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Abstract: Given the increasingly dynamic nature of organizational environments in contemporary times, the adoption 

of projects as tools for driving organizational transformation, innovation, and competitive advantage has gained 

momentum. Nevertheless, organizations that exhibit low levels of maturity in project management face various issues 

because they do not have effective governance processes, standardized project management practices, and even 

PMOs that can help them undertake projects successfully. The current research seeks to explore the issues 

surrounding the establishment of a PMO within such organizations. In particular, through the use of systematic 

literature review and conceptual synthesis, the study seeks to analyze different governance models for PMOs, project 

maturity models, and implementation approaches in order to identify key obstacles to PMO establishment. With these 

results, the research proposes a phased model of governance that organizations can adopt progressively based on 

their readiness, maturity levels, and strategic considerations. The model underscores the importance of executive 

sponsorship, capability building, adaptive governance approaches, and maturity progression as key facilitators for 

PMO success. Through the provision of a practical and realistic approach for moving from informal to more formal 

project governance practices, the research makes a valuable contribution to academic discussions and practical 

applications. It offers an alternative approach to existing models of PMO implementation that are too complex and 

unrealistic. 

 

Keywords: Project Management Office (PMO), Project Governance, Organizational Maturity, PMO Implementation, 

Governance Framework, Strategic Alignment, Organizational Change, Capability Development, Governance 
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1. Introduction 
In today’s dynamic business world, projects are being used 

as major tools by organizations for transforming themselves, 

improving their effectiveness, introducing new technologies 

and surviving in competition [1]. Irrespective of whether these 

projects involve implementation of digital technology, 

expansion of business operations, introduction of new 

products, enhancement of infrastructures, or organizational 

change processes, projects have become the mainstay of 

attaining organizational goals. Unfortunately, while an 

increasing number of organizations have started becoming 

more dependent on project-based operations, not many 

organizations are equipped with formal project governance 

frameworks, established methodologies, and formal project 

management capabilities. On the contrary, many projects are 

often implemented haphazardly without any well-defined 

planning or procedures in place. With the occurrence of more 

challenges arising due to projects within organizations, there 

is a rising demand for a unified governance system in place 

[2]. 

 

The Project Management Office (PMO), which is a new 

organizational entity, plays a vital role by providing 

standardization, coordination, accountability, and strategic 

alignment in regards to managing projects. Previously, PMOs 

were viewed as administrative facilitators whose major 

functions involved documenting and reporting [3]. However, 

the current generation of PMOs is seen as governance 

facilitators whose main functions involve portfolio 

management, resource optimization, risk governance, 

stakeholder engagement, performance management, and 

organizational transformation. While aware of the 

significance of PMOs, there is much uncertainty about how to 

set up their first PMO among many organizations. This 

situation is more pronounced in organizations that have low 

maturity levels in project management where there is lack of 

formal project governance arrangements, competent project 

managers, processes and organization readiness. For such 

organizations, one of the critical questions is: What should an 

organization actually do when it realizes it needs a PMO but 

has no idea where to start? This question is a typical 

governance challenge for startups, small and medium 

companies, governmental institutions, family businesses and 

operationally oriented organizations moving into formal 

project management settings [4]. The creation of PMOs is not 

only about implementing some technological framework but 

rather entails more of a transformational approach in terms of 

restructuring governance, adapting the organizational culture, 

making leaders commit themselves, and acquiring capabilities 

[5]. Many failures in PMO implementations arise since most 
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organizations strive to implement very sophisticated 

governance models without taking into account such 

important factors as the maturity level of the organization, 

culture, available resources, and real-life constraints. Such 

elaborate governance models can create resistance and cause 

excessive bureaucracy and confusion. In addition, 

organizations with no prior experience in sophisticated project 

governance systems may face some challenges in 

implementing them due to the lack of stakeholders’ buy-in [6]. 

 

This review paper examines PMO deployment in 

organizations lacking project management maturity, PMO 

governance conceptual foundations, implementation issues, 

success criteria, leadership roles, governance 

methodologies, and maturity growth approaches for 

sustainable PMO advancement. A realistic governance 

structure that enterprises might gradually adopt depending on 

operational readiness and strategic goals is also presented. 

The study seeks to provide academic insight and 

managerial guidance for organizations moving from 

informal project execution to structured, accountable, and 

strategically aligned project governance systems through 

realistic implementation strategies rather than idealized 

governance complexity. 

 

1.1. Objective of the study 

 To examine the importance of establishing a Project 

Management Office (PMO) in organizations with 

low project management maturity.To identify the 

major governance, operational, and cultural 

challenges faced while building a PMO from 

scratch. 

 To analyze the role of project governance, 

leadership support, and standardization in 

successful PMO implementation. 

 To develop a practical and scalable governance 

framework for organizations lacking formal project 

management structures. 

 To explore critical success factors required for 

sustainable PMO growth and organizational 

maturity development. 

 

1.2. Emerging Need for Structured Project Governance 

In today’s world, projects are becoming the basic tools for 

delivering innovations, business transformations, digital 

transformations, expansion of markets, and other strategic 

targets within companies. Companies now operate multiple 

projects at the same time, involving various collaborations, 

technology integration, regulations, and dynamic expectations 

from different stakeholders. With the growing level of size 

and complexity within projects, traditional and informal 

project management techniques prove insufficient in 

providing consistent and accountable solutions [7]. The lack 

of an adequate governance system leads to poor decision-

making, poor distribution of roles, ineffective utilization of 

resources, failure in communication, delays in completion of 

projects, and increase in operational risks. For this reason, 

companies are becoming aware of the need for an effective 

approach to project execution which would include project 

governance. Increasing reliance on project-oriented processes 

has made it crucial to implement project governance systems 

that will be able to provide structured methodologies, 

reporting frameworks, risk management measures and 

accountability arrangements. Organizations are no longer able 

to count on their ability to react in an efficient manner and/or 

the skillfulness of their managers to make sure that they are 

able to achieve successful outcomes in highly competitive and 

dynamic environments. They need to have governance 

systems that allow for strategic prioritization, organizational 

coordination, efficient decision making and project alignment 

with corporate goals. Governance allows organizations to 

increase operational discipline, build trust and monitor 

performance among other things. This way, governance is 

seen not only as a necessity but also as a strategic element that 

helps organizations remain stable and competitive in the long 

term [8]. 

 

2. Conceptual Foundations of PMO 

Governance 
PMO Governance is a structured approach to governing 

the control, coordination, oversight, and alignment of all 

efforts related to projects toward the overall goals of the 

corporation. Modern organizations look upon projects as 

instruments to foster innovation, change, competitiveness, and 

sustainability, rather than simply as operations carried out 

within organizations. It is crucial to have a governance 

framework that can provide consistent operation, accountable 

management, transparency in decision-making, and strategic 

synchronization for any organization in such interdependent 

and complex situations of projects. Such a framework is 

provided through the concept of PMO governance that 

provides an organized framework for project prioritization, 

oversight, evaluation, and strategic synchronization [9].  

 

2.1. Governance Architecture as an Organizational Control 

Mechanism 

In organizations without project management maturity, 

governance architecture acts as the essential control 

mechanism that instills structure, accountability, and 

coordination in project-related processes. Without any form 

of governance architecture, most project-related activities in 

an organization will be done in an unstructured way that 

involves informal communications, authority relationships, 

and decision-making approaches. As such, there is bound to 

be inefficient operation within the organization coupled 

with increased risks of failure in project delivery. In this 

regard, having governance architecture acts as a tool for 

creating a control system that will help in instilling some 

degree of discipline in managing and running project 

processes within an organization. In essence, governance 

architecture helps an organization in establishing its control 

structures through reporting lines, procedures, approvals, 

roles, and others. To an organization setting up PMOs for 

the first time, governance architecture will be a source of 

stability [10]. 

 

2.2. Strategic Alignment as the Core Governance Principle 

Strategic alignment acts as the guiding principle 

whereby the actions taken during the execution of a project 
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are related to long-term organizational objectives and goals. 

In cases where there is low maturity, projects may arise in 

response to short-term issues within the organization, and 

their execution might cause fragmentation and resource 

allocation challenges that have minimal benefits to the 

organization. The concept of strategic alignment helps the 

organization ensure that all projects have relevance in 

furthering the overall mission, vision and transformation 

plans of the organization. The PMO with the governance 

orientation will create the means through which projects can 

be selected and prioritized based on their strategic value 

instead of individual managers' preferences. The 

organization can use strategic alignment to ensure that 

resources are utilized more efficiently and effectively. In 

addition, when creating a PMO, strategic alignment helps 

increase visibility among top executives because project 

results are related to organizational performance [11]. 

 

2.3. Accountability and Decision Transparency in 

PMO Governance 

These are important foundations when it comes to 

improving the level of discipline and reliability in 

organizations. Without formal governance systems, the role 

of people in the project becomes unclear, the decisions 

become informal, and operations remain unaddressed due 

to lack of clear accountabilities and communication lines. 

Such a situation results in delays in actions, which in turn 

causes the loss of stakeholder confidence regarding the 

implementation of the project. Governance in a PMO 

provides clarity about accountabilities by defining the roles 

of the managers, their reporting lines, and the process of 

making decisions. Decision transparency, on the other hand, 

ensures that the projects are governed using formal 

processes. When organizations need to build their PMOs 

from scratch, accountability and transparency help create a 

sense of ownership and understanding of the organization, 

which is why it becomes essential for building up the 

governance maturity level [12]. This is true in regard to 

fostering trust among stakeholders, improving the 

monitoring process, and ensuring better results. 

 

2.4. Rganizational Capability Development Through 

Governance 

From the practical perspective of governing in 

organizations with insufficient maturity in managing projects, 

beyond its role as a tool of control, governance acts as a 

facilitator of competence building within the organization. In 

organizations that have low levels of maturity, there are 

instances when the employees work on their projects without 

the existence of any formalized knowledge or techniques that 

would enable them to perform consistently and learn. 

Governance-led PMOs are crucial for organizations as they 

will help build their competencies through different processes 

and activities. The organizations are empowered by the 

governance-based approach to become more proficient in 

planning, communication, risk management, stakeholder 

coordination, and decision-making. It is the task of the PMO 

to create conditions under which the team members can gain 

experience, follow the process standards, and develop 

managerial skills. This skill-building makes organizations 

more flexible and resilient without depending too much on ad-

hoc management [13]. Speaking about organizations that 

establish PMOs for the first time, we can say that governance 

plays the role of the main instrument of development that 

helps go beyond project-based processes and develop 

organizational competencies. 

 

 
Fig 1: Core Function of PMO 

 

Above Figure 1: displays a circular structure for the Core 

Functions of a Project Management Office (PMO). All the 

functions are centralized around the center to show that the 

functions are not independent in their workings but 

interconnected and complement each other in making sure that 

the projects are governed effectively. The use of circles 

illustrates the idea that none of the functions work 

independently but are all part of a circle of governance that 

improves the performance of the projects. The center, on 

which “Core Functions of a PMO” is inscribed, shows the 

PMO as the core controlling body of the organization’s project 

environment. The first factor, Project Governance and 

Control, is linked to the monitoring and controlling of project 

delivery through systematic guidelines, approval, and control 

processes [14]. Next to it, Methodology Standardization 

addresses the need for standardized process to ensure that all 

projects use consistent methodology approaches, 

documentation methods, and delivery approaches. Going 

deeper, the Resource Coordination discusses how PMO 

balances resources, be it human resources or budgetary 

allocation, among other things, in delivering many projects at 

the same time without conflicts. Portfolio alignment refers to 

making sure all projects support organizational strategy. The 

operational aspect of the performance monitoring process 

includes the  collection  of  information  regarding 

achievements, timeline, cost-effectiveness, and results of 

deliveries to inform decisions based on facts. The risk 

management process is aimed at early identification of 

possible problems and implementation of strategies to 

eliminate risks that could interfere with project execution [15]. 

With regards to knowledge management, the knowledge 

sharing concept is associated with organizational learning that 

is based on sharing lessons learned and experiences within the 

organization. 
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3. Organizational Maturity and PMO 

Readiness 
Organization maturity and PMO readiness refer to the 

level of development at which an organization is ready to 

implement formalized project management governance 

frameworks. Organization maturity refers to the consistency 

with which organizations handle processes, decision 

making, and performance through structured frameworks, 

as opposed to the informal ways of doing things [16]. 

Organizations that are immature show inconsistencies in 

process and methodologies, lack of documentation, reactive 

decision-making, and inconsistency in project performance. 

This shows that the organization relies on its own 

experiences in carrying out activities. PMO readiness, 

however, describes the ability and the willingness of the 

organization to move towards a more formal approach in 

project management via PMO creation. This involves 

assessing key issues like management commitment, 

availability of competent personnel, strategic direction, 

process awareness, and change acceptance. An organization 

may be aware that it needs a PMO; however, if it is not 

ready, its efforts in creating one will meet resistance [17]. 

PMO readiness, therefore, can be seen as a bridging 

element from informal to formal project management 

structures. From a governance perspective that is both 

practical and realistic, particularly for organizations trying 

to create their own PMO from scratch, maturity and 

readiness should not be considered as absolutes, but rather 

as dynamic elements. The primary consideration will not be 

to ensure that maturity is at its highest level, but to establish 

basic governance processes like standardization, role 

clarity, reporting, and basic monitoring. Gradually, as these 

become stabilized, organizational maturity starts increasing, 

thus allowing more complex PMO capabilities such as 

portfolio governance, strategy alignment, and optimization 

to be achieved. Therefore, organizational maturity and 

PMO readiness combined make up the basis for 

development [18]. 

 

4. Literature Review 
António Monteiro, (2024) examines how the project 

management office (PMO) integrates the complexity of the 

link between strategies, projects, and organization in order 

to improve the performance of business. Yet, there is much 

complexity in the definition of roles and responsibilities of 

PMOs since PMOs could be used in many different ways. 

This paper offers a systematic review of typologies, PMO 

types, and their associated roles. We were able to identify 

16 PMO typologies and 60 PMO types from the literature. 

It becomes clear from this work that PMOs have great 

complexity and dynamism and can take diverse shapes and 

roles[2]. 

 

Udechukwu Ojiako, (2025) review the Project 

Management Offices (PMOs) have been proven to be vital 

in project, program and portfolio management. In this mini-

literature review, there will be a review of the dynamic 

nature of PMOs with a focus on their functions, types, and 

strategic value. Although PMOs have historically had an 

emphasis on facilitation and portfolio management, the 

dynamic environment of current projects necessitates PMOs 

to be able to accommodate novel, complex and uncertain 

environments. The objective of this mini-literature review 

is to discuss the trends, contributions, and research areas in 

PMO-related literature. To accomplish this goal, a 

bibliometric analysis of the literature regarding PMOs 

between the years 2002 and 2024 was carried out using 

VOSviewer through the utilization of information obtained 

from the SCOPUS database. From this review, the 

continuous transition from traditional PMO models to 

newer strategic models that support stakeholder 

inclusiveness and value creation has emerged as a key 

theme. Moreover, some of the leading journals, researchers 

and conferences in the field of PMO will be identified in this 

paper [19]. 

 

Vladimir Obradović, (2022) Modern institutions employ 

projects for conducting development processes within the 

organization. The current study uses an extensive literature 

review in order to propose a conceptual framework for setting 

up the Project Management Office (PMO) in the public sector. 

This research paper explores the role of the Project 

Management Office in project management, the benefits 

offered by the PMO emphasizing the PMO in the public 

sector, and finally, provides a theoretical and empirically 

supported review of project management approaches, 

methodologies, and models. Using a systematic literature 

review and based on almost two decades of practical 

experiences in the area, the principal result of this study is a 

nine-steps framework for setting up PMO in the public sector. 

 

Jéssica Vivianne (2021) presents a theoretical framework 

that can be used to conduct research about how the PMO helps 

organizations execute their strategy in PBB. An exhaustive 

literature review was conducted in Web of Science and 

Scopus databases to identify appropriate literature. In this 

study, 19 articles were analyzed following Saldana’s coding 

cycles (2016). Results indicate that the PMO contributes to 

strategy execution via project integrity, monitoring processes, 

integration and communication among projects and 

stakeholders, standardization of procedures and techniques, 

alignment of goals, and portfolio management. Through such 

contributions, PMO contributes to strategies and connects 

projects and strategies. This leads to creation of an enabling 

environment that makes it possible for the strategies to be 

executed. The study is unique in the sense that the focus is on 

the role of PMO in PBB [20]. Sreekumar Menon's 

(2024)research paper aims to identify the best project 

management practices and examine the obstacles that 

organizations may encounter in implementing these 

practices. Through the application of best practices, 

organizations will be able to evade some of the common 

pitfalls and attain maximum benefits from the project 

management processes. The main steps in applying the best 

practices include setting up the PMO as the hub of the project 

management process, choosing an appropriate methodology, 

building project manager capabilities, and managing change 

and risks. In addition, examining project implementation 

obstacles from the point of view of critical success factors will 

enable organizations to surmount common difficulties 
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associated with project management and succeed in the 

process. Common obstacles that may arise in the 

implementation of project management practices include top 

management's lack of support, inefficient stakeholders, poor 

efficiency of PMO, insufficient project planning, and people-

related issues [21]. 

 

António Monteiro, (2016) In today's organizations, 

competitive pressures and globalization, along with 

changing environment that demands organizational re-

engineering of business model structures to increase 

efficiency. Practices of project management are useful tools 

to enhance organizational success and raise the value of 

projects within organization. Project Management Office 

(PMO) represents a structure designed to support and 

enhance project management process through employing 

proper techniques to reach the optimum level of 

effectiveness and efficiency. Various functions and roles of 

PMO were introduced in literature, ranging from PMO with 

a mere role of reporting project execution, to PMO having 

role in formulation of organizational strategies. This paper 

aims to introduce the concept and typology of Project 

Management Office. Due to the increasing role of PMO in 

organization, outcomes of this study will be useful for 

organizational managers in designing and developing their 

own PMOs [22]. 

 

Existing literature extensively discusses PMO 

typologies and strategic roles; however, limited attention has 

been given to phased PMO implementation frameworks 

specifically designed for low-maturity organizations. This 

gap forms the basis of the present study. As more finding 

explain in below 1. 

 

Table 1: Comparison Analysis on Literature Review 

Author(s) & 

Year 

Focus of Study Methodology / Approach Key Findings 

Vitor Santos 

(2016) 

PMO concept, roles, 

and typologies 

Literature-based conceptual 

study 

PMOs range from reporting units to 

strategic governance bodies; 

typologies vary widely 

António 

Monteiro (2024) 

PMO typologies and 

role complexity 

Systematic literature review Identified 16 typologies and 60 

PMO types; PMOs are highly 

dynamic and context-dependent 

Udechukwu 

Ojiako (2025) 

Strategic evolution

 and 

bibliometric PMO 

trends 

Bibliometric analysis

 (Scopus, 

VOSviewer) 

PMOs are shifting from operational to 

strategic, value-driven entities 

Vladimir 

Obradović 

(2022) 

PMO framework in 

public sector 

 

Systematic literature review 

Developed a nine-step PMO setup 

framework for public organizations 

Jéssica Vivianne 

(2021) 

PMO role in

 strategy 

execution (PBB 

context) 

Qualitative literature review 

(19 articles, coding analysis) 

PMO improves strategy 

execution via alignment, 

communication, and monitoring 

Sreekumar 

Menon (2024) 

 

PMO best practices 

and implementation 

barriers 

Conceptual/practice-oriented 

study 

Key barriers include weak leadership 

support, poor planning, and 

inefficiency in PMO structure 

 

Research Gap: Despite considerable body of knowledge 

accumulated by PMO researches, there are still some gaps in 

it. Previous investigations concentrate mostly on the PMO 

typology, role and evolution, however, little evidence about 

the practical influence of PMO types on the performance of 

organizations is provided. The issue of the PMO evolution 

from operational to strategic role was considered but the exact 

measurement of its contribution to value creation and project 

success remains unconsidered. Moreover, the models of PMO 

implementation including those of the public sector context 

are poorly validated for various business sectors and national 

cultures. Another gap consists of little knowledge about the 

mechanisms of sustaining strategy-project alignment via 

PMO. 

 

 

 

 

5. Practical Governance Framework for 

Building A PMO from Scratch 

 
Fig 2: PMO Governance Framework 
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Above Figure 2: The framework describes a staged 

process of creating a PMO incrementally, systematically, and 

gradually. The first stage involves diagnosing organizational 

issues and evaluating the level of PM maturity to justify 

creating the PMO. At the second stage, the organization 

specifies the goal and scope of the proposed PMO and defines 

the appropriate model, beginning with less complex 

supporting services. Then, at the next stage, organizations 

implement governance by creating policies, defining roles, 

and developing templates to maintain uniformity and 

accountability. In the next stage, the focus will be on 

enhancing organizational capability in terms of training 

employees, gaining leadership commitment, and developing 

governance culture. At the next stage, organizations introduce 

tools that include measurement and performance indicators in 

order to improve coordination and decision-making. The final 

stage is characterized by continuous improvement and 

maturity development that leads organizations from the 

simplest form of coordination to strategic governance. 

 

In Phase I, (Governance Recognition and Organizational 

Diagnosis), the company first recognizes issues such as 

delays, budget overruns, inadequate communication, and a 

lack of responsibility. After that, it conducts an analysis of the 

present project environment, which includes the culture, 

procedures, leadership expectations, and resource capabilities. 

This stage guarantees that the PMO is implemented in 

accordance with the actual requirements of the firm [23]. 

 

In Phase II, (Defining the Purpose of the PMO), in the 

beginning stages of the project, the Project Management 

Office (PMO) is maintained straightforward and functioning, 

with the primary goals of standardizing project procedures, 

enhancing visibility, bolstering communication, and 

providing support for coordination. In addition, the business 

chooses a PMO type that is ideal for its needs, which can be 

supporting, controlling, or directive. Supporting PMOs is the 

most appropriate for enterprises that are not yet fully 

developed [24]. 

 

In Phase III, (Designing the Core Governance 

Structure) fundamental governance mechanisms are 

developed. This involves setting the rules for project 

approval, the formats for reporting, the procedures for 

escalation, and the communication protocols. There is a 

clear assignment of duties to various stakeholders, including 

executive sponsors, project management office (PMO) 

heads, project managers, and steering committees. For the 

purpose of avoiding complexity, straightforward templates 

such as project charters and risk logs are implemented [25]. 

 

Phase IV, (Building Organizational Capability), focuses 

on skills and culture. Training is offered to the employees in 

the aspects of project planning, risk management, and 

communications. Leadership, accountability, and 

communication are the key components of a governance 

culture. Executive sponsorship is the only thing that can 

ensure the acceptance of the PMO into society [26]. 

 

Phase V is Technology and Performance Integration 

phase where companies adopt digital technologies that will 

enhance their performance. The tools may include 

dashboards, task management tools, and reporting tools 

among others. To measure the effectiveness of the PMO, 

performance indicators are created. These may include 

compliance with the schedule, budget management, risk 

management, and stakeholder satisfaction among others 

[27]. 

 

The Final Phase VI (Scaling & Continuous 

Improvement) is the time during which the PMO will slowly 

mature. The initial steps include basic coordination and 

eventually evolve into governance standardization, portfolio 

management, and finally strategic governance at the last 

phase. This maturation is facilitated through information 

exchange, lessons learned sharing, and regular governance 

reviews [28]. 

 

In terms of critical analysis, it appears that the portrayal 

of staged framework for PMO development presents logical 

and systematic process from problem realization to strategic 

governance, thus making the model more practical for 

organizations with problems associated with lack of maturity 

in project management. Linear approach to developing PMO 

is the one providing the opportunity to incorporate governance 

capacity incrementally and with minimum opposition. 

Nevertheless, the linear approach may not be relevant to 

reality since stages may overlap or even repeat due to political 

reasons, resource availability, and new strategic goals of 

organization. The paradigm emphasizes importance of 

governance structure, building capabilities, and using 

technology; however, lack of consideration of the external 

factors like market instability, regulation changes, and inter-

organizational ties is apparent. The role of strong leaders 

cannot be overstated but this paradigm does not cover possible 

problems associated with weak executive support. In spite of 

all merits of this paradigm, its flaw consists in absence of 

verifiable maturity levels in transition from operational to 

strategic governance. 

 

6. Challenges in PMO Implementation 
Implementation of a PMO in firms that have a low 

maturity level in project management is usually a more 

complicated change process than a mere structural change. 

Organizational, behavioral, and operational barriers may 

considerably affect the implementation process. The problems 

mentioned become very common especially when the level of 

informality of project management practices is high. 

Organizational Unawareness about Foundational Governance 

is one of the biggest challenges when it comes to setting up a 

PMO in a less mature organization. In such organizations, 

people have little awareness regarding governance of projects, 

which results in them depending mostly on their personal 

experience when making decisions about certain issues. 

People including senior executives may fail to appreciate the 

true role of a PMO, which is to serve as an instrument through 

which an organization improves its project alignment, 

standardization, and effectiveness [29]. The PMO may be 

viewed by the people in an organization merely as a way of 

adding more bureaucracy and increasing workload. This 
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means that initially, people will be resistant since the 

importance of process and reporting will not be clear to them. 

Structural and Role Ambiguity is one of the obstacles that can 

emerge in implementing the PMO within organizations with 

low project management maturity. The problem emerges 

when an organization lacks proper structures, reporting 

channels, or hierarchical levels in order to manage projects. In 

such cases, there tends to be some role uncertainty and overlap 

among the various stakeholder roles involved in the 

management of projects. The lack of clarity in roles makes it 

difficult for stakeholders to know who should make decisions. 

Such a scenario creates a situation where there tends to be poor 

performance in completing project tasks, inefficient approval 

processes, and poor departmental coordination [30]. Without 

clearly defined role descriptions, individuals may end up 

duplicating work done by others or not taking any ownership 

because of the presumption that someone else is handling 

things. In such circumstances, it becomes difficult for a PMO 

to enforce proper standards due to limited recognition of 

authority. Leadership & Strategic Alignment Gaps pose a 

major barrier to PMO implementation in organizations where 

project management maturity is relatively low. This barrier 

arises due to lack of consistency on the part of top 

management in aligning organizational strategic objectives 

and prioritizing corresponding projects or in providing any 

tangible support in terms of enforcing the PMO's governance 

functions. Many organizations adopt the practice of offering 

mere endorsements that do not carry enough weight to help 

the PMO exercise control and oversight over all related issues. 

The result is the failure to assign appropriate authority, 

resources, and influence for implementing necessary 

measures in the governance process. Moreover, without clear 

strategy/project alignment, organizations end up launching 

various projects that fail to contribute towards meeting 

strategic organizational objectives in the long run. Therefore, 

the PMO cannot fulfill its primary objective of serving as an 

effective integrator of various organizational strategies and 

plans. Capability and Skills Shortages is a significant problem 

This problem appears because employees, especially those 

who manage projects and their assistants, do not have the 

skills that are essential for performing projects based on 

standard procedures. Companies that are at early maturity 

stages do not possess specialists who would know how to use 

different practices related to planning, scheduling, risk 

management,  communicating  with  stakeholders  and 

monitoring performances all of which are necessary for proper 

PMO operations [31]. Thus, project management becomes 

rather spontaneous, depending on the experience of people 

working on certain projects. It also means that the company 

cannot apply various tools and techniques associated with 

PMO because its employees cannot comprehend their 

significance. Hence, it will be difficult for the PMO to make 

project management predictable and efficient. With time, the 

deficiency prevents further implementation of PMO in the 

company. Implementation Challenges of Governance come 

about due to an organization’s efforts to institute a PMO in the 

absence of prior project management maturity or governance 

framework. The greatest challenge would be the creation and 

implementation of governance frameworks that would 

effectively oversee project activities without bringing in a 

bureaucratic approach. At this stage, control and flexibility are 

never balanced; hence making the implementation process of 

governance policies and procedures a tough task. Employees 

may not take favorably to rules such as report formats and 

procedures since they are seen as limitations to efficient 

performance. Moreover, the lack of established performance 

measures makes it even difficult to gauge effectiveness, thus 

making it a weak basis for decision-making and governance 

itself. Without proper measures in place, it becomes hard for 

any organization to measure performance effectively. This 

therefore leaves most governance initiatives only in name 

since they become ineffective [32]. 

 

7. Conclusion 
This study indicates that the establishment of Project 

Management Office (PMO) in organizations characterized 

by low levels of project management maturity is essentially 

a transformational governance approach, rather than a 

structural one. From the above discussion, it can be seen 

that even though PMOs have been established as 

coordination mechanisms that enhance coordination, 

accountability, and alignment, the success of implementing 

PMOs lies in organizational readiness, leadership 

commitment, and cultural flexibility. Where the organization 

is still immature, variables such as governance ambiguity, 

lack of competent employees, reluctance toward structure, 

and lack of strategic alignment limit the performance of 

PMOs. However, by implementing PMOs using an iterative 

approach, organizations will be able to mature their PMOs 

into strategic governance tools. In future, research should 

focus on creating an empirical framework for transitioning 

from one level of PMO maturity to another, with specific 

criteria indicating the extent of achievement of each level of 

governance. There is need for research on how PMOs 

perform in different types of organizations, including small 

businesses, public sector organizations, and organizations 

undergoing digital transformation. Moreover, future studies 

should address the role of new technologies such as 

artificial intelligence, predictive analysis, and dashboards in 

improving the process of decision-making in PMOs. 

Additionally, another critical topic for future study should 

be the effect of organization culture and dynamics on the 

sustainability of PMO governance effectiveness, particularly 

in organizations that do not appreciate project management 

structure. In regard to the policy approach, organizations 

should consider adopting a step-by-step approach to 

governance implementation whereby the creation of PMOs 

should be in accordance with the level of organizational 

maturity. Internal policies must clearly outline roles, 

decision rights, escalation processes, and accountability 

frameworks in order to remove any ambiguities surrounding 

project delivery. Leadership policies will need to outline the 

requirement for executive involvement in PMOs such that 

there is enough power and resources allocated to them in 

order to effectively integrate project delivery with 

organizational goals. Organizations need to develop 

training and certification frameworks for project 

management skills. Reporting and performance metrics as 

well as digital tools for project monitoring should be 

embedded within organizational policy. 
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