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The algorithm for the formation of a project
management office within the organizational
structures of investment and construction
activities

Investment and construction activity as a specific management object has a fairly high level of methodologi-
cal elaboration in accordance with modern paradigms of project management. At the same time, essential fea-
tures of this type of production activity, primarily in the field of technology, organization and regulation of pro-
cesses and procedures, largely determine the management methodology of investment and construction
projects as a separate area with its own unique characteristics. In particular, this is due to differences in regula-
tory systems and practices applied in different countries. This situation leads to significant limitations in the ap-
plication of existing approaches and, as a result, the need for their adaptation and, in some cases, revision. An
example of the occurrence of such inconsistencies is the management of intersectoral production structures that
include investment and construction activities as one of the elements. In this case, tackling the problem of buil-
ding an effective organizational management model may involve certain difficulties. Within the framework of this
article, the author examines the mechanisms aimed at the formation of a project management office — a key
element of the organizational and managerial structure in the context of solving production tasks of investment
and construction activities. It is revealed that, with regard to the peculiarities of regulation and the common prac-
tice of investment and construction activities in Russia, the list of functions and the content of activities con-
ducted by the project management office most closely correspond to the tasks related to the activities of the
technical customer. As a result of the research, the author has developed a fundamental organizational and
managerial algorithm to establish a project management office that includes functionality for the implementation
of investment and construction projects.

Keywords: project management office, investment and construction activity, organizational and management
structure, PMBoOK, engineering, algorithm, technical customer

management object has a fairly high level of meth-

odological elaboration in accordance with mo-
dern paradigms of project management. At the
same time, the essential features of this type of pro-
duction activity, primarily in the field of technology,
organization and regulation of processes and proce-
dures, determine in most cases the consideration of
the methodology of management of investment and
construction projects as a separate area with its own
unique specifics. In particular, this is due to diffe-
rences in regulatory systems and practices applied
in different countries. This situation leads to signifi-
cant limitations in the application of existing ap-
proaches and, as a result, the need for their adapta-
tion and, in some cases, revision.

With regard to the Russian conditions of regula-
tion of investment and construction activities, it can
now be concluded that there is a generally well-es-
tablished and proven workability and a sufficient
degree of stability and adaptability to the system of
sectoral regulation in the construction sector. At the
same time, the processes of reform and optimization
are continuing, initiated, as a rule, at the level of the
state or national industry associations (NOSTROI,
NOPRIZ, etc.). Also in the previous decades, lead-
ing researchers and practitioners have formed and
substantially implemented the scientific theory of

I nvestment and construction activity as a specific

performance management of investment and con-
struction activities in its broad sense.

Thus, we can talk about the existing industry
regulatory and methodological system of regulation
and management of investment and construction
activities. However, due to the reasons described, in
some cases the provisions of this system do not fully
correspond to the provisions of generally accepted
project management methodologies, which are
more universal and used in various industries.

An example of the occurrence of such inconsis-
tencies is the management of intersectoral produc-
tion structures that include investment and construc-
tion activities as one of the elements. In this case,
the solution of the problem of building an effective
organizational management model may be associ-
ated with certain difficulties.

Within the framework of this article, the author
examines the mechanisms aimed at the formation of
a project management office (PMO) — a key ele-
ment of the organizational and managerial structure
in the context of solving production tasks of invest-
ment and construction activities.

First of all, it is necessary to analyze the content
of the key functions of PMO, determined in accor-
dance with the universal methodology of project
management, and its comparison with the domestic
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industry practice of organizing investment and construction activi- e optimization of communication within the team;
ties. e administrative support to project managers;
The process of creating a corporate project management sys- * reporting to mansgementf) ! °
tem is inextricably linked with the formation of its component attri- : ! .
butes, such as PKAO. The PMBOK management COﬂSFi)deI’S under :/V?r?rlzgzr:;ert];?Lzr(;g\éilsi;:isgsp;ﬁjerzgsu(lj;tti:i O;gzntliztl\?v?ae_
such a body an organizational structure that solves the tasks of spread practice of investment and construction activities in Russia,
structuring project management processes, sharing resources, the presented list of functions and the content of the PMO activity
tools, methodology and methods. The standard allows for a multi- most closely corresponds to the tasks related to the activities of the
plicity of options for the responsibility of project offices and the technical customer [4, 5).
types of their structures [1-3]. ' . . )
T epenng on e e o PO, h oo cf 5 autorty and | g e racunoTer 12 58 ety suhrzes o ot
responsibility within the entire organizational and managerial struc- construction, starting with obtaining a town-planning plan for a land
tL;r(ePi'\sAg?termined. tAcdc?rdbing ltlo P'\fE;?K’ the following basic types plot, bringing technical and economic indicators into compliance,
o) are expected to be allocated": : ! N ! ~
Supportive PMO acts as a repository for the organization's pro- :r?(\j/ier:;pv:/ri]ti ?hzségonmersitgz;eiiécll;?#teyf;:;ﬂtt;él of construction and
jects. It provides templates, best practices, training and tracks les- According to the National Standard of the Russian Federation
sons learned, has a very low degree of control in projects. This type “Project management in construction. Activities of the project ma-
of project office is typical for functional organizational management nager (technical customer)” the technical customer performs the
structures, where functional managers manage almost all types of following key functions?:
activities, the budget is under their sole control. Project managers, as « project initiation:
a rule, perform only the functions of a project coordinator, collect, L )
) o R e determination of the scope of work (content) of the project;
document and store project activities in the organization's library.
Controlling PMO act as the company's auditor. They check e planning of communications in the project, exchange of infor-
whether organizational tools, processes and standards are applied mation and documentation between project participants;
in projects. They have a moderate degree of control in projects, * project budget planning in construction;
they are well suited for an organization with a balanced matrix ma- e procurement planning for the project;
nagement model. In balanced organizations, project management e planning and quality management of the project in construc-
is distributed between the functional manager and the project man- tion;
ager. They jointly manage project activities and budget. Corrective e project human resource planning and management;
actions are taken in case of problems in the application or effective- « project planning and risk management in construction:;
ness of processes, tools and standards. ’ o
D/'rezﬁve PMO — manage projects and have a high degree of ’ E:::nn;:?afigg i:ir;ii,[erz]ce,[?;:.f terms (sehedule) of project im-
control over them. They are suitable for an organization with « planning of work with possik;le oroject changes in construc-
a strong matrix or project type of organizational management struc- tion and their management:
ture. The decisive authority in relation to the project belongs to ) o ' o )
the project manager. Directive PMO fully controls all projects car- ¢ |dent|lf|cat|on of key performance indicators and project re-
ried out in the organization. sults in construction;
The functionality of a PMO may vary depending on its type, * implementation of the construction project;
organizational management model and the specifics of the organi- * monitoring and control over the implementation of the project
zation's activities. In the most general form, the functions of in construction;
the project office include the following: e completion of the project, acceptance of the facility into ope-
e preparation and justification of the project portfolio; ration.
e standardization of processes and selection of methodologies Thus, as a result of comparing the content of the key functions
and techniques for project management; of PMO in accordance with the universal methodology of project
. . . . . . management of the technical customer within the framework of con-
e project evaluation, reducing the duration of project execution ) ) ) ) ) )
cycles: lstruchon prgjects in accordance with domestic practice, the follow-
e maintaining current information about employees, staffing; no conclugons ean be' drawn. ) ) )
) o e considered functionality in terms of the implementation of
* resogrce use plannmg énd optlmlz.atlon, management tasks substantially coincides;
¢ Con.ﬂ'Ct resolution and.”Sk prevention; e functionality of the technical customer contains specifics re-
* project progress tracking and dependency management; lated to the peculiarities of organizational and regulatory sup-
e implementation of suitable tools for project management, em- port of construction;
ployee training, mentoring; e considered functionality is determined on the basis of a pro-
e ensuring the reliability of project data and increasing the cess approach to the decomposition of production activities.
transparency of information; The process approach to management determines the consi-
e creating a knowledge base (including past projects to avoid deration of the activities of any organization as a network of busi-
possible mistakes); ness processes related to its project goals. At the heart of this
1 Which PMO structure is right for your organization. URL: https://www.greycampus.com/blog/project-management/which-pmo-structure-is-right-for-your-organization
2 GOST R 57363-2016. National Standard of the Russian Federation “Project Management in Construction. Activity of the project manager (technical customer)”. >
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P> approach is a view of the organization's activities as the implemen-

tation of the totality of its business processes. By managing pro-
cesses, the company prevents errors that may occur and monitors
the effectiveness of activities through the use of key process indica-
tors. In addition, this approach is focused not only on the organiza-
tional structure of the enterprise, but on business processes, the
ultimate goals of which are to create products or services that are
of value to all types of consumers, and is also the basis for building
a quality management system at the enterprise [6-9].

In the context of the implementation of the process approach,
in order to form and plan the activities of the PMO, it is advisable to

use the tools of engineering and, in particular, organizational and
managerial engineering in the field of investment and construction
activities.

Engineering of management processes in construction organi-
zations is an independent professional activity carried out by con-
sulting engineers in construction, including engineering companies
or professional consulting engineers, under contracts with custo-
mers; including a complex of engineering consulting services. The
main and ultimate goal of these services is to achieve the best
(most optimal) results from the investment of capital or other costs
associated with the implementation of investment and construction

Stage 1. Analytical research aimed at identifying and formalizing the subject and content
of the PMO activities within the organizational and management structure of the enterprise

of activity;

processes, staffing, etc.);

Initial data

activities of PMO;

1) internal documents regulating the activities of the technical customer service and its
interaction with other functional elements within the framework of the production model

2) retrospective information on the results of the technical customer service in the
implementation of construction projects (including organizational structure, list of main

3) information about construction objects, including functional purpose, TEP, construction
cost), characteristics of typical representative construction objects for modeling the

4) information received during meetings, surveys, questionnaires, etc.;
5) information contained in regulatory legal acts, methodological recommendations,
standards, including industry standards

Results
of Stage 1

performance criteria of PMO

- description of the subject matter of PMO;

« list and typology of objects, the organization of construction of which is
implemented within the framework of the activities of PMO;

- list of activities and tasks of PMO;

Stage 2. Modeling of business processes implemented within the framework of the formation
and activity of PMO within the organizational and management structure of the enterprise

» PMO process model;

Results
of Stage 2

» PMO organizational and functional model;
- organizational and economic model of ensuring the activities of PMO

Stage 3. Development of Regulations on organizational and resource planning of PMO activities
within the organizational and management structure of the enterprise

Results
of Stage 3

Indicative list of sections of the Regulation:
« Description of the execution of processes and subprocesses for all elements;
- Alist of functional areas included in PMO;
+ Schematic diagram of the organizational structure of PMO;
* Alist of key positions in the project team with a description of the functionality

The basic algorithm of organizational and managerial engineering in order to form PMO, including functionality for the implementation

of investment and construction projects
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projects throughout the life cycle — from the investment plan to technological relations between structural units of a busi-
commissioning; on the basis of development, in order to improve ness system.
and control the implementation of technological, organizational, When conducting organizational and managerial engineering,
managerial and financial and economic models for the implementa- project management acquires a pronounced multi-stage character.
tion of investment and construction projects in accordance with the At the first stage, a model of the future management system is be-
set goals. Problem statement. To consider the types of engineering ing developed, and at the second stage, its implementation within
services, areas of appligatior? of engir‘@ering, as well gs featureslof a specific subject area.
the managemlentlof e:gmeermg activities of construction enterpris- As a result of the research, the author has developed a funda-
es and orggmzatlons (10, 1J. } ] ) ] ) mental algorithm for organizational and managerial engineering in

: Th? m§|n advantagg of engln.eerlrjg ('”C'Ud'”g con.structloln er.w- order to form PMO that includes functionality for the implementation
gineering) is the reduction of project implementation time, which is . . . .
’ o ' o ) of investment and construction projects (Figure).
the most important indicator of any construction organization. First ) ) "
. . : L The presented algorithm can be implemented within the frame-
of all, this is facilitated by the rapid acquisition of knowledge and ) -
' : . : ) ) work of the formation and development of organizational and mana-
experience in the field of engineering, technology, production and ) o ) X
. ’ . gerial structures of both specialized construction enterprises and
sales management, and the reduction of production costs per unit ) I s impl o q )
of production and increased efficiency of capital investments. It is mtelrsectora companlgs Imp eme’?t'r_‘g investmentan COI’]S.U’UC’[IOI’W
also possible to highlight such advantages of engineering as: projects, and will contribute to optimizing management and improv-
. : - ing performance.
e increase of investment efficiency as a result of the appea-
rance of real levers of influence on the project budget;
e reduction of investment and other risks; REFERENCES
e increasing competitiveness both in the domestic and foreign ) )
markets, as a result of the recognition by the business world 1. A QU'df? to the'prO/ect management body of knqwledge (PMBOK
of the efficiency of the use of engineering. %‘ggg{esgg%gggg?mlze)mown Square, PA, Project Management
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Anroputm doopmMupoBaHUA NPOEKTHOro
ochuca B pamkKax opraHU3aLMOHHO-
ynpasneH4YeCKUX CTPYKTYpP UHBECTULIMOHHO-
CTPOUTENIbHOW AeATeNIbHOCTU

VIHBECTULIMOHHO-CTPOUTENBHAS AEATENBHOCTb Kak creumndm-
YeCKMI 0ObEKT yNpaBneHns MMeeT OCTATOYHO BbICOKMIA YPOBEHb
METOLOMOrM4eCKol NPopaboTKM B COOTBETCTBUM C COBPEMEHHBIMM
napagnrmamy MPoeKTHOro ynpaeneHusd. BmecTe ¢ Tem, cyliecT-
BEHHbIE 0COOEHHOCTM 3TOro BMAa MPON3BOACTBEHHOM AEATENBHOC-
TV, NPEeXAe BCero B chepe TEXHONOrMM, OpraHn3aummy U perymim-
pOBaHMs MPOLIECCOB 1 Npouenyp, 06yCnoBMBatoT B 60bLUNHCTBE
Cly4YaeB pacCMOTPEHVE METOAONOM N YNPaBNEHNS MHBECTULMOH-
HO-CTPOUTESbHBIMM MPOEKTAMI Kak OTAENbHOM 061acT Co CBOEN
YHUKanbHoM cneumdomkoit. B 4acTHOCTW, 3TO CBA3aHO C OTINHUAMM
B CMCTEMaX PerynnmpoBaHuns 1 NpakTukax, MPUMEHSEMbIX B pags-
NVYHbIX CTPaHax. Takas cuTyauus NpUBOANT K BO3HUKHOBEHMIO
CYLLECTBEHHbIX OrPaHNYeHU B MPUMEHEHNI CYLLIECTBYIOLLIMX MOA-
XO[OB U, Kak CreacTBue, HEOOXOAMMOCTM X aganTaumn 1 B psae
cnyyaeB nepecmotpa. [NprMepomM BO3HUKHOBEHMSA MOJOOHbLIX He-
COOTBETCTBUI SBNSETCS YNpaBeHe MEXOTPACEBLIMU MPON3BO/-
CTBEHHbIMW CTPYKTypamu, BKOYAOLWMMU B KA4eCTBE OLHOMO
13 3NEeMEHTOB MHBECTULMOHHO-CTPOUTENBHYIO AEATENBHOCTb.
B naHHoOM cnyyae pelleHne 3agadn nocTpoeHus 3dEKTUBHOM
OpraHM3alUMoHHO MOAENW YyNpPaBneHnsa MOXET ObiTb CBSI3aHO
C ornpeaeneHHbIMN CNOXHOCTAMU. B pamkax AaHHOW cTatby aBTo-
POM paccMaTpuBalOTCst MEXaHW3MbI, HaNpPaBneHHble Ha POPMUPO-
BaHVe NPOEKTHOro odprca — KO4EBOro 3NeMeHTa opraHm3aLimn-
OHHO-YMNPaBNEHYECKON CTPYKTYpPbl B KOHTEKCTE pelUeHus
NMPOM3BOACTBEHHbIX 3a4a4 MHBECTULMOHHO-CTPOUTENBHON Aes-
TenbHOCTW. BbISIBAEHO, YTO MPUMEHUTENBHO K 0COBEHHOCTAM pery-
NVPOBaHNA 1 PacnpOCTPaHEHHOW MPakTUKe WMHBECTULMOHHO-
CTPOUTENBLHOW AesATeNbHOCTN B Poccum nepeveHb dyHKLMIA
1 COAepXKaHne [enaTelbHOCTU MPOEKTHOro odomca B HavbonbLUEN
CTeneHV COOTBETCTBYIOT 3aa4amM, OTHOCALLMMCA K AEATENbHOCTU
TEXHMYECKOro 3akas4yuka. B pesynsrare npoBeeHHOro nccneno-
BaHVA aBTOPOM pagdpaboTaH NpUHLMAMabHbIA anropuTtM NpoBe-
[EHsi OpraHn3aLVOHHO-YNPaBNEHYECKOro NHXMHUPUHIA C LIENbIO
POPMUPOBaHMSA MPOEKTHOrO odorca, BKOYaOLLErO OyHKLUMOHAnN
no peanu3aummn MHBECTULIMOHHO-CTPOUTENbHbBIX MPOEKTOB.

KnroyeBble cnoBa: ripoeKTHbI 0gUC, MHBECTULIMOHHO-CTPOU-
Te/IbHasi AeATETbHOCTb, OPraHN3aLUNOHHO-YMPaBIEHYEeCKast CTRYKTY-
pa, PMBOK, UHXUHUPYHE, ariropuTM, TEXHUYECKII 3aKa34K
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