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Abstract: To improve the efficiency of project management across various initiatives 

within an organization, the Project Management Office (PMO) was established. However, 

existing research still has gaps in understanding how PMOs influence Organizational 

Performance (OP).To address this, this study applies the Balanced Scorecard (BSC) 

framework, analyzing PMO’s impact on OP through four dimensions: financial 

performance, customer satisfaction, internal process optimization, and learning & growth. 

The findings provide a theoretical foundation for optimizing PMO-related pathways and 

developing a performance evaluation index system for PMOs. This research enriches the 

theoretical framework of PMOs and offers practical guidance for organizations with PMOs 

to establish performance evaluation systems. 

1. Introduction 

Project management serves as a crucial driver for organizations to achieve strategic goals and 

business growth in today's competitive landscape. It enables organizations to gain a competitive 

edge through systematic resource integration, process optimization, risk mitigation, and stakeholder 

coordination. However, many organizations face challenges such as low standardization in project 

management processes, inconsistent execution methods, and barriers to knowledge sharing, which 

hinder overall project management capability and organizational development. To address these 

issues, the Project Management Office (PMO) has emerged as a dedicated function that establishes 

unified standards, optimizes resource allocation, and enhances strategic alignment. By improving 

project management maturity and effectiveness, the PMO provides strong support for organizational 

growth. 

The Project Management Office originated in the 50s when increasing project complexity and 

scale in engineering, aerospace, and defense sectors created demand for dedicated project 

management entities[1]. The Project Management Office serves as a specialized organizational unit 

responsible for standardizing project management processes, providing methodological support, 

coordinating resource allocation, and facilitating inter-project collaboration[2]. Functioning as a 

central command hub, it integrates disparate projects to ensure strategic alignment with 

organizational objectives, thereby optimizing resource deployment and utilization. An effectively 

operated PMO can significantly enhance project success rates while delivering sustained 
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organizational improvement and competitive advantages. Current definitions of PMOs demonstrate 

considerable variation, though a widely accepted conceptualization characterizes the PMO as an 

organizational entity that formalizes and standardizes practices, processes, and operational protocols. 

These standardized procedures are designed to produce consistent, repeatable outcomes while 

increasing the probability of successful project delivery. 

Research has demonstrated that Project Management Offices have historically assumed multiple 

critical functions in corporate development. Key responsibilities include project planning and 

definition, cost-benefit management, performance monitoring, documentation control, strategic 

alignment between projects and organizational objectives, standardization of processes, portfolio 

management, risk mitigation, and organizational learning[3][4].A review of existing literature 

reveals that research has predominantly focused on PMO functions, typologies, and their generic 

relationship with organizational strategy. Building upon this foundation, scholars have identified the 

PMO's significant potential to influence organizational performance [5][6]. However, there remains 

a notable lack of systematic and in-depth exploration regarding the specific mechanisms through 

which PMOs influence organizational performance. 

Therefore, it is of great significance to delve into the impact pathways of the Project 

Management Office on organizational performance and construct evaluation indicators, as this not 

only enriches the theoretical system of project management but also enhances the academic 

community's comprehensive understanding of the value of the PMO, and provides guidance for 

organizational practice. This paper will attempt to analyze the impact pathways of the PM on 

organizational performance. Based on the current functions of the PMO, it will take into account the 

mechanisms through which it exerts its influence, thereby providing a theoretical basis for the 

subsequent construction of PMO performance evaluation indicators and offering relevant 

suggestions for the PMO to optimize its pathways of influence. 

2. Theoretical Foundation 

The balanced scorecard (BSC), which was jointly developed by David Norton, a management 

consultant, and Robert S. Kaplan, a professor at Harvard Business School, is a strategic 

management tool that provides a framework for selecting performance evaluation indicators. It is a 

structured framework based on four dimensions: financial, customer, internal processes, and 

learning and growth. The BSC describes the operational characteristics of a business and focuses on 

identifying and refining performance evaluation indicators that are unique to the organization.[7]The 

balanced scorecard advocates the combination of quantitative analysis and qualitative assessment 

when solving enterprise management problems. It closely revolves around the strategic themes of 

the enterprise and serves the realization of the overall strategic goals of the enterprise in an all - 

round way through a carefully designed structure. Its core principle is to transform the 

organization's mission and strategy into a comprehensive and systematic performance evaluation 

index system. This system pays attention to traditional financial indicators as well as key non - 

financial indicators, which helps enterprises achieve their ultimate strategic vision.[8] 

Therefore, this paper will, based on the principles of the balanced scorecard, construct the main 

pathways through which the Project Management Office impacts organizational performance 

evaluation, thereby providing a theoretical foundation for the subsequent establishment of a 

performance evaluation model for the PMO. 
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3. Analysis of the Impact Pathways of the Project Management Office on Organizational 

Performance 

3.1 Financial Dimension 

The Project Management Office is capable of conducting rational allocation and optimization of 

resources for various projects. It establishes a centralized project resource repository to manage and 

allocate resources for different projects in a unified manner. This approach reduces the idling rate of 

resources, ensures their efficient utilization, thereby lowering project costs and maximizing the 

value of resources, which directly brings financial benefits to the organization[9]. Moreover, the 

PMO plays a crucial role in cost management. By controlling the costs of various projects, the PMO 

ensures that projects are completed within budget, thus avoiding the financial risks associated with 

cost overruns. Particularly, a mature PMO, equipped with a comprehensive cost management 

system, can accurately estimate project costs, monitor cost expenditures, and promptly implement 

corrective measures to ensure that project costs do not exceed the budget. This guarantees the 

financial feasibility of the project and the financial stability of the organization upon project 

completion. The Project Management Office focuses on the financial returns of projects and 

whether they achieve the expected financial benefits on time. It also pays attention to whether 

projects bring good performance to the organization. Moreover, the PMO helps projects better 

achieve their business goals and increase their success rates by standardizing project management 

processes, providing methodological support, and strengthening project strategic alignment. As a 

result, the organization can obtain higher returns on project investments and enhance its financial 

performance. 

3.2 Customer Dimension 

The earliest function of the Project Management Office was defined as a customer - focused 

PMO. By establishing a customer - facing organization, it could stay close to the customers. Against 

this backdrop, the early PMO was seen as a profit center. The customer dimension of the modern 

PMO mainly reflects how the enterprise organization, based on market demands, improves and 

optimizes the services it provides to customers. One of the key indicators for evaluating whether a 

project is successful is whether it meets the expectations of project stakeholders.[10] Therefore, the 

Project Management Office needs to accurately understand and manage customer requirements 

before the project starts. It should communicate and coordinate effectively with customers, and also 

accurately convey customer needs to the project team or project manager. Timely feedback on 

project progress and issues should be provided to establish good customer relationships. Ensuring 

timely and quality - compliant project delivery, meeting customer expectations and needs, and 

improving customer satisfaction are all essential for the project to bring good returns to the 

organization. Moreover, the PMO can categorize projects into different stages such as pre - sales 

projects, research and development projects, and after - sales service projects. By setting up and 

evaluating each stage separately, clarifying project evaluation criteria and cost measurement, and 

refining the division of labor, the PMO can provide customers with higher - quality and more 

efficient services[11]. This implies that the Project Management Office can use customer 

satisfaction as a performance metric and break it down into individual projects for unified 

assessment within the company. This model will have a significant impact on organizational 

performance. On one hand, the phased quantification of project assessments enables project teams 

to more accurately control costs and clarify the organizational performance goals they need to 

achieve. On the other hand, using customer satisfaction as a core performance metric and breaking 

it down layer by layer focuses employees' attention on customer experience and enhances their 
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service consciousness and proactivity. High - quality and efficient service can improve customer 

loyalty, leading to long - term and stable business cooperation and word - of - mouth promotion, 

which in turn increases market share and profitability. 

3.3 Internal Processes Dimension 

The internal business processes dimension focuses on optimizing internal business processes and 

improving operational efficiency. The Project Management Office (PMO) is responsible for 

establishing and maintaining standard project management processes and methodologies. It also 

designs the planning and definition phases of projects to ensure that there are clear execution 

standards for subsequent project activities. Before a project begins, the PMO ensures that the 

project has a clear direction and objectives, and that the project is aligned with the organization's 

strategy to support its long - term goals[12].This ensures that project goals are consistent with 

organizational goals, ultimately serving to bring good returns to the organization. During the project, 

the Project Management Office (PMO) monitors the progress of project execution to ensure that the 

project is carried out smoothly according to plan, thereby improving the efficiency and 

effectiveness of project management. However, projects may deviate from expectations during 

implementation. Therefore, for the PMO, it is crucial to identify and manage project risks in the 

execution process of each project, develop risk response strategies, and mitigate the impact of risks 

on the project to ensure its smooth progress. The project management team consists of members 

with professional knowledge. Thus, when the PMO is in the project planning and initiation phase, it 

will use professional project management methods and tools for analysis and planning. It will also 

organize cross - departmental communication meetings to convey the knowledge required for 

project implementation and share information, reducing the likelihood of errors by the project 

implementation team and increasing the project's success rate. This optimization of processes and 

sharing of knowledge contribute to enhancing project management efficiency and effectiveness, 

thereby influencing organizational performance[13] . 

3.4 Learning and Growth Dimension 

The learning and growth dimension is a core competitive advantage for the long - term and 

stable development of an enterprise. Only through continuous learning and innovation can it remain 

invincible in competition. The Project Management Office will provide training and development 

opportunities for project managers and team members to enhance their project management skills 

and professional knowledge, thus promoting the growth of both individuals and the organization. 

Moreover, it will cultivate a project management culture and an innovative culture, encouraging 

team members to actively participate in project management and come up with innovative ideas to 

provide impetus for the organization's development. A project management performance evaluation 

system will be established to regularly assess the performance of project managers and team 

members and provide feedback to help them continuously improve and upgrade. At present, the 

PMO will employ more advanced system tools to assist in project management, such as establishing 

a project database to achieve information sharing and knowledge management, and promote 

learning and knowledge sharing within the organization, thereby improving the work efficiency and 

innovation capability of the project team. It can establish an electronic or physical knowledge base 

for easy access and learning by team members; it can also use social media, online collaboration 

tools or project management software and other platforms to provide a convenient environment for 

communication and sharing among team members, realizing the rapid dissemination and added 

value of knowledge. Ultimately, talents will serve to enhance organizational performance [14]. 
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4. Optimization Paths of the Project Management Office on Organizational Performance 

4.1 Development and Application of Specific Performance Metrics 

For enterprises, quantifiable and specific indicators can most intuitively reflect the value of 

projects. Therefore, based on the specific needs and goals of the organization, a customized 

performance metrics system for the Project Management Office can be developed. These metrics 

can cover multiple aspects such as human resources, internal processes, rational objectives, and 

open systems to comprehensively reflect the contributions of the PMO. At present, domestic 

enterprises lack a corresponding quantitative evaluation system for the PMO[15]. Therefore, it is 

possible to establish a systematic process for data collection and analysis, regularly gather data 

related to the performance of the Project Management Office, and conduct in - depth analyses. 

Through data - driven decision - making, leaders can more accurately assess the performance of the 

PMO and provide feedback and support accordingly. In the process of constructing indicators, the 

balanced scorecard is a commonly used evaluation tool in enterprises. This is because the balanced 

scorecard translates the organization's strategy into actionable metrics and target values, links the 

results of value creation with the drivers, and places the organization's strategic goals at the center 

of management activities. When constructing a performance evaluation index system for the impact 

of the PMO on organizational performance, the four - dimensional strategic goals of the enterprise 

for the PMO that have been clarified in this paper can be combined. Then, a strategy map can be 

used to describe the unique strategy of the enterprise. Finally, on this basis, the strategic goals can 

be transformed into performance evaluation indicators that are measurable, decomposable, and 

logically interconnected, thereby forming a comprehensive performance evaluation index system 

closely integrated with the enterprise's strategy. Furthermore, the Analytic Hierarchy Process (AHP) 

can be used to construct a specific evaluation index system. The objectives can be broken down into 

multiple goals or criteria, which are then further decomposed into several levels of multi - indicator 

systems. The weights of the objectives can be calculated using a fuzzy quantification method for 

qualitative indicators. The advantage of this method is that it organically combines qualitative and 

quantitative approaches, incorporates the decision - makers' subjective judgments and policy 

experience into the model, and quantifies them, making the work results of the PMO more accurate 

and intuitive. However, it should be noted that when enterprises use the balanced scorecard 

performance evaluation system, the weights of the indicators need to be adjusted in a timely manner 

according to different stages of enterprise development to achieve dynamic performance 

management of the enterprise and to realize the purpose and effect of the balanced scorecard 

performance evaluation [16]. 

4.2 Enhancing the Strategic Positioning and Legitimacy of the Project Management Office 

The Project Management Office is an important organizational entity in project management for 

domestic enterprises in China. Its value is primarily generated within the organization. However, for 

some senior leaders in certain enterprises, the strategic value of the PMO has not yet been 

recognized to match the actual utility it generates[17].Assessing the value of project management or 

the Project Management Office solely from a financial perspective is insufficient[18].Organizations 

are multifaceted and require new approaches to comprehensively evaluate the value of the Project 

Management Office . This implies that previous assessments of the PMO's strategic value have been 

limited and not fully recognized. Based on this, this paper proposes using the framework structure 

of the balanced scorecard to comprehensively measure its impact on organizational performance, 

breaking away from the previous limitation of focusing solely on financial performance and 

assessing its value in a more comprehensive manner. Therefore, within the organization, it is 
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essential to emphasize the strategic value of the PMO, especially its role in project selection, 

resource allocation, and the achievement of organizational goals. By demonstrating the PMO's 

contributions in these key areas, its strategic position within the organization can be enhanced. 

Moreover, numerous current cases have proven the value of project management. Thus, for 

enterprises, it is hoped that there will be a stronger recognition of the PMO by leaders and 

employees within the organization, and an understanding of its strategic value, particularly in 

project selection, resource allocation, and the achievement of organizational goals. Specifically, by 

showcasing the PMO's contributions in these key areas, its strategic position within the organization 

can be elevated. Additionally, the PMO needs to convincingly demonstrate its contributions to 

organizational performance, and feedback mechanisms are an important means of assessing such 

contributions. Therefore, it is necessary for the PMO to establish effective feedback mechanisms. 

Through feedback, the PMO can collect opinions and evaluations from various stakeholders, 

thereby better demonstrating its contributions to organizational performance, enhancing its 

legitimacy and position within the organization. At the same time, the PMO can also use feedback 

mechanisms to understand its specific performance in individual projects, and based on this, carry 

out continuous improvement and optimization to achieve sustainable development of the PMO and 

long - term support for organizational performance. 

4.3 Strengthening Communication and Consensus Building among Stakeholders 

The completion of a project requires the participation of multiple parties, a process that involves 

numerous entities both within and outside the organization. Therefore, the Project Management 

Office also needs to have a good working atmosphere. The members within the PMO itself need to 

have a good consensus, and at the same time, they also need to reach an agreement with the overall 

organization and project clients in order to better serve organizational performance. Thus, the 

communication of the PMO can be divided into external and internal communication. From an 

external perspective, the organization should establish regular stakeholder communication meetings, 

allowing personnel from different departments and levels to jointly discuss the contributions of the 

PMO to organizational performance. Through such communication platforms, it is possible to better 

coordinate the expectations of all parties, reduce misunderstandings and conflicts caused by 

differences in values, and observe the shortcomings of the PMO from the perspective of the entire 

enterprise, thereby improving the cooperation efficiency between the PMO and other departments. 

In addition, the organization can carry out some consensus - building activities, such as team - 

building activities, to promote understanding and cooperation among different stakeholders. These 

activities can help all parties recognize the contributions of the PMO in different areas, thus forming 

a consensus on the role of the PMO. At the same time, the enterprise should also convey the spirit 

and role of the PMO to project clients, ensure smooth communication channels, and reduce 

communication inefficiency caused by clients' cognitive errors about the PMO. From an internal 

perspective, the members of the PMO need to focus on building a good team atmosphere, regularly 

and consciously communicate work - related information and development suggestions, especially 

informal work - related discussions can strengthen emotional communication among members and 

are also conducive to the achievement of formal work goals. Moreover, effective communication 

among PMO members can lead to higher and more stable levels of trust among them, which is 

beneficial in reducing internal communication costs. Improving communication efficiency is crucial 

for the project management process. Therefore, when members have good communication channels 

and a higher degree of mutual assistance, they can provide feedback and help on the processes of 

various projects, focus their time and energy on problem - solving, and thus more effectively 

improve organizational performance through projects. 
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5. Conclusion 

This paper systematically elaborates on the specific contributions of the Project Management 

Office to organizational performance from the perspective of the balanced scorecard, through an in - 

depth analysis of the impact pathways of the PMO on organizational performance. The research 

shows that the PMO significantly improves the organization's project management maturity and 

efficiency by standardizing project management processes, optimizing resource allocation, and 

strengthening project strategic alignment, thereby providing strong support for the improvement of 

organizational performance. Based on the above theoretical basis, this paper proposes targeted ways 

to optimize the impact of the PMO on organizational performance, including the development and 

application of specific performance metrics, enhancing the strategic positioning and legitimacy of 

the PMO, and strengthening communication and consensus building among stakeholders. These 

optimization paths are conducive to enhancing the contributions of the PMO to organizational 

performance. This paper mainly analyzes the impact pathways of the PMO on organizational 

performance from a theoretical perspective. However, the research lacks empirical studies and 

specific case support. Subsequent research can build on the theoretical basis of this paper and 

further construct an evaluation index system for the impact of the PMO on organizational 

performance using the balanced scorecard and the Analytic Hierarchy Process (AHP), supplemented 

by case studies to demonstrate the effectiveness of the indicators and validate the effectiveness of 

the theoretical model with actual data. 

References  

[1] Desouzaa K C, Evaristob J R .Project management offices: A case of knowledge-based archetypes[J].International 

Journal of Information Management, 2006, 26( 5):414-423. 

[2] Aubry M, Hobbs B .A fresh look at the contribution of project management to organizational performance[J]. 

Project Management Journal, 2011, 42(1):3-16.  

[3] Artto K, Kulvik I, Poskela J,et al.The integrative role of the project management office in the front end of 

innovation[J].International Journal of Project Management, 2011, 29(4):408-421. 

[4] Institute P M .A Guide to the Project Management Body of Knowledge (Pmbok Guide) Fifth Ed[M]. Project 

Management Institute, Inc. 2013. 

[5] Arbabi H .The Role of Project Management Office in Developing Knowledge Management Infrastructure[J]. 

Engineering Construction & Architectural Management, 2020, ahead-of-print(ahead-of-print). 

[6] Mueller R, Drouin N, Sankaran S .Modeling Organizational Project Management[J].Project Management Journal, 

20, 50(4):499-513. 

[7] Kaplan R .The Balanced Scorecard-Measures that Drive Performance[J].Harvard Business Review, 92. 

[8] Li, S. Q. Performance evaluation model and application of scientific research projects in colleges and universities - 

based on the principle of balanced scorecard and analytic hierarchy process[J]. Monthly Journal of Education, 2015, 

(10): 47 - 52. 

[9] Jessica Vivianne da Cunha Silva de Brito, Vitor J .The contribution of project management offices (PMO) to the 

strategy implementation in Project-Based Businesses: systematic literature review and proposal of a model[J].Revista 

de Gestae e Secretariado (GESEC), 2021. 

[10] Pinto J K, Slevin D P .Project success: Definitions and measurement techniques[J].Project Management Journal, 

88, 2. 

[11] Jahidi R, Yacoubi Z E .PMO Typologies and Functions: A Systematic Review[J].European Scientific Journal, 

2020, 16(13):180. 

[12] Zhu, F. W., Sun, X. X., & Yang, X. T. The impact of strategic project management context on project power 

configuration: A study based on the strategic contingency perspective[J]. Nankai Business Review, 2013, 16(04): 143 - 

153. 

[13] Feng, J. W. The role of the Project Management Office (PMO) in improving project success rates[J]. Project 

Management Research, 2023; 3: (1): 37 - 46. 

[14] Liu, Y. Exploring the ways to improve the effectiveness of office management work in enterprises[J]. SME 

Management and Technology (End - of - Month Edition), 2018, No.558(11): 5 - 6. 

[15] Ling, Y. Application research of introducing PMO in project management-taking H Research Institute as an 

18



example[J]. Enterprise Reform and Management, 2022, (09): 32 - 34. 

[16] Chen, Y. C. Research on the construction of performance evaluation system for state - owned cultural enterprises 

based on the balanced scorecard[D]. Beijing Jiaotong University, 2016. 

[17] Thomas, J. L., Delisle, C., Jugdev, K., &Buckle, P. (2002). Selling project management to senior executives: 

Framing the moves that matter. Newtown Square,PA: Project Management Institute. 

[18] Thomas, Janice.Researching the Value of Project Management.[J]. PM Network, 2008. 

 

19




