Risk Management ....................................................................... 14 

4.2.3.4. Ensure Compliance ....................................................................................................... 14 

4.2.3.5. Monitor and Review ..................................................................................................... 14 

4.2.4. Design the PMO structure: ............................................................................................... 14 

4.2.4.1. Suggested Organization Structure ............................................................................... 14 

4.2.4.1.1. Executive Management ................................................................................................ 14 

4.2.4.1.2. PMO and Portfolio Management Steering Committee ............................................... 14 

4.2.4.1.3. PMO .............................................................................................................................. 14 

4.2.4.1.4. Portfolio Managers ....................................................................................................... 15 

4.2.4.1.5. Functional Departments............................................................................................... 15 

4.2.4.1.6. Defining Roles and Responsibilities between PMO and Departments ....................... 15 

4.2.4.1.6.1. PMO Responsibilities................................................................................................ 15 

4.2.4.1.6.2. Department Responsibilities .................................................................................... 15 

4.2.4.1.6.3. Decision-Making and Involvement .......................................................................... 15 

4.2.4.1.6.4. Executive Management Board and Steering Committee Composition .................. 16 

4.2.4.1.6.4.1. Executive Management Board ............................................................................. 16 

4.2.4.1.6.4.2. Steering Committee .............................................................................................. 16 

4.2.4.1.6.4.3. Department Involvement ..................................................................................... 16 

4.2.5. Align departments with PMO and Portfolio Management ............................................. 16 

4.2.5.1. Business Development ................................................................................................. 17 

4.2.5.2. Tendering ...................................................................................................................... 17 

4.2.5.3. Purchasing and Supply Chain ....................................................................................... 17 

4.2.5.4. Financial ........................................................................................................................ 17 

http://www.zalbasireppm.com/
mailto:info@zalbasireppm.com


   www.zalbasireppm.com         info@zalbasireppm.com                   +971545987458  
 

Page 4 of 22 

4.2.5.5. HR .................................................................................................................................. 17 

4.2.5.6. Legal .............................................................................................................................. 17 

4.2.6. Restructure the operation department. .......................................................................... 17 

4.2.7. Implement Portfolio Management processes ................................................................. 18 

4.2.8. Systems And Software ...................................................................................................... 18 

4.2.8.1. Project Management Software .................................................................................... 18 

4.2.8.2. Portfolio Management Software ................................................................................. 18 

4.2.8.3. Enterprise Resource Planning (ERP) Software ............................................................. 18 

4.2.8.4. Business Intelligence (BI) and Analytics Tools ............................................................. 18 

4.2.8.5. Collaboration and Communication Tools ..................................................................... 18 

4.2.9. Establish performance metrics ........................................................................................ 18 

4.2.10. Provide training and support ........................................................................................... 18 

4.2.11. Monitor and control ......................................................................................................... 19 

4.2.12. Communicate and celebrate success: .............................................................................. 19 

5. Summary and Conclusion ......................................................................................................... 20 

 

  

http://www.zalbasireppm.com/
mailto:info@zalbasireppm.com


   www.zalbasireppm.com         info@zalbasireppm.com                   +971545987458  
 

Page 5 of 22 

1. Introduction  
The construction industry is characterized by a highly competitive and challenging environment. 

Contractors face numerous obstacles, such as fluctuating market conditions, tight deadlines, labor 

shortages, rising material costs, regulatory compliance, project complexity, financial management, 

safety concerns, quality control, technology adoption, and sustainability concerns. These challenges 

can significantly impact the performance, competitiveness, and profitability of construction 

contractors. 

In response to these challenges, contractors are seeking innovative ways to improve efficiency, 

reduce costs, and create value within their organizations. Implementing PMO (Project Management 

Office) and Portfolio Management is one such approach that can help contractors overcome these 

obstacles and enhance their operations. 

This eBook explores how PMO and Portfolio Management can be applied to multisector contractors 

operating in the construction industry, specifically in the areas of roads, buildings, water, power, and 

ports. It provides a detailed implementation plan for establishing a PMO and integrating Portfolio 

Management practices, resulting in better alignment with strategic objectives, optimized resource 

allocation, and improved project execution. 

The eBook discusses various PMO types and compares them with the Portfolio Management 

approach, guiding contractors in choosing the best PMO structure for their organization. It also 

outlines how PMO and Portfolio Management can enhance the operations of different departments, 

including Business Development, Tendering, Purchasing and Supply Chain, Financial, HR, and Legal. 

Furthermore, it delves into the suggested organization structure, roles and responsibilities, decision-

making, and involvement of the executive management board and steering committee. 

By following the guidelines and recommendations outlined in this eBook, construction contractors 

can effectively implement PMO and Portfolio Management in their organization, leading to increased 

cost-effectiveness, efficiency, and value creation. With these strategies in place, contractors will be 

better equipped to navigate the complex construction landscape, overcome the challenges they face, 

and ultimately achieve success in this competitive industry.  

  

http://www.zalbasireppm.com/
mailto:info@zalbasireppm.com


   www.zalbasireppm.com         info@zalbasireppm.com                   +971545987458  
 

Page 6 of 22 

2. Main Challenges for Contractors and The 
Strategies to Overcome Them 

 

2.1. The Main Challenges 
 

2.1.1. Fluctuating Market Conditions 
Contractors face constant changes in market conditions due to economic fluctuations, evolving 

client demands, and competitive pressures. To overcome this challenge, contractors should monitor 

market trends, conduct regular market analysis, and adapt their business strategies accordingly. 

Diversifying the project portfolio and seeking new markets can also help mitigate the impact of 

market fluctuations. 

2.1.2. Fluctuating Market Conditions 
Contractors face constant changes in market conditions due to economic fluctuations, evolving 

client demands, and competitive pressures. To overcome this challenge, contractors should monitor 

market trends, conduct regular market analysis, and adapt their business strategies accordingly. 

Diversifying the project portfolio and seeking new markets can also help mitigate the impact of 

market fluctuations. 

2.1.3. Tight Deadlines 
Meeting tight project deadlines is essential for maintaining client satisfaction and avoiding 

penalties. To address this challenge, contractors can adopt effective project management practices, 

such as using a PMO or project management software, to improve planning, scheduling, 

coordination, and resource allocation. 

2.1.4. Labor Shortages 
A shortage of skilled labor can lead to 

delays, increased costs, and reduced 

quality. Contractors can overcome labor 

shortages by investing in workforce 

development, offering training and 

apprenticeships, and forming 

partnerships with educational institutions 

to attract and retain skilled workers. 

2.1.5. Rising Material Costs  
To counteract rising material costs, 

contractors can develop strong relationships with suppliers and negotiate favorable contracts. 

Implementing a robust procurement process to manage material costs effectively can also help 

control expenses. 
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2.1.6. Regulatory Compliance  
Contractors must comply with various regulations and building codes, which can be complex and 

time-consuming. Employing or consulting experts well-versed in these regulations can help ensure 

compliance and minimize the risk of penalties and delays. 

2.1.7. Project Complexity  
The complexity of construction projects can lead to challenges in communication, coordination, and 

risk management. Fostering a collaborative environment with architects, engineers, subcontractors, 

and suppliers can help manage project complexities more effectively, ensuring clear communication 

and alignment among all stakeholders. 

2.1.8. Financial Management  
Effective financial management is critical for maintaining profitability and financial stability 

throughout projects. Contractors can implement practices such as accurate budgeting, cash flow 

management, and securing appropriate financing to maintain financial stability. 

2.1.9. Safety Focus 
Prioritizing safety is essential for reducing accidents and maintaining compliance with safety 

regulations. Contractors can establish a strong safety culture, provide regular safety training, 

conduct safety audits, and implement safety measures to address safety concerns. 

2.1.10. Quality Control 
 Implementing a comprehensive quality assurance program that includes regular inspections, 

quality control checks, and continuous improvement initiatives can help ensure high-quality 

workmanship and materials, resulting in increased client satisfaction and reduced rework costs. 

2.1.11. Technology Adoption 
Staying current with technological advancements in the construction industry, such as Building 

Information Modeling (BIM), project management software, and digital collaboration tools, can 

enhance efficiency, accuracy, and competitiveness. 

2.1.12. Sustainability and Environmental Impact 
Adopting sustainable construction practices and environmentally friendly materials can address 

environmental concerns and improve the company's reputation. Focus on reducing waste, energy 

consumption, and carbon emissions not only helps the environment but can also result in cost 

savings. 

2.2. The Strategies to Overcome Them 

2.2.1. Market Research and Adaptation 
Stay informed about market trends and economic fluctuations to adapt and adjust business 

strategies accordingly. This can include diversifying the project portfolio, seeking new markets, and 

adjusting pricing strategies. 

2.2.2. Efficient Project Management 
Implement effective project management practices, such as using a Project Management Office 

(PMO) or adopting project management software to improve planning, scheduling, coordination, 

and resource allocation, ultimately meeting tight deadlines. 
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2.2.3. Workforce Development 
Invest in workforce development through training, apprenticeships, and partnerships with 

educational institutions. This will help attract and retain skilled workers, alleviating labor shortages. 

2.2.4. Strategic Procurement 
Develop strong relationships with suppliers and negotiate favorable contracts to secure competitive 

pricing on materials. Implement a robust procurement process to manage material costs effectively. 

2.2.5. Regulatory Expertise 
Employ or consult experts who are well-versed in relevant regulations and building codes to ensure 

compliance and minimize the risk of penalties and delays. 

2.2.6. Collaborative Approach 
Foster a collaborative environment with architects, engineers, subcontractors, and suppliers to 

manage project complexities more effectively, ensuring clear communication and alignment among 

all stakeholders. 

2.2.7. Robust Financial Management 
Implement effective financial management practices, such as accurate budgeting, cash flow 

management, and securing appropriate financing to maintain financial stability throughout 

projects. 

2.2.8. Safety Culture 
Prioritize safety by establishing a strong safety culture, providing regular safety training, conducting 

safety audits, and implementing safety measures to reduce accidents and maintain compliance 

with safety regulations. 

2.2.9. Quality Assurance 
Implement a comprehensive quality assurance program that includes regular inspections, quality 

control checks, and continuous improvement initiatives to ensure high-quality workmanship and 

materials. 

2.2.10. Technology Adoption 
Stay current with technological advancements in the construction industry, such as Building 

Information Modeling (BIM), project management software, and digital collaboration tools, to 

enhance efficiency, accuracy, and competitiveness. 

2.2.11. Sustainable Practices 
Adopt sustainable construction practices and environmentally friendly materials, focusing on 

reducing waste, energy consumption, and carbon emissions. This not only helps address 

environmental concerns but can also result in cost savings. 

2.2.12. Action Plan 
While all the strategies above are important, however, No. 2.2.2. Efficient Project Management, is 

the right start initiative to establish the PMO and portfolio management to mange all the above 

strategies and initiatives which will come in section 3 where will provide insights into PMO and 

Portfolio Management, their benefits, and a detailed implementation. 
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3. Understanding PMO and Portfolio 
Management 
The history of portfolio management and PMO management (Project Management Office 

management) can be traced back to the evolution of project management as a discipline. While 

the concepts of managing projects and portfolios have been around for centuries, their 

formalization as recognized practices have its roots in the mid-20th century. Here's an overview 

of the history of both portfolio management and PMO management: 

3.1. Portfolio Management 

Portfolio management has its origins in the field of finance and investment, where it was first 

introduced by Harry Markowitz in his 1952 paper, "Portfolio Selection." Markowitz's work laid 

the foundation for Modern Portfolio Theory, which focuses on the optimal allocation of assets to 

maximize return and minimize risk.  

The concept of portfolio management was later 

adapted to the context of project management 

in the late 20th century. With the increasing 

complexity and scale of projects, organizations 

realized the need to manage their projects 

collectively and strategically to optimize 

resource allocation and ensure alignment with 

business objectives. This led to the 

development of portfolio management as a 

discipline within project management, which 

focuses on the selection, prioritization, and 

management of multiple projects and programs to maximize value and achieve strategic goals. 

T Summarize it, Portfolio Management is the process of strategically managing multiple projects 

and programs to achieve an organization's objectives. It involves selecting, prioritizing, and 

allocating resources to projects based on their alignment with the organization's goals, risk 

management, and potential for value creation. Portfolio Management ensures the most effective 

use of resources and helps organizations maximize the return on their project investments. 

3.2. PMO Management 

The origin of PMO management can be traced back to the 1950s and 1960s, when organizations 

started to recognize the need for a centralized function to support and oversee their growing 

number of projects. The Project Management Institute (PMI) was founded in 1969, which further 

contributed to the formalization of project management as a discipline. 

The 1980s and 1990s saw a rapid increase in the adoption of PMOs across various industries, as 

organizations sought to improve project management processes, enhance communication and 

collaboration, and ensure consistency in project execution. The role of PMOs continued to 

evolve, with different types of PMOs (supportive, controlling, and directive) emerging based on 

the varying needs and contexts of organizations. 
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The growth of PMOs and their increasing importance in project management led to the 

development of PMO management as a distinct practice within project management, focusing 

on the design, implementation, and management of PMOs to support the successful execution 

of projects and programs. 

In summary, the history of portfolio management and PMO management is rooted in the 

evolution of project management as a 

discipline, with both practices emerging 

in response to the growing complexity 

and scale of projects and the need for 

more strategic and structured approaches 

to managing them. Portfolio 

management and PMO management 

have continued to evolve and adapt to 

the changing needs and contexts of 

organizations, playing a crucial role in the 

successful delivery of projects and 

programs and the achievement of strategic objectives. 

To Summarise it, the PMO is a centralized function within an organization that oversees the 

management of projects and programs. Its primary purpose is to provide guidance, support, and 

governance, ensuring that projects are executed in alignment with the organization's goals and 

objectives. PMOs can take different forms, depending on the organization's needs and project 

management maturity. 

3.3. Types of PMOs and their Comparison to Portfolio 
Management 
 

There are three primary types of PMOs: supportive, controlling, and directive Each type of 

Project Management Office (PMO) can be compared to the portfolio management approach 

based on their focus, functions, and level of strategic alignment. Here's a comparison of 

supportive, controlling, and directive PMOs with the portfolio management approach where 

you can determine the most suitable PMO model for your company specific needs, maturity 

and context. 
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3.3.1. Supportive PMO vs. Portfolio Management 

Supportive PMOs primarily provide 

consultative support and resources to 

project teams, with a focus on sharing 

knowledge, best practices, and tools. This 

type of PMO has a relatively low level of 

authority and control. In contrast, the 

portfolio management approach focuses 

on the strategic management of multiple 

projects and programs, ensuring 

alignment with the organization's goals 

and objectives. Portfolio management 

involves decision-making at the 

organizational level, including project 

selection, prioritization, and resource allocation.  

Supportive PMOs have a limited scope and focus on individual projects, while portfolio 

management has a broader scope, encompassing the entire project portfolio. 

Supportive PMOs provide consultative support, whereas portfolio management involves 

strategic decision-making and resource allocation. 

Supportive PMOs have a lower level of authority and control compared to portfolio 

management, which often requires strong executive support and involvement. 

3.3.2. Controlling PMO vs. Portfolio Management 
Controlling PMOs have a moderate level of authority and provide more direct oversight of 

projects and programs. They establish and enforce project management standards, 

methodologies, and best practices within the organization. The portfolio management 

approach, on the other hand, is concerned with the strategic management of the entire 

project portfolio, including selection, prioritization, and resource allocation. 

 

Controlling PMOs focus on ensuring compliance with project management standards and 

methodologies, while portfolio management emphasizes strategic alignment and 

prioritization. 

Both controlling PMOs and portfolio management involve a higher level of authority and 

control compared to supportive PMOs, but portfolio management typically has a stronger 

focus on strategic decision-making. 

Controlling PMOs primarily work at the project and program level, while portfolio 

management operates at the organizational level. 

Incorporating elements of a controlling PMO will help ensure that projects across different 

sectors follow consistent project management standards, methodologies, and best 

practices. This can lead to improved project execution, better risk management, and 

increased efficiency. A controlling PMO will also monitor project performance and ensure 

compliance with established processes, which can be crucial when working across diverse 

sectors. 

3.3.3. Directive PMO vs. Portfolio Management: 
Directive PMOs have the highest level of authority and control over projects and programs 

within the organization, actively managing projects directly and making strategic decisions 
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regarding project selection, prioritization, and resource allocation. The portfolio 

management approach also focuses on the strategic management of the entire project 

portfolio, but it does so from a broader perspective, ensuring alignment with the 

organization's overall goals and objectives. 

Both directive PMOs and portfolio management involve high levels of authority and control, 

with a focus on strategic alignment and decision-making. 

Directive PMOs manage projects directly, while portfolio management oversees the entire 

project portfolio, looking for synergies and dependencies among projects and programs. 

While directive PMOs assign project managers and provide resources and support, portfolio 

management is responsible for monitoring and managing the overall performance of the 

project portfolio, ensuring alignment with strategic objectives. 

By adopting elements of a directive PMO, the contractor can benefit from a higher level of 

authority and control over projects and programs. This type of PMO can make strategic 

decisions regarding project selection, prioritization, and resource allocation, ensuring 

alignment with the organization's goals and objectives. A directive PMO can also provide 

resources and support for project managers, facilitating effective project execution across 

various sectors. 

 

In summary, the three types of PMOs differ in their focus, functions, and level of authority, 

while the portfolio management approach is concerned with the strategic management of 

the entire project portfolio. A combination of the appropriate PMO type and the portfolio 

management approach can help organizations effectively manage their projects and 

programs while ensuring alignment with their strategic goals and objectives. 

 

However, from our prospective, a hybrid model that combines elements of controlling and 

directive PMOs with portfolio management knowledge can cover portfolio management 

input which allows the contractor to achieve: 

Consistent project management processes and standards across all sectors, leading to 

improved project execution and efficiency. 

Better strategic alignment, as the PMO takes an active role in managing projects directly and 

making decisions regarding project selection, prioritization, and resource allocation. 

Enhanced resource allocation and support for project managers, enabling them to navigate 

the complexities of projects across diverse sectors. 

Stronger risk management, as the PMO establishes and enforces project management 

methodologies that can mitigate risks in various sectors. 

So how we can implement the above as start to initiate the remaining strategies and 

initiatives? These points are the main focus in Section 4, the contractor transformation plan. 
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4. Contractor Transformation Plan 
 

4.1. Introduction 
The implementation of Project Management Office (PMO) hypered model incorporating 

portfolio management knowledge is essential for construction contractors to overcome 

challenges and enhance efficiency and value creation. To ensure a successful implementation, 

a thorough assessment of the organization's current state is necessary. This assessment should 

identify pain points, inefficiencies, and opportunities for improvement, which will form the 

basis for the implementation plan. A clear vision and strategic objectives that align with the 

organization's overall goals and priorities should be developed, followed by the design of a 

PMO structure that fits the organization's needs and context. All departments, including 

business development, tendering, purchasing and supply chain, financial, HR, legal, and 

operation, should be aligned with the PMO and Portfolio Management objectives. The 

operation department should be restructured by creating separate portfolios for each sector 

and assigning a dedicated Portfolio Manager to each portfolio. Standardized Portfolio 

Management processes should be introduced, and performance metrics should be established 

to track progress and measure success. Finally, training and support should be provided, and 

progress should be monitored and adjusted as necessary. Communicating the success of the 

PMO and Portfolio Management implementation and celebrating achievements will foster a 

culture of continuous improvement and encourage ongoing support. 

4.2. The Implementation Plan 

4.2.1. Assess the current state 

Start by conducting a thorough assessment of the current state of the organization, including 

its structure, processes, and project management maturity. Identify pain points, inefficiencies, 

and opportunities for improvement. This step will help you understand the organization's 

needs and set the foundation for PMO and Portfolio Management implementation. 

4.2.2. Develop a vision and strategic objectives 

Define a clear vision and set of strategic objectives for the PMO and Portfolio Management 

implementation, focusing on cost-effectiveness, efficiency, and value creation. Align these 

objectives with the organization's overall goals and priorities. 

4.2.3. Develop The Right Governance System 
Governance is essential to ensure that an organization's operations align with its strategic 

objectives and priorities. In the construction industry, governance can help ensure that 

projects are completed on time, within budget, and with the desired quality and safety 

standards. To establish the right governance for a contractor company, the following steps 

should be taken: 

4.2.3.1. Define the Roles and Responsibilities 

Clarify the roles and responsibilities of the executive management board, PMO, steering 

committee, and department heads. Each stakeholder should have a clear understanding of 

their role in the decision-making process and should be accountable for their actions. 
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4.2.3.2. Establish Decision-Making Processes  

Establish decision-making processes that are consistent with the organization's strategic 

objectives and priorities. Decisions should be made based on data and insights, and should 

involve the relevant stakeholders. 

4.2.3.3. Implement Effective Risk Management 

Identify potential risks and implement effective risk management processes. Risk 

management should be an ongoing process that involves regular assessment and mitigation 

of risks. 

4.2.3.4. Ensure Compliance 

Ensure compliance with relevant laws, regulations, and standards. This includes safety 

regulations, labor laws, environmental regulations, and financial reporting requirements. 

4.2.3.5. Monitor and Review 

Monitor the effectiveness of the governance system and regularly review and refine it as 

needed. Continuously improve processes and practices based on lessons learned and best 

practices from other organizations. 

Implementing the right governance system can effectively manage the operations and 

projects, ensuring that they are aligned with the organization's strategic objectives and 

priorities. This will result in improved cost-effectiveness, efficiency, and value creation, while 

mitigating risks and ensuring compliance. 

4.2.4. Design the PMO structure: 
Design a PMO structure that best fits the organization's needs and context. Based on the 

analysis, consider a hybrid model that combines elements of controlling and directive PMOs, 

as previously discussed. This model will help establish consistent project management 

standards, methodologies, and best practices, while also providing strategic decision-making 

and resource allocation. 

4.2.4.1. Suggested Organization Structure 

To maximize the benefits of PMO and Portfolio Management implementation, consider the 

following organization structure: 

4.2.4.1.1. Executive Management 

Oversee the strategic direction of the company and provide support for the PMO and Portfolio 

Management initiatives. 

4.2.4.1.2. PMO and Portfolio Management Steering Committee 

Comprised of senior leaders from various departments, this committee will provide strategic 

guidance and decision-making for project and portfolio management. 

4.2.4.1.3. PMO 

Establish a centralized PMO responsible for project management standards, methodologies, 

and best practices, as well as providing support to project teams. 

http://www.zalbasireppm.com/
mailto:info@zalbasireppm.com


   www.zalbasireppm.com         info@zalbasireppm.com                   +971545987458  
 

Page 15 of 22 

4.2.4.1.4. Portfolio Managers 

Assign dedicated Portfolio Managers to 

each sector (roads, buildings, water, 

power, and ports) to manage projects 

within their respective sectors and ensure 

alignment with the organization's strategic 

objectives.  

4.2.4.1.5. Functional 
Departments 

Maintain existing functional departments 

(business development, tendering, 

purchasing and supply chain, financial, HR, and legal) and align them with the PMO and 

Portfolio Management objectives. Establish clear roles and responsibilities for each 

department and create channels for cross-functional collaboration and communication. 

By implementing this organization structure, contractors can better leverage PMO and 

Portfolio Management to improve efficiency, cost-effectiveness, and value creation across all 

departments and sectors. 

4.2.4.1.6. Defining Roles and Responsibilities between PMO and 
Departments 

4.2.4.1.6.1. PMO Responsibilities 

✓ Develop and maintain project management standards, methodologies, and best 

practices. 

✓ Provide guidance and support to project teams across departments. 

✓ Ensure projects are aligned with the organization's strategic objectives. 

✓ Monitor and control project performance and resource allocation. 

✓ Collaborate with department heads to identify and mitigate project risks. 

✓ Facilitate cross-functional communication and collaboration. 

✓ Report project status and progress to the Executive Management Board and the 

Steering Committee 

4.2.4.1.6.2. Department Responsibilities 

✓ Execute projects in accordance with PMO standards and methodologies. 

✓ Collaborate with the PMO to align projects with strategic objectives. 

✓ Provide regular project updates and performance data to the PMO. 

✓ Identify and escalate project risks and issues to the PMO. 

✓ Participate in cross-functional communication and collaboration. 

✓ Allocate resources to projects based on guidance from the PMO and the Steering 

Committee. 

✓ Support continuous improvement efforts by providing feedback on PMO processes 

and practices. 

4.2.4.1.6.3. Decision-Making and Involvement 

The decision-making process should involve collaboration between the PMO, departments, 

and the Steering Committee, with final decisions made by the Executive Management Board. 
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The PMO and departments should provide recommendations and input, while the Steering 

Committee evaluates options and makes informed decisions based on strategic objectives 

and resource availability. 

4.2.4.1.6.4. Executive Management Board and Steering Committee 
Composition 

4.2.4.1.6.4.1. Executive Management Board 

The Executive Management Board should consist of top-level executives responsible for 

making strategic decisions for the organization. Members may include: 

 

✓ CEO (Chief Executive Officer) 

✓ COO (Chief Operating Officer) 

✓ CFO (Chief Financial Officer) 

✓ CTO (Chief Technical Officer)  

✓ Heads of major departments (e.g., Business Development, Operations, HR, Legal) 

4.2.4.1.6.4.2. Steering Committee 

 

The Steering Committee should comprise senior leaders from various departments who 

provide strategic guidance and decision-making for project and portfolio management. 

Members may include: - 

✓ PMO Director 

✓ Portfolio Managers from each sector (roads, buildings, water, power, and ports) 

✓ Senior representatives from functional departments (e.g., Business 

Development, Tendering, Purchasing and Supply Chain, Financial, HR, Legal) 

4.2.4.1.6.4.3. Department Involvement 

Departments should be actively involved in the PMO and Portfolio Management 

processes through: 

 

✓ Regular communication and collaboration with the PMO. 

✓ Participation in cross-functional meetings, workshops, and training sessions 

✓ Providing project updates and performance data to the PMO and Steering 

Committee. 

✓ Engaging in the decision-making process by offering recommendations and input 

based on their expertise and experience. 

✓ Implementing decisions made by the Executive Management Board and Steering 

Committee and providing feedback on outcomes and areas for improvement. 

4.2.5. Align departments with PMO and Portfolio Management 

Ensure that all departments, including business development, tendering, purchasing and 

supply chain, financial, HR, legal, and operation, are aligned with the PMO and Portfolio 

Management objectives. Establish clear roles and responsibilities for each department and 

create channels for cross-functional collaboration and communication. 

The example of what can we do to align departments with PMO are: 
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4.2.5.1. Business Development 

The new system will enable the business development department to identify and pursue 

projects that align with the organization's strategic objectives. PMO and Portfolio Management 

will provide data-driven insights to help prioritize projects and allocate resources effectively. 

This will result in a more targeted approach to business development, ultimately increasing 

revenue and overall project success. 

4.2.5.2. Tendering 

The tendering department will benefit from standardized processes and methodologies 

provided by the PMO. This will improve the efficiency and quality of the tendering process, 

resulting in more accurate and competitive bids. Furthermore, the Portfolio Management 

approach will help the tendering team to prioritize and select projects that align with the 

organization's strategic goals and risk appetite. 

4.2.5.3. Purchasing and Supply Chain 

The purchasing and supply chain department will be better equipped to optimize procurement 

and logistics processes with the support of the PMO. Streamlined communication between 

departments will enable better demand forecasting, reducing costs and lead times. Portfolio 

Management will also help to allocate resources strategically, ensuring that projects receive 

the necessary materials and services on time and within budget. 

4.2.5.4. Financial 

The financial department will gain better visibility into project performance and resource 

allocation through PMO and Portfolio Management. This will lead to more accurate financial 

forecasting, budgeting, and reporting. In addition, the PMO will provide support in managing 

project-related financial risks, ensuring that the organization remains financially stable and 

compliant. 

4.2.5.5. HR 

The HR department will be able to leverage the PMO's expertise in project management to 

develop and implement best practices for recruiting, training, and retaining skilled project 

staff. Furthermore, Portfolio Management will assist in identifying skill gaps, informing talent 

acquisition strategies and professional development initiatives, ensuring that the organization 

has a competent workforce to deliver on its strategic objectives. 

4.2.5.6. Legal 

The legal department will benefit from PMO support in managing project-related legal risks 

and compliance requirements. By providing guidance and oversight, the PMO will help the 

legal department ensure that projects are executed in accordance with all relevant laws, 

regulations, and contractual obligations. 

4.2.6. Restructure the operation department. 

Restructure the operation department by creating a separate portfolio for each sector (roads, 

buildings, water, power, and ports as an example or by area). Assign a dedicated Portfolio 

Manager to each portfolio who will be responsible for managing the projects within their 

respective sectors and ensuring alignment with the organization's strategic objectives. 
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4.2.7. Implement Portfolio Management processes 

Introduce standardized Portfolio Management processes, including project selection, 

prioritization, and resource allocation. These processes should be aligned with the 

organization's strategic objectives and should be overseen by a centralized Portfolio 

Management Office (PMO) or steering committee. 

4.2.8. Systems And Software 
There are various systems and software that can be adopted to facilitate the implementation 

of PMO and Portfolio Management in the construction industry. Some of the common tools 

and platforms include: 

4.2.8.1. Project Management Software 

This software can help manage tasks, schedules, resources, and budgets, providing real-time 

data and insights that enable better decision-making. 

4.2.8.2. Portfolio Management Software 
This software can help manage the portfolio of projects, aligning them with the organization's 

strategic objectives and providing visibility into the overall portfolio performance. 

4.2.8.3. Enterprise Resource Planning (ERP) Software 

This software can help integrate various departments and functions, providing a single source 

of truth for data and information. 

4.2.8.4. Business Intelligence (BI) and Analytics Tools 

These tools can help analyze and visualize data, enabling better insights and decision-making. 

4.2.8.5. Collaboration and Communication Tools 
These tools can help facilitate cross-functional collaboration and communication, enabling 

seamless information sharing and problem-solving. 

 

It is important to choose the right systems and software that fit the organization's needs and 

context. The implementation plan should include a thorough analysis of the available options 

and the expected benefits and costs. The selected systems and software should align with the 

organization's strategic objectives and should be easily adopted by the stakeholders involved. 

Adequate training and support should be provided to ensure that the systems and software 

are used effectively and efficiently. 

4.2.9. Establish performance metrics 
Develop performance metrics for both PMO and Portfolio Management to track progress and 

measure success. These metrics should focus on cost-effectiveness, efficiency, and value 

creation, and should be regularly reviewed and refined as needed. 

4.2.10. Provide training and support 

Provide training and support to project managers, team members, and other stakeholders to 

ensure they have the necessary skills and knowledge to effectively implement PMO and 

Portfolio Management processes. 
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4.2.11. Monitor and control 

Monitor the progress of PMO and Portfolio Management implementation and make 

adjustments as needed to ensure alignment with the organization's strategic objectives. 

Continuously improve processes and practices based on lessons learned and best practices 

from other organizations. 

4.2.12. Communicate and celebrate success: 
Communicate the success of the PMO and Portfolio Management implementation to 

stakeholders and celebrate achievements. This will help foster a culture of continuous 

improvement and encourage ongoing support for PMO and Portfolio Management initiatives. 
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5. Summary and Conclusion 
 

The construction industry faces various challenges, including fluctuating market conditions, 

tight deadlines, labor shortages, rising material costs, regulatory compliance, project 

complexity, financial management, safety concerns, quality control, technology adoption, 

sustainability, and environmental impact. To overcome these challenges, contractors must 

adopt strategies that focus on cost-effectiveness, efficiency, and value creation. One of the 

most effective strategies is to apply PMO and Portfolio Management, which involves 

establishing a centralized PMO and portfolio structure that can manage projects across all 

departments and sectors. This approach enables better decision-making, resource allocation, 

and risk management, while ensuring alignment with the organization's strategic objectives 

and priorities. 

 

The implementation plan for PMO and Portfolio Management involves assessing the current 

state of the organization, developing a clear vision and strategic objectives, designing the PMO 

structure, aligning departments with PMO and Portfolio Management, restructuring the 

operation department, implementing Portfolio Management processes, establishing 

performance metrics, providing training and support, monitoring and controlling, and 

communicating and celebrating success. The right systems and software, such as project 

management software, portfolio management software, ERP software, BI and analytics tools, 

and collaboration and communication tools, should be adopted to facilitate the 

implementation of PMO and Portfolio Management. 

 

To establish the right governance for a contractor company, it is essential to define the roles 

and responsibilities, establish decision-making processes, implement effective risk 

management, ensure compliance, and monitor and review the effectiveness of the governance 

system. By adopting these strategies and practices, contractors can effectively manage their 

operations and projects, mitigating risks, ensuring compliance, and achieving cost-

effectiveness, efficiency, and value creation. 

 

In conclusion, PMO and Portfolio Management, along with the right governance practices and 

tools, provide contractors with a powerful framework for managing their operations and 

projects. By applying these strategies and practices, contractors can overcome challenges, 

achieve their strategic objectives, and create long-term value for their stakeholders. 

By following this implementation plan, the contractor can effectively apply PMO and Portfolio 

Management to their organization, resulting in improved cost-effectiveness, efficiency, and 

value creation across all departments and sectors, write the best introduction for the above 

plan. 

 

For more similar eBook please visit our website 

www.zalbasireppm.com . 
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ZALBASIREPPM, offers a comprehensive range of expert services in Enterprise Project 

Management Office (EPMO) and Enterprise Project Portfolio Management (EPPM). We 

pride ourselves on our ability to implement and manage EPMO for our clients, delivering 

efficient and effective results. Our services include: 

• Portfolios Cost Control and Scheduling: We prioritize analysis of project portfolios 

and perform financial planning, cost control, and analysis to ensure efficient and 

effective management. 

• Project Portfolio Prioritizing Analysis: We evaluate and analyze the portfolio based 

on various factors, such as the project's impact on the organization, strategic goals, 

available resources, and risk. 

• Project Portfolio Policies and Governance Documentation: We create and implement 

comprehensive policies and governance documentation to ensure that your projects 

and programs are aligned with your organization's strategic objectives. 

• Project Portfolio Business Analysis: Our team of experts performs business analysis 

of project portfolios to ensure that each project is aligned with the organization's goals 

and objectives. 

• Independent Advisory, Monitoring and Reporting: We provide independent advisory 

services, monitoring, and reporting to ensure that the portfolio is managed efficiently 

and effectively. 

• Establishment, Client Side Integration and Process Improvement: We help you 

establish a PMO, integrate it with your organization, and improve your project 

management processes. 

• Projects and Programs Portfolio Controls Integrations: We integrate project and 

program portfolio controls to ensure that your organization's objectives are achieved. 

• Develop Customized Dashboard, Automated Reporting and Analytical Tools: We 

develop customized dashboards, automated reporting, and analytical tools to help you 

make informed decisions. 

• Portfolio Risk and Issue Identification & Management: We identify and manage risks 

and issues that may arise in project portfolios to ensure that projects are completed 

within scope, budget, and time. 

• Planning & Scheduling: We prepare, review, and approve contractor construction 

schedules, perform schedules integrity analysis using critical path method (CPM), and 

optimize schedules. 

• Project Cost Control: We implement project procurement schedules, prepare 

tendering schedules, and perform planning and scheduling to ensure that projects are 

completed within budget. 

• Contract Management, Claims and Arbitration: We provide specialist expert advice, 

forensic analysis, time impact analysis, and extension of time claim preparation to 

manage the resolution of formal disputes. 

• Training: We offer different training packages to help your team acquire the necessary 

skills to manage your projects and programs effectively. 
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Our team of experts is available to provide you with the support and guidance you need to 

achieve your organizational goals. Please contact us for inquiries and more information 

please contact us : 

Email  info@zalbasireppm.com  

WhatsApp +971545987458  
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