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What we will learn?
 This section focuses on:

 What can be done to establish the depth and extent of PMO functional

responsibility that the relevant organization requires

1. First focus considers five stages of PMO capability and represents

progressive stages of PMO development and capability.

 Organizational maturity in project management

 PMO’s role and responsibilities advancing from project management

oversight and control at the lower end of the competency continuum

to strategic business alignment at higher competency stages.

2. The second focus is on the presentation of multiple function models that

can be used to guide development of PMO operational capability.

 These models suggest what capability can be realized through

comprehensive implementation of each PMO function.



The PMO Competency Continuum
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Introduction

 The PMO competency continuum provides a vehicle that defines a series of

progressive PMO stages of development that can be examined for application in an

organization.

 The naming convention is relatively simple and somewhat consistent with PMO

implementation efforts across most industries.

 However, these names provide only a frame of reference;

other names can be applied as appropriate to the nature of PMO

responsibilities and the business environment in which it operates.
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PMO model
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PMO model

 If an organization wants to establish a stage 3 standard PMO, it will also have to

ensure that

it has first realized the competencies prescribed for stage 1 and stage 2 PMOs.

Not every organization needs to have a PMO at stage 5. 

In fact, for most organizations, the stage 3 standard PMO is probably 
more than adequate.
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PMO model – Project oversight
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Stage 1: The project office

 The stage 1 PMO is the fundamental unit of project oversight in the project

management environment.

 The project office is created as a domain of the project manager, who is

responsible for the successful performance of one or more projects.

Is it going to apply or to develop the practices?
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Stage 1: The project office

 It provides the capability to ensure professionalism and excellence in applying

widely accepted principles and preferred project management practices

to each project effort.

Could we have more than one project office here?
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Stage 1: The project office

 However, more than one project office may exist within an organization.

 When this occurs, an obvious challenge lies in ensuring that each project office

pursues a common approach to project management.

Do we have senior members here?
What functions should be done by them? 
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Stage 1: The project office

 Ideally, senior members of the project management staff will collaborate in their

design and implementation of project office capability.

What should be done by higher level PMO here?
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Stage 1: The project office

 Alternatively, a single, higher-level PMO can be established to guide and support

project office activities.

Project office implements and monitors 
the “rules of project performance” at the project team level, and 

that oversight in itself is a responsibility of PMOs at all levels.

What activities should be done by project office?



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

به همراه الحاقیه ساخت PMBOKمدیریت پروژه بر اساس 
استاندارد مدیریت پروژه

13

Stage 1: The project office

 The project office performs a variety of essential project management activities,

including the following:
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Stage 1: The project office

 The project office performs a variety of essential project management activities,

including the following:
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Stage 1: The project office

 The project office performs a variety of essential project management activities,

including the following:
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Stage 1: The project office

The project office’s role is that of implementer, 
applying most PMO functions. 

It carries the policies, practices, and guidance 
prescribed by higher authority—possibly higher-stage PMOs above it—

into the project management environment for project team 
implementation. 

Yet the project office does not have to achieve advanced levels of 
functionality beyond the one or several projects it supports. 
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PMO model – Project oversight
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Stage 2: The Basic PMO

 Stage 2, or basic PMO, is the first PMO level that deals with multiple project

oversight and control.

 It furnishes the capability to provide aggregate oversight and control of multiple

projects relative to the performance of multiple project managers.

Could it be more than one basic PMO? 
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Stage 2: The Basic PMO

 It is possible that there could be more than one basic PMO in the relevant

organization—one for each program manager.

 In some industries, this stage is traditionally known as the “program office” and

represents the domain of the program manager.

Is it practical that every program manager builds its own model? 
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Stage 2: The Basic PMO

 However, it is not practical for every program manager to independently build the

comprehensive capability that is prescribed here.

 Therefore, in this context, the basic PMO is presumed to be the highest centralized

entity of project management

that pursues its mission under the leadership and guidance of one

designated program manager.

How many staff this process needs?
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Stage 2: The Basic PMO

 The basic PMO will likely have minimal staff, in some cases just one individual

assigned to build the PMO’s capability.

 Presumably, this person will be assigned full time to the PMO effort and have access

to at least a few additional part-time support resources.

How long does it usually take to have basic PMO?
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Stage 2: The Basic PMO

 An initiative that is fully supported financially and appropriately resourced should be

able to achieve basic PMO capability and prescribed functionality within 1 year or

less.

This time, however, may vary based on the business commitment and culture

of the relevant organization.

What activities should be done by basic PMO?
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Stage 2: The Basic PMO

 With an emphasis on establishing control in the project management environment,

the basic PMO performs a variety of centralized project management activities,

including the following:
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Stage 2: The Basic PMO

The basic PMO has responsibility for implementing capability across all 
PMO functions. 

Nevertheless, most of that capability is fundamental and emphasizes 
establishing the foundation of a viable project management environment.

Should we expect everything goes smoothly here?
What are the challenges? 
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Stage 2: The Basic PMO

Functional capability advancements may initially be slow 
as business units become 

accustomed to the PMO’s presence, 
accept transition of certain responsibilities to the PMO, and 
evolve with greater reliance on PMO management capability 

to achieve business interests associated with project oversight and control.
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PMO model – Process support
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Stage 3: The Standard PMO

 The stage 3 PMO is central to the PMO competency continuum, representing the

essence of a complete and comprehensive PMO capability.

 While it continues to address project management oversight and control,

the stage 3 PMO introduces a new focus on support that optimizes individual

and project performance in the project management environment.

 Its purview ranges from managing multiple projects and multiple

project managers and may even include overseeing or otherwise

aligning with one or more program managers.

The standard PMO can evolve from earlier efforts to construct a basic PMO.

Functionality prescribed for the basic PMO is incorporated into their PMO 
design and implementation plans.
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Stage 3: The Standard PMO

 The new stage 3 PMO necessitates minimal staffing of a full-time PMO manager or

director and

at least two additional full-time and part-time staff members qualified to

perform and facilitate PMO functionality design and implementation.

 Furthermore, the extent of standard PMO functionality may warrant some part-

time, possibly extended involvement from other participants in the project

environment, as well as potential participation of business units in the relevant

organization

How long does it take?
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Stage 3: The Standard PMO

 The assignment of these resources, along with distinct executive business

commitment to the effort, should enable complete stage 3 PMO functionality to be

achieved within a 2- to 3-year time frame.

What activities should be done by standard PMO?
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Stage 3: The Standard PMO

 The standard PMO performs complete centralized project management oversight

and control activities, with an added emphasis on introducing process and practice

support in the project management environment. These activities include the

following:
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Stage 3: The Standard PMO

 The standard PMO performs complete centralized project management oversight

and control activities, with an added emphasis on introducing process and practice

support in the project management environment. These activities include the

following:
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Stage 3: The Standard PMO

The standard PMO has responsibility for implementing a complete 
capability across all designated PMO functions. 

It should examine the needs of the project management environment in 
each of the multiple prescribed PMO function models presented in this 

section. 
It will therefore be challenged to adapt each function model for 

optimized operational fit and maximized business benefit within the 
relevant organization. 

However, the PMO established at the standard level should at least 
consider every option for functionality.
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PMO model – Business maturity
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Stage 4: The advanced PMO

 The stage 4 PMO normally evolves from an existing, complete PMO capability

and therefore is the “big brother” of the standard PMO.

 Its focus is on integrating business interests and objectives into the project

management environment.

 This implies introducing common practices to be applied to both project

management processes and business processes.

 To use a term familiar to many professional project managers, the advanced PMO

helps create a “projectized” business environment.

Could we have advanced PMO while standard PMO does not exist?
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Stage 4: The advanced PMO

 Thus, by definition, the advanced PMO cannot be new.

 Rather, standard PMO functionality must be fully established before an advanced

PMO capability can be implemented.

How long does it take?
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Stage 4: The advanced PMO

 It is anticipated that this stage in the PMO competency continuum can be achieved

within 1 to 2 years following establishment of the standard PMO capability.

How many staff does it need?
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Stage 4: The advanced PMO

 The stage 4 PMO normally has increased staffing and greater potential for direct

alignment of resources.

 In particular, the PMO staff is enhanced to include the professional and

administrative resources needed to develop, implement, and manage expanded

processes, programs, and functionality.

 The PMO director will have expanded authority to address business interests in

the project management environment.

What functions?
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Stage 4: The advanced PMO

 The advanced PMO performs comprehensive, centralized project management

oversight, control, and support activities,

together with expanded functionality that represents a mature and business-

oriented project management organization. These activities include the

following:



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

به همراه الحاقیه ساخت PMBOKمدیریت پروژه بر اساس 
استاندارد مدیریت پروژه

39

Stage 4: The advanced PMO

 The advanced PMO performs comprehensive, centralized project management

oversight, control, and support activities,

together with expanded functionality that represents a mature and business-

oriented project management organization. These activities include the

following:
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Stage 4: The advanced PMO

Because it has a focus on integrating business interests, 

the advanced PMO also ensures that PMO functions are also integrated for 

efficient and effective business support.
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PMO model – Strategic alignment
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Stage 5: The center of Excellence

 The center of excellence is usually designated as a separate and distinct business unit

within the relevant organization, and it may even have responsibility for enterprise-

wide project management operations.

 Although lower-stage PMOs may be assigned similar responsibilities,

it is most distinct at this highest PMO level.

 Even so, lower-stage PMOs may have a business alignment or reporting affiliation

with the center of excellence.

 Notwithstanding, the PMO functionality prescribed for the center of excellence has a

focus on strategic business interests across the relevant organization or enterprise.

Who works here?
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Stage 5: The center of Excellence

 Normally, there is an executive in charge of the center of excellence, and

that individual should either report to or have direct access to the chief

executive officer or any other top executive in the relevant organization.

How long does it take?
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Stage 5: The center of Excellence

 To that end, the center of excellence can be established within the time frame it

takes an organization to establish a new business unit, which generally takes from 1

to 2 years to create a viable presence.

Does it perform all of the prescribed lower-level PMO functionality
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Stage 5: The center of Excellence

 The center of excellence does not necessarily perform all of the prescribed lower-

level PMO functionality, but it could.

 There are two perspectives on how a center of excellence can be established.

1. First, it could be created as a result of the growth and expansion of a lower-

stage PMO

 which would normally be the case in a small- to medium-sized

organization.

2. Conversely, it could be established independent of any existing PMOs, with

the objective of providing strategic business guidance and direction to those

subordinate PMOs.

 which would normally be the case in a large sized organization.

What functions?
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Stage 5: The center of Excellence

 Consequently, the center of excellence assumes a strategic alignment role in the

relevant organization and guides the project management environment in its

continuous-improvement efforts. These activities include the following:
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Stage 5: The center of Excellence

The center of excellence should review the PMO functions for 

strategic business implications, 

together with how they can be adapted, adjusted, or redesigned for 

optimized use, including application by other subordinate PMOs within 

the relevant organization.



The PMO Functions
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Overview of PMO functions

 The 20 PMO functions are grouped within the following five function categories.
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Overview of PMO functions

 The 20 PMO functions are grouped within the following five function categories.



Planning and Implementing a Project 
Management Office in the Organization
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Overview
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Let’s look at the reference



سپاس از توجهتان

www.dralavipour.com

T.me/alavipour_pm

@Alavipour_pm

@ACEMI_Social
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