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[bookmark: _Toc192877364]Chapter 1: Introduction
[bookmark: _Toc192877365]1.1 Introduction
The success of the project is determined by the expected outcomes being achieved on time and within the set budget, sustainable, and meets the predetermined standards. Success also promotes project efficiency, customer satisfaction, the achievement of organizational goals, and sustainable growth and development of the business. However, project success is not only beneficial to the organization but also the economy as a whole. In this case, it promotes the development of the economy. Irfan et al. (2021) found that a 1% investment in projects results in a 1% increase in the gross domestic product (GDP). However, project success is not guaranteed. Projects are continuously experiencing time, quality, and cost issues due to incompetence, organizational structure, and insufficient funding (Alsulami and Hamza, 2024). The possibility of project failure encourages organizations to implement appropriate strategies for the expected outcomes to be achieved. In this case, businesses formulate and adopt project management strategies. Project management involves applying tools, techniques, knowledge, and skills to functions or activities of the project for to meet the expected outcomes or specifications (Makokha and Ngugi, 2022; Almatari, 2021). Project management promotes effectiveness and efficiency in all the processes, from planning to managing and directing (Makokha and Ngugi, 2022). In other words, project management enables employees to focus on the tasks that matter and prevents them from being distracted by tasks that are not related to the project. 
Organizations and governments are adopting project management offices (PMOs) for efficiency and effectiveness in project management (Albaiti and Alsulami, 2021). Saudi Arabia has not been left behind. Since the introduction of vision 2030 in 2016, Saudi Arabia has significantly improved its economy through various initiatives. It has implemented reforms that have improved the procurement, obtaining permits for construction, and doing business processes. Projects in the country are continuously experiencing issues related to quality, delays, and cost overruns (Almatari et al., 2022). Additionally, businesses are not applying knowledge from previous projects on future ones. In other words, they are not observing the current trends. Organizations in Saudi Arabia are embracing PMOs to improve project management and address the issues. 
However, the benefits presented by PMOs may fail to be realized in organizations that apply a functional structure. In project-oriented management (POM), the project managers have the full authority to control and manage resources. Employees working on the project report directly to the manager who has the responsibility to perform performance appraisal and promote career projection of the team members. Full authority means that the lines of communication are centralized, leading to quick actions and responses (Kerzner, 2017). The project-oriented management also encourages the team to work on one project until completion. In functional structured government organizations, the functions of project-oriented management are not efficient or smooth because it applies vertical communication. This slows down the decision-making processes, resulting in delays and other risks like cost overruns (El Khatib et al., 2024). This paper explores the negative effects of project-oriented management on resource allocation and project outcomes in functionally structured government organizations in Saudi Arabia.  



[bookmark: _Toc192877366]1.2 Problem Statement
The introduction of vision 2030 in Saudi Arabia led to the implementation of reforms the improved procurement, doing business, and obtaining permits for construction processes. Despite the introduction of new reforms, projects in the country are continuously experiencing quality issues, cost overruns, and delays (Almatari et al., 2022). Additionally, organizations are not learning from previous challenges or mistakes and observing the current trends. This leads organizations to maintain the old ways of doing things, thus increasing the chances of experiencing issues. As a way of addressing the issues, government organizations in Saudi Arabia have adopted PMOs. However, this has not resolved the existing issues due to organizations not realizing the value PMOs add to them. Almatari (2021) stated that organizations terminate 50% of PMOs during initiation of the project. The inability to experience the benefits PMOs present in businesses is attributed to the organizational structure. 
The adoption of functional organizational structure in a project-oriented management, results to negative effects. As stated earlier, in project-oriented management, the managers have the full authority to control and manager resources. It applies a centralized communication system, which results in quick communication actions, and responses (Kerzner, 2017). Employees are assigned to one project until completion and they report to the manager. Project-oriented management cannot function smoothly in functional structured government organizations. The functional structure applies vertical communication. Vertical communication is not efficient in project-oriented management because it tends to slow down the project processes (Newton, 2018; El Khatib et al., 2024). This is a problem, especially in the modern business environment, where quick outcomes are valued. In other words, the functional structure may result in issues like delays and cost overruns due to the slow decision-making process. 
Furthermore, in a functional structure, the project team may be forced to work on various projects simultaneously, which may present various distractions. Conflicting priorities may lead to job dissatisfaction and reduced productivity. The structure also promotes the presentation of issues experienced by customers to top-level management, instead of the function managers who may be in a position to resolve them effectively and quickly (Newton, 2018).  Resources in functional structure are controlled and managed by departmental managers, making it hard for project managers to access them. This negatively affects the project implementation and outcomes. The functional structure is a traditional approach that does not factor in the current trends and knowledge from previous and for future projects. Therefore, functional structures in project-oriented management may lead to delays, cost overruns, and quality issues. Another problem is that limited studies exist on the negative effects of project-oriented management on resource allocation and project outcomes in functionally structured government organizations in Saudi Arabia. Therefore, this study seeks to fill the gap. 
[bookmark: _Toc192877367]1.3 Study Purpose
The study aims at investigating the negative effects of project-oriented management on resource allocation and project outcomes in functionally structured government organizations in Saudi Arabia.
[bookmark: _Toc192877368]1.4 Study Objectives 
· To examine the effects of POM on resource allocation in functionally structured government organizations in Saudi Arabia
· To investigate the influence of POM on project outcomes in terms of quality, budget adherence, and time compliance
· To identify the challenges experienced by project managers and teams when it comes to integrating POM into functionally structure government organizations in Saudi Arabia  
· To provide recommendations on how to improve project management methods in government organizations in Saudi Arabia
[bookmark: _Toc192877369]1.5 Study Importance
The study aims at investigating the negative effects of project-oriented management on resource allocation and project outcomes in functionally structured government organizations in Saudi Arabia. This study is important because it will help in the identification of negative effects of negative effects of project-oriented management on resource allocation and project outcomes in functionally structured government organizations in Saudi Arabia. Upon identification of the negative effects, effective solutions will be formulated and implemented to resolve the issues. The ability to resolve the problems will lead to success of projects, which will be beneficial to both the organizations and the economy as a whole. In other words, it will enable the organization to achieve their objectives and promote the growth and development of the economy.
Additionally, this study is important because it will promote the achievement of vision 2030. As stated earlier, Saudi Arabia introduced vision 2030 to reduce its reliance on oil, promote diversification, and increase employment, and promote economic growth and development. In this case, the government of Saudi Arabia implemented reforms that improved the procurement, obtaining permits for construction, and doing business processes. However, despite the implementation of these reforms, Saudi projects still experience issues like delays, cost overruns, and quality issues (Almatari et al., 2022). This study will enable the government of Saudi Arabia to understand the root cause of the issues and formulate and implement better policies to address the issues and promote the achievement of vision 2030. 
Furthermore, by understanding the negative effects that arise when POM is integrated into functional structures in government organizations, the businesses will adopt better management approaches to improve teamwork and reduce conflicts. Having a proper management framework will motivate employees to effectively and efficiently perform their roles. This means that the right amount of work will be assigned to employees, thus reducing burnout and promoting job satisfaction. This will result in the delivery of quality projects on time and within the set budget.    
[bookmark: _Toc192877370]1.6 Research Questions
· What are the effects of POM on resource allocation in functionally structured government organizations in Saudi Arabia?
· How does POM influence project outcomes in terms of quality, budget adherence, and time compliance?
· What are the challenges experienced by project managers and teams when it comes to integrating POM into functionally structure government organizations in Saudi Arabia?
· How can project management approaches be improved government organizations in Saudi Arabia?   

[bookmark: _Toc192877371]1.7 Research Hypotheses
H1: POM negatively affects the efficiency of resource allocation in functionally structured government organizations
H2: POM lowers the success of projects in in functionally structured government organizations
H3: The integration of POM in in functionally structured government organizations leads to job dissatisfaction and reduced performance and productivity
H4: Effective adaptation strategies can mitigate the negative effects of POM in functionally structured government organizations
[bookmark: _Toc192877372]1.8 Theoretical Model   
The study is based on two theoretical models. The first model, resource-based view (RBV) theory suggests that proper management and utilization of resources enables an organization to create a competitive advantage. In this case, the theory will examine the influence of POM on resource allocation in functionally structured government organizations. The second theoretical model, contingency theory, suggests that the external environment and other circumstances determine the effectiveness of an organizational structure. This theory will help us understand the challenges POM presents in functionally structured government organizations and how the problems can be addressed to improve efficiency. 
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[bookmark: _Toc192877374]2.1 Introduction
For a project to be successful, it requires proper allocation of resources, quick and effective decision making, and good coordination. When it comes to the effective and efficient achievement of project goals, organizational structure plays an important role. Nizma et al. (2024) defined organizational structure as regulations that determine the functional and hierarchical relationships between members of a team and promote the successful running of a project. It includes assigning of tasks, and coordination, decision making and communication processes. A proper organizational structure promotes efficiency and effectiveness in operation while an improper one presents challenges that prevent the progress of the project. Project-oriented management and functional structures are two conflicting project management organizational structures. There conflicting nature present negative effects on resource allocation and project outcomes in government organizations. In this chapter, past studies will be reviewed to identify the negative effects of POM on resource allocation and projects outcomes in functionally structured government organizations.    
Dependent Variable
· Resource allocation: It covers the distribution and utilization of financial, human, ad technological resources.
· Project outcomes: It assesses projects success or failure. Success is determined by the delivery of quality projects on time and within the set budget. Delays, cost overruns, and quality issues are considered as failures. 
· Independent Variable
· Project-oriented management: Project-oriented structures give total control and authority to project managers
· Functionally structured organizations: they give more power and control to functional managers and not project managers. 
[bookmark: _Toc192877375]2.2 The Concept of Project-oriented Management and Functional Structures
Basioni and Khan (2024) suggested that in project-oriented management, project managers are provided with the required employees and resources to enable them effectively and efficiently control the project and make decisions. It is also the responsibility of managers to communicate with the team members on ways of achieving project goals and improving performance. This structure is mostly applied in big organizations with long-term projects. Kerzner, (2017) went deeper by defining a project-oriented structure as one that gives project managers full control and authority over project resources. In this structure, it is the responsibility of the project manager to acquire the required resources for the achievement of project goals or the delivery of quality projects. Additionally, it is the responsibility of the project manager to assign tasks. The employees or team members in this structure report directly to the project manager (Ibraheem, 2018). The structure also applied a centralized communication system, where one platform is used for communication. This system enables the team members to respond quickly, thus reducing the chances of delays and cost overruns. Finally, the employees in this structure are retained exclusively to the project. The nature of this structure promotes proper understanding goals and activities of the project.  
On the other hand, Basioni and Khan (2024) stated that functional structures divide the organization into different sections or departments based on their functions. When it comes to project management, the project manager does not have significant influence in the process of decision making. In this case, functional manager are more influential. This means that in this structure, functional managers have more control and authority than project managers. According to El Khatib et al. (2024) the functional structure applied vertical communication. In this case, in case changes need to be made, the project manager must communicate with the functional manager first since he or she has control and authority over the resources of the project. This slows down the project processes and may lead to delays and cost overruns. 
[bookmark: _Toc192877376]2.3 Negative Effects of POM on Resource Allocation in Functionally Structured Government Organizations
As stated earlier, POM and functional structures are conflicting frameworks. The adoption of POM within a functional structured organization presents various challenges to resource allocation. Momeni and Martinsuo (2018) stated that the main problems experienced in organizations that work on various project are the improper allocation of resources and resource constraints. In this case, resource demand is affected by failure in scheduling projects and resources over commitment, while resource supply is negatively affected by opportunistic managers and lack of management accounting systems. In project-oriented management, projects have different access to resources. Access to resources depends on the stakeholders’ network and the position of the project in the parent company. This means that several projects compete for resources in an organization. Resource competition is a challenge because it makes it hard to estimate the resources required for every project, make changes as the project continues, and prioritize projects.
In modern times, it is common for organizations to apply different project management organizational structure. The problem with adopting different project management organizational structures is that it promotes competition for resources (San Cristóbal, Fernández, and Diaz, 2018). The adoption of POM in a functional structure results in the difficulty of accessing resources that complement the project or align with the goals of the project, communication issues, and conflicts (Ibraheem, 2018). In this structure, the project-oriented managers depend on functional managers or units. In this case, the functional managers have control and authority over the project managers. Functional manager make all decisions including the employees that would work on the project since they are borrowed from their units or departments (El Khatib et al., 2024). This structure allows employees to work for both their functional units and the project. This means that the workers are reporting to two managers. Employees may fail to perform effectively and efficiently in case the two managers conflict because both managers would expect loyalty, leaving the employees in the middle (George, 2020). The project manager reports to the functional manager, which makes communication complex and slows down decision making process. Additionally, roles and responsibilities are not clearly defined since employees may be forced to work on more than one project, resulting in confusion and conflict. 


[bookmark: _Toc192877377]2.4 Resource Allocation in Functionally Structured Government Organization 
In a functional structure projects are implemented by the functional department of the organization. In this case, the organization has different departments that are divided based on their functions. It applies a hierarchical form, which means that authority lines are very clear (San Cristóbal, Fernández, and Diaz, 2018). Resources allocation in this structure is easy because every department has its functions and resources. However, the problem comes when projects are introduced outside the functional units and require the support of functional units. The project manager reports to the functional manager, who is the decision maker and has control and authority over resources. It is the responsibility of the functional manager to assign employees to the project. The functional manager may choose to retain highly-skilled employees to the unit, especially when they are needed in the functional unit, and assign those that are not highly-skilled to the projects (George, 2020). This may result in conflicts between the two managers. Additionally, employees assigned to the project may be more loyal to the functional manager than the project manager. This may be due to incentives that come with being attached to the parent company through the functional department. In such a case, the project will suffer. The functional structure applies vertical communication, which slows down the decision making process and hinders the project from responding to customers efficiently and on time. Therefore, in a functional structure conflicts negatively affect resource allocation.  
[bookmark: _Toc192877378]2.5 Negative Effects of POM on Project Outcomes in Functionally Structured Government Organizations 
Conflicts over resources between project-oriented management and functional organizational structures negatively affect project outcomes. As discussed, the employees in this structure report to both the project manager and the functional manager (George, 2020; El Khatib et al., 2024). In case of a conflict or disagreement, both managers expect employees to take their side. Conflicts and tension in the organization may result in job dissatisfaction and reduced performance and productivity (San Cristóbal, Fernández, and Diaz, 2018). In other words, the employees will not perform their roles effectively and efficiently for the achievement of project goals. In the end the project delivered to the customer may have quality issues. 
Additionally, the structure causes communication issues (Momeni and Martinsuo, 2018). As discussed, the functional manager has more power and control than the project manager. This means that the project manager reports to the functional manager, who is in charge of resource allocation and decision making (Ibraheem, 2018). In this environment, in case changes need to be made during the lifecycle of the project, the project manager must report to the functional manager first for the decision to be made (El Khatib et al., 2024). This long chain or line of command slows down the decision making process, which may result in delays and cost overruns since the project will take longer to complete. 
Another challenge in this structure is the difficulty in accessing resources that align with the goals of the project (Momeni and Martinsuo, 2018). In this case, the functional manager may prioritize the activities of the functional unit over those of the project. This may lead to allocating resources that do not complement the goals of the project. As a result, a poor quality project may be delivered to the customers. It may also take longer to complete the project, resulting in cost overruns. Therefore, the adoption of POM in a functional structure causes communication issues, conflicts, and the difficulty of allocating effective resources to the project, resulting in delays, quality issues, and cost overruns. 
[bookmark: _Toc192877379]2.6 Mitigation Measures
The negative effects of POM on resource allocation and project outcome in functionally structured government organizations can be addressed by the establishment and utilization PMOs. PMOs have departments that draft, plan, and implement projects for organizations. The offices do this by standardizing management processes linked to the project and providing support to the management team of the project (Albaiti and Alsulami, 2021; El Khatib et al., 2024). It also coordinates the employees’ efforts and manages governance processes. Another role is to direct the implementation of the project and maintaining the documents. The utilization of PMOs leads to return on investment (ROI). ROI may be achieved when PMOs ensure the accurate definition of methodology applied in project management, the project align or complement the organizational culture, strategic planning, effective management of resources, and creation of project software, tools, and archives for effective management of the project (Albaiti and Alsulami, 2021; El Khatib et al., 2024; Almatari et al., 2022; Almatari, 2021; Ibraheem, 2018). 
However, the benefits PMOs present go beyond monetary of financial gain. PMOs further improve coordination, decision making, commitment, performance, and resource allocation (El Khatib et al., 2024). It also provides information that is helpful when it comes to decision making. Therefore, PMOs promote success of projects. In other words, they promote the delivery of quality projects within the stipulated time and set budget.     
[bookmark: _Toc192877380]2.7 Theoretical Framework of the Study
The RBV theory suggests that the proper utilization of resources enables and organization to achieve a competitive advantage. In this case, the resources that must be effectively utilized are the human, technological, and financial resources. However, with the conflicting structures, functional and project-oriented, the chances of failure and inefficiencies are high. The problems can be addressed through proper allocation of resources. The proper utilization and allocation of these resources will results in the success of the project. This means that the organization will be able to deliver quality projects within the stipulated budget and on time. The theory suggests that the successful execution of projects requires the resources to be stable and flexible (Newton, 2018). 
Another theoretical framework that may be applied in this study is contingency theory. It suggests there is not perfect approach to management and the external environment and organizational strategies determine the effectiveness of the organization structure. The application of the contingency theory to POM in functionally structured government organizations shows that these structures are rigid and bureaucratic in nature, meaning they are favorable to project management approaches that are flexible (El Khatib et al., 2024). Therefore, a hybrid model that can effectively and efficiently integrated POM into functional structure must be adopted for project success and effective resource allocation.  
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