CMCS,

CMCS INSIGHTS - GOVERNANCE

Decide Locally, Know
Globally

How PMWEB decentralises decisions while centralising project
information: fast, justified decisions within the DoA matrix at project,
portfolio and enterprise level. Published in English and Arabic.

By Bassam Samman, PMP, PSP, EVP, GPM
CEO & Chairman, CMCS



IN THIS SERIES

2 articles

01 Decide Locally, Know Globally (English)

02 (ax2)l) Wooss 8,619 Lo 538

cmcs.co PMWEB Authorized Implementation Partner - GCC & MENA



PMWEB Insights | Governance & Decision Rights

Decide Locally, Know Globally — How PMWEB

Decentralises Decisions While Centralising Project

Information
Fast, Sound and Justified Decisions Aligned with the DoA Matrix — at Project, Portfolio and Enterprise Level

Control does not require every decision to travel to the top. It requires every
decision to be made on the same information, within delegated authority, and
recorded as it happens. That is exactly what a PMIS like PMWERB is built to deliver.

Every owner, developer and programme management organisation delivering capital projects lives with the same
tension, whether or not they name it. On one side is speed. Projects move every day. Site conditions change,
subcontractors submit claims, designers issue revisions and suppliers slip deliveries. Each of these events needs
a decision, and every day the decision waits, the cost of waiting grows — standby, resequencing, lost float and
eroded goodwill.

On the other side is control. Boards, shareholders, government regulators and auditors need assurance that
money is committed and spent within approved authority, that decisions are justified, and that no individual can
commit the organisation beyond what they have been entrusted with. The Delegation of Authority (DoA) matrix
exists precisely for this reason.

Most organisations resolve this tension badly, in one of two ways. Either they centralise decisions, escalating
anything of consequence to headquarters, the project director or the CEO — control is preserved, but the
organisation becomes a queue. Or they decentralise decisions without centralising information, giving
project managers authority but leaving them to decide from their own spreadsheets, email threads and memory
— decisions are fast, but inconsistent, often unjustified on paper, and invisible to the enterprise until the month-
end report, by which time the consequences are locked in.

The argument of this article is that the paradox dissolves once we recognise that decision rights and
information are two different things, and they should be organised in opposite ways. Decision
rights should be pushed as close to the work as the DoA matrix allows. Information should be pulled into a
single, shared, structured source that every decision maker, at every level, draws from.

THE DECISION PARADOX

Capital projects face a constant tension between the need for speed on-site and the requirement for board-level control. Most
organizations fail by either centralizing everything (creating bottlenecks) or decentralizing without shared data (creating ‘blind’ speed).
The solution lies in a 2x2 matrix approach where authority is pushed to the team while data is pulled into a single source of truth.
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Separating Two Things That Are Usually Confused

When executives say “we need more control over our projects”, they usually mean one of two things: control
over who can decide what, which is a governance question answered by the DoA matrix; or visibility into
what is happening and why, which is an information question answered by how project data is captured,
structured and shared.

Organisations that confuse the two try to solve an information problem by tightening decision rights. They add

another approval layer because the CFO “doesn’t know what’s going on”. The result is slower decisions made by
people with less context, not more. The better approach treats the two dimensions separately and designs them
together:

Decision rights Decentralised to the DoA matrix Workflow engine with role-, value-
lowest competent level and type-based routing
Project Centralised in one Data standards — CBS, WBS, Single integrated database across all
information structured source contract structure, document = modules and all projects
coding
Accountability Recorded automatically Audit and compliance Workflow history, time stamps,
requirements comments and attachments on every
record
Oversight Continuous, not periodic Portfolio governance Dashboards and reports drawing on

the same live data

When these four dimensions are designed together, the project manager can decide quickly because the
authority is theirs, soundly because the full picture is in front of them, and justifiably because the evidence is
attached to the decision itself. Meanwhile, the enterprise sees every decision as it happens — without having to
make it.

What “Centralised Information” Actually Means

Centralising information does not mean putting files in a shared folder or a document management system. A
folder of PDFs is centralised storage; it is not centralised information. For a decision to be sound, the
information must be structured, connected and current. In PMWEB, that translates into four
characteristics.

One database, all modules. Budgets, estimates, contracts, commitments, change events, change orders,
progress invoices, payments, schedules, RFIs, submittals, transmittals, meeting minutes, risks, issues,
inspections and documents all live in the same database. They are not stitched together after the fact through
exports and imports; they are records in the same system that reference one another.

A shared coding structure. Every cost record is tagged to the same Cost Breakdown Structure (CBS), every
activity to the same Work Breakdown Structure (WBS), and every document to the same coding convention. This
is what allows a variation on Project A to be compared with a variation on Project B, and what allows the
enterprise to roll up contingency, commitments and exposure across the portfolio.

Linked records. A change order is not an isolated form. It is linked to the change event that triggered it, the
RFI or site instruction that originated it, the contract it modifies, the budget line it draws on, the schedule
activities it affects and the correspondence that supports it. When the approver opens the record, the context
comes with it.

Live values, not snapshots. The remaining budget on a cost code, the contingency balance, the committed
value on a contract and the estimate at completion are calculated from transactions, not typed into a monthly
report. What the approver sees is the position at the moment of decision.
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Project RVS0104 - Boston Medical Center

Code

00 - Sales

000000

Description

Sales

Subtotals for. 00 - Sales

01 - Land Costs
aoooo1 Land Acquisition
000002 Land Permits and Fees
Subtotals for. 01 - Land Costs
02 - Hard Costs
010002 General Conditions
020000 Existing Conditions
030000 Concrete
050000 Metals
061000 Rough Carpentry
080000 Openings
lof8

Original Budget

$12.000.000.00

$12,000,000.00

$1.200,000.00

$430,000.00

$1.630,000.00

$197.500.00

$1.100.000.00

$875.000.00

$850.000.00

$122,500.00

$0.00

$0.00

Budget Changes

$0.00

$0.00

$0.00

$0.00

$0.00

$0.00

$30.000.00

$262.400.00

$21.000.00

$85,000.00

$0.00

£40.000.00

C-A+B

Anticipated
Budget

$12,000,000.00

$12,000.000.00

$1.200.000.00

$430.000.00

$1.630.000.00

$197.500.00

$1,130,000.00

$1.137.400.00

$871.000.00

$207.500.00

$0.00

$40,000.00

Budget Single Project (Pend & App)

D E
Orvgmall Comgllﬂjgnts
$121.000.00 $50,000.00
$121,000.00 $50,000.00
$0.00 $60,000.00
$0.00 $0.00
$0.00 $60,000.00
$200.000.00 $800.00
$30,000.00 $0.00
$4.887.760.00 $45.000.00
$825.100.00 §25.000.00
$165,000.00 $40,000.00
$0.00 $0.00
$51.500.00 $0.00

Printed on 23-Sep-2026 5:11:02 PM

One Record, Many Connections

In PMWERB, the context travels with the decision

reviewed, approved, when and why

RF1/ Site Instruction — .~
where the change originated

Workflow History — Who

Supporting Documents
— Drawings, quotations,

correspondence

Risk Register — ™.
Related risks and their status

oo

E

Farecast to
Complete

$0.00

§0.00

$0.00

£0.00

£0.00

$0.00

$0.00

$-850.000.00

$0.00

$0.00

$0.00

£0.00

G=D+E+F

Anticipated Cost

$171.000.00

$171.000.00

$60.000.00

$0.00

$60.000.00

$200.800.00

$90,000.00

$4.082.760.00

$850.100.00

$205,000.00

$0.00

$51,500.00

H-C-G

Variance

$11.823.000.00

$11.829.000.00

$1.140.000.00

£430.000.00

$1.570,000.00

$-3.300.00

$1.040.000.00

$-2.945.360.00

$20.500.00

$2.500.00

$0.00

$-11,500.00

Change Event — The trigger

*. and its early cost estimate

Actual Cost

$1.960.00

$1.960.00

$1.201.000.00

$60.000.00

$1.261.000.00

$228.430.00

$900.180.00

$1.337.740.00

$435.000.00

$99,000.00

$0.00

$6,100.00

246 - PMWEB

Contract — The commitment
being modified

Budget & Cost Code —
Where the money comes from

Contingency —

What remains after approval

Structured - Connected - Current
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Embedding the DoA Matrix into the Flow of Work

A DoA matrix on paper is a reference document. People are expected to consult it, interpret it and follow it. In
practice, they often do not — not out of bad faith, but because the matrix is complex, the pressure to act is
immediate, and nobody checks until the audit.

In PMWEB, the DoA matrix stops being a document people consult and becomes the logic that routes the
work. The workflow engine is configured so that each business process follows the rules of the matrix:

- By value — a change order up to a defined threshold is approved by the Project Manager; above it, by the
Project Director; above a higher threshold, by the commercial or executive committee.

- By type — a time-only extension of time request follows a different path from a cost variation; a new
commitment from an amendment; a payment certificate from a budget transfer.

- By project or programme — a strategic programme may carry tighter thresholds than routine capex,
reflecting the organisation’s risk appetite for each.

- By role, not by name — workflows are assigned to roles such as Project Manager, Cost Controller, Contracts
Manager and Project Director, so when people change, governance does not.

- With delegation and escalation — when an approver is absent, authority is formally delegated inside the
system, time-bound and recorded; when a step is overdue, the workflow escalates rather than waiting silently.

The effect is profound. The project team member no longer has to ask “am I allowed to approve this?” The
system knows. If the decision falls within their authority, it is theirs to make and it is routed to no one else. If it
exceeds their authority, it cannot be approved at their level; it moves up automatically, with the full context
attached.

Logged into: All Levels Workfl > Business P > (System) @ o

Roles Business Processes (BPM) Defaults APM Rules

a
%:ﬁam 123 - Sample Workflow {-J + |~ @ oy USE VISUAL DESIGNER
8PM ID» [23 BPA AGERS OVER ERT
Template Name* [sample Workflow e Alert Active O
Recalculate Due Dates On Actions Days {+/-) l:|

Single "All Must A " Email
ingle *All Must Approve™ Ema Role(s) -~ Overdue Approver --

Wioouded

Associate With - Any -

Email

ogd

Onscraen

ROLES & APM RULES

= AddRole =} AddBranch [ Delete 4> Refresh

| | Q DESCRIPTION RETURN TO
Roles Branch Rules

Director System Next Step @

e — i Project Manager System Next Step -~ Previous Approver --
4 [ [3 Roles a

[0« --Document Manager == . -
O« - submitter - a1
[0 & admin (QussayPM - Qussay Qumssan) 42

Project Engineer System Next Step - Submitter -

088

CO GT 100000 Branch
Project Engineer 2 System Next Step
Procurement Department System Next Step
[ & Alf Contractor (ASKHAN - AS KHANNN) 43 Capital Accounting Manager System Next Step
[J & Aif Designer (aswini - Aswini Nag) 44 Director System Next Step
[0 & Aif owner (indhu - Indhu ) 45 AutorizacionSAF System Next Step

1 & Ambika (Ambika - Ambika S) Business Group Head of Finance System Next Step

pERRPRPRDDRIDRDRD

| I IR R KRR
[

coo System Next Step

b
E

WORKFLOW
@ SHOW ROLES

() SHOW USER NAMES

’ — ‘ | omecros Hmc H e I_{ JEp— H H H auron H aurconrnacron. ||
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From DoA Matrix to Workflow
o

Governance

is routed
automatically and
recorded every time,

. Yes

The DoA matrix on paper removing the need

for manual Record
Value band ‘Approuing role interpretation. decision
Edd A Configured in PMWEB T
Band 2 Project Director
Band 3 Executive Committee

A manual reference document that

is consulted, interpreted, and often
bypassed in high-pressure
environments.

Delegation
& escalation
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Anatomy of a Decentralised Decision

Consider a practical example. A contractor on a mixed-use development submits a variation request of AED
180,000 for additional waterproofing required after a design clarification. Under the DoA matrix, the Project
Manager can approve variations of up to AED 250,000 drawn against approved contingency.

Without a centralised PMIS
The Project Manager has to piece together the answers from different places:

Is there enough contingency left? — ask the cost controller and wait for the latest spreadsheet.
Is this linked to an existing RFI or design change? — search email.

Has something similar been approved before on this contract? — ask the contracts manager.
What will this do to the estimate at completion? — unknown until month-end.

Is it really within my authority, given the cumulative variations on this package? — consult the DoA document
and interpret it.

The likely outcome is either a delay of days or weeks while this is assembled, or a decision taken quickly on
partial information and justified afterwards.

With PMWEB

The Project Manager opens the change record and sees, in one place: the originating RFI and design
clarification; the contractor’s supporting documents and the consultant’s review comments; the remaining
contingency on the relevant cost code and what it will be after approval; the cumulative approved and pending
changes on the contract; the effect on the estimate at completion; the linked schedule activities and any float
impact; and the workflow path confirming the decision sits within their authority.

They approve. The commitment, budget, contingency and forecast update immediately. The record carries the
approver, the time, the comments and the evidence. Nobody at headquarters had to be involved — and yet
everybody at headquarters can see exactly what was decided, by whom, on what basis and with what effect.

Now change one fact: the cumulative variations on this contract would push it past a threshold the DoA reserves
for the Project Director. The Project Manager cannot approve it. The workflow routes it upward automatically,
and the Project Director receives it with the entire context already assembled. The escalation takes
minutes to review rather than a meeting to explain.



&3 PMWEB | Commitment Change Orders

Project Name Boston Medical Center To Subcontractor/Vendor Boston Contractors1
Project Numbet RVS0104 Commonwealth Avenue
Project Add Calle 1 Suite 18000
TesecyRadiess e Boston, MA 010110000
Bogota. MA 02118 Cantract Date 30-Sep-2011 12:00:00 AM
Telephone (617) 638-8000 Contract Number 002
Fax Change Order Number oot
Date 30-Sep-2011 12:00:00 AM
The Contract is hereby revised by the following items:
CE# tem # Description Cost Code Amount
= P some
1- Off
Modifomtions Carpery $40.000.00
Total $70,000.00
The original Contract Values was..... $7.135,000.00
Sum of changes by prior Subcontract Change Orders.._. $0.00
The Contract Value prior to this Subcontract Change Order was..... $7.135,000.00
The Contract value will be changed by this Subcontract Change Order in the amount of ____ $70.000.00
The new Contract Value including this Subcontract Change Order will be..... $7.205,000.00
The Contract duration will be changed by..... 0 Days
- B 29-Sep-2013
h ik
The revised date as of this g is.... 12:00:00 AM
Workflow
All Must "
Sep Due Date Role (User) Delegate Instructions
16-Nov-2021
L 23607 PM
4 e ENov 2l Supanntendent [assam Samman)
P i 21-Nov-2021 Project Acsountant {Bassam
o £:36:07 PM Samman)
& No 26-Nov-2021 Project Manager (Bassam
£:36:07 PM Samman)
10f2 Printed on 23-5ep-2026 5:18:58 PM 101 - PMWEB

- -
Anatomy of a Decision
S Pt arsgr iy o260 2000 TR

Variation Request: AED 180,000 (Waterpraofing)

The Legacy Workflow (Without a PMIS)

B

Fragmented
Information Gathering
i
PMs must manually search
emails, ask controllers for
spreadsheets, and wait for
month-end reports.

The PMWEB Workflow (With PMIS)

Instant Contextual

Awareness
1, '

Minutes to g
approval b @

A single record displays linked RFls,
contractor documents, contingency
status, and schedule impacts.

Budget

=

& PMWEB

Workflow Log

Commitment Change Orders

Step DueDate  Role (User)

Bassam Samman (admin)

18-Now-
2021
B:3607PM

20f2

Days to Weeks
Duration

Information assembling and
required meetings lead to
long delays for every

approval step.

Bassam Samman (admin)

ActionDate  Action Time ~ Action

11-Now-2021 -
8:36:07 PM 8:36PM Submit

11 Moy 2023
gi7.12pM  S1TPM Approve

Printed on 23-5ep-2026 5:18:58 PM

Forecast

el

Evidence is attached to the record, updating budgets and
commitments across the enterprise immediately.

Fast, Sound and Justified: The Three Qualities of a Good Decision

Fast

W
G/%GJ&

101 - PMWEB

E%

Justified After
the Fact
E
Decisions
documented only
when the audit
comes.

Approved

Justified at the
Moment of Decision

Workflow logic confirms authority

instantly, allowing for rapid,
mobile, and recorded approval.
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Speed comes from three sources: fewer hand-offs, because decisions within authority stay where they belong; no
time spent assembling context, because it is already linked to the record; and no silent queues, because workflow
notifications, due dates, escalations and mobile approvals keep items moving. The measurable result is shorter

approval cycle times — and on construction projects, time is money in the most literal sense.



Sound

A sound decision is one made with the relevant facts in view. When the approver can see budget availability,
contingency drawdown, cumulative changes, schedule impact and related correspondence before deciding, the
quality of the decision rises. Sound decisions also reduce the number of decisions that later have to be reversed,
renegotiated or disputed.

Justified

A justified decision is one that can be defended later — to a board, an auditor, a regulator or an arbitrator. In
PMWEB, justification is not a separate activity performed after the fact. The workflow history, the attached
evidence, the comments and the linked records are the justification. When the audit comes, or the claim is filed,
the organisation is not reconstructing what happened; it is retrieving it.

Fast - Sound - Justified: The Three Qualities of a Good Project Decision

FAST SOUND JUSTIFIED

Enabled by role-based Enabled by live financial Enabled by automated
routing and mobile data and linked audit trails and
approvals to shorten records to reduce evidence to ensure
cycle times. disputed decisions. claim-readiness.

One centralised PMWEB database.
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From the Project to the Enterprise: Why the Portfolio View Changes Everything

Everything described so far delivers value on a single project. The larger prize, however, sits at the enterprise
and portfolio level — and this is where many organisations underestimate what a PMIS is for.

1. Consistent governance across every project

When the DoA matrix is embedded in workflows configured once for the organisation, every project follows the
same rules. There is no “Project A does it this way because the PM is strict; Project B does it that way because the
PM is new”. Governance stops depending on individuals and becomes a property of the system. For government,
semi-government and investment entities accountable to regulators, this consistency is itself a compliance
outcome.

2. The enterprise sees every decision without making them

Because every approval is a record in the same database, the portfolio office can see in real time what has been
approved, where, by whom and against which budget. Executives are informed without being involved. This is
the practical meaning of “decentralise decisions, centralise information”: the organisation gains oversight
without losing speed.

3. Portfolio-level exposure becomes visible early

Individually, a project manager approving variations within authority on each of twelve projects may be acting
entirely correctly. Collectively, those decisions may be consuming the enterprise’s contingency faster than
planned, or concentrating commercial exposure with one contractor across several projects. Only a centralised
information layer with a common cost structure makes these patterns visible while there is still time to act.



Logged into: All Levels v Portfolic > Home ®s

4 Controls Cost Project Center Portfolio View Map View Calendar Events Portfalio CostKPl ClaimNotif DM EVM RFI Estimate Action Resource Camera DAT »
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Cantracts Perlommance 2,023,796,899 132,677.034 2,070,324,180
Dashboard

Contract Awarded €O Approved Contract Revised
Projects by Category

Pending CO and Claims
@CO Pencing @Claim @Hew Building @Refurbishment 0
B3 47,663,962 -86,149.753 4,921,108

€O Pending VECP Claim

1.474,920,545 595.403.635 1.327.428.491

Invoiced Balance Paid

Contracts by Company Contracts by Contract Type e Contracts by Project Manager
@Construction Contract @Design and Supenvsion @ Design and Supervision @ Construction Contract
18—,
5
Bl8on
0 ~— 28
& & o
¢ C [ <

ctID Contract Name E

A-102  C1030 Design and Supenvision Consultant A1000 7.500.000 0 0 7.500.000 o 0 7.500.000 65.00% 4,.875.000 4387.500 @ o @ 1.0
A-103 1050 Design and Supervision Consultant A1050. 12.200.000 0 0 12,200,000 L] 0 12,200,000 80.00% 9,760,000 8784000 @ o @ 1.0
A-104  C1120 Design and Supervision Consultant A1040 15,072,000 o ] 15,072,000 4] 0 15,072.000 40.00% 6,028,800 5425920 @ o @ 100
A104 1420 Construction Contract  Contractor A1040 135,648,000 9495360  -6.782.400 138.360.960 o o 138360.960 16.00% 22.137.754 19923978 @ -2712960 @ 08
A-105  C1230 Design and Supervision Consultant A1030 6,006,974 o 0 6006974 o 0 6.008.974 99.00% 5,946,904 5352214 @ o @ 100
A-105 C1530 Construction Contract  Contractor A1030 54062.763 3243766  -2.703138 54603391 2703138 0 57.306.529 97.00% 52.965.289 47,668,760 . -540.628 ‘ 084
A-106 C1270 Design and Supervision Consultant A1030 13.,900.000 0 0 13,900,000 0 0 13,900.000 99.00% 13,761,000 12384900 @ o @ 100

2,023796,899 132677034 86149753 2,070,324,180 47,663,962 4,921,108 2,125,689,180 1474920545 1327428491  -46527,281

S T
Microsoft Power 81 < 3ofzt > ny mege

4. Decision performance can be measured
Once decisions are records, decision-making itself becomes measurable. The enterprise can track:

Approval cycle time by process, project and approval level.

Escalation rate — the proportion of items that exceed the first approver’s authority.
Rejection and return rate — a signal of poor submission quality or unclear criteria.
Overdue approvals — and where they accumulate.

Delegation usage — how often, by whom and for how long authority is delegated.
Decisions without supporting evidence — if the configuration allows them at all.

Together, these indicators tell leadership where the organisation is fast, where it is congested and where it is
taking risk.



Measuring decision performance

When decisions are records, governance becomes measurable

When project decisions are captured as structured records rather than informal communications, governance becomes quantifiable. This
dashboard provides real-time visibility into the efficiency and integrity of the decision-making process across an entire project portfolio.

Approval cycle time Escalation rate Rejection / return rate
P VAY pe =lm
Measures decision duration by process, project, Monitors the share of items exceeding the Identifies weak submission quality or
and approval level via sparkline visualization. first approver's authority using a gauge. unclear criteria through a bar chart.
. 5 o N -
Overdue approvals Delegation usage Decisions without evidence
=13 =1 glamla Fl—ly Fl—I-

Highlights where decisions are bottlenecked Tracks frequency and duration of authority Flags approvals lacking mandatory

and for how long using stacked bars. delegation via a calendar icon strip. attachments or links using a warning badge.

Fast - Congested - At risk — know which, on every project, in real time
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5. The DoA matrix itself can be calibrated with evidence

Most DoA matrices are written once, approved by the board and rarely revisited, because nobody has data on
how they perform. With decision data in the PMIS, the organisation can test whether thresholds are well placed.
If most items at a given level are escalated and then approved unchanged, the threshold is probably too low and
is creating a queue without adding control. If large decisions are routinely approved at a low level and later
reversed, the threshold may be too high. The DoA becomes a governance instrument tuned with evidence rather
than a static document.

The Governance Feedback Loop

Define the DoA matrix

Establish thresholds based on value,
type, and project requirements.

; Calibration Signals
Configure g

PMWEB

Signal: High Escalation Rate
workflows : 4

Most items escalated and

Recalibrate the DoA o

Use performance evidence to Implement the approved unchanged? -
adjust thresholds for optimal matrix oncetobe | Threshold may be too low.
efficiency. enforced across
v every project.
Evidence-Based TP
Governance
Analyse decision e Decide within
performance Signal: Frequent Reversals

authority L
i ow-level approvals
Push decision- frequently reversed?
making to the - Threshold may be too
o lowest competent high.
level for
maximum speed.

Track cycle times, escalation
rates, and approval reversals.

Capture decision data

Ensure every approval is recorded
as a data point in the system.
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6. Institutional knowledge accumulates

Every decision, with its context and outcome, becomes part of the organisation’s memory. When a similar
situation arises on a new project, the team can see how comparable variations, claims or scope changes were
handled elsewhere in the portfolio. Knowledge that used to leave with individuals now stays with the
organisation.



7. The foundation for Al-assisted decisions

Structured, connected, well-governed decision data is also the prerequisite for any meaningful use of artificial
intelligence in project controls. AI can help surface precedents, flag unusual approvals, forecast contingency
exhaustion or draft justifications — but only if the underlying data exists in structured form. Organisations that
centralise information today are building the dataset their AI capabilities will depend on tomorrow. There is no
AT without data, and no trustworthy data without governance.

Project Value vs Enterprise Value

ENTERPRISE & PORTFOLIO LEVEL

.. Real-time Oversight
|/ Executives see every decision as it
happens without being a bottleneck.

Al-Ready Data
“  Structured decision history provides the
- foundation for future predictive analytics.

", Consistent Governance
y ¢ Uniform application of the DoA matrix
"~ across every project in the portfolio.

- | Measurable Decision
f jJ_ Track the guality and speed of
) decisions across all projects.

Early Portfolio Exposure
#7 Gain visibility into potential issues
./ across the portfolio soaner.

Institutional Knowledge
~,  Build a centralized repository of
4 organizational best practices.

(7 Evidence-based DoA
(] Optimize the delegation of
L —. authority based on real data,

Faster Approvals —+ Sound Decisions ¢y, Complete Audit Trail
Reduced cycle times through FAY &= Every decision is made with live o Evidence and justification

/' automated workflows and ¢ - budget, contingency, and || are captured at the moment
mabile access. schedule data. = = of decision.
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Designing It Right: Practical Considerations

Achieving this model is not simply a matter of installing software. Across implementations in the region, eight
principles consistently make the difference:

1. Start with the DoA matrix, not the software. Review and, where needed, simplify the matrix before
configuring workflows. Automating an unclear matrix produces unclear workflows.

2. Standardise the data structures first. A common CBS, WBS, contract structure and document coding
convention across projects is what makes portfolio roll-up possible. This is a business decision, not an IT one.

3. Assign workflows to roles, not individuals. This keeps governance intact through staff changes, which on
long capital programmes are inevitable.

4. Resist the temptation to over-route. Adding reviewers “for information” to every approval recreates the
centralisation bottleneck. Visibility should come from dashboards and reports, not from sitting in every
workflow.

5. Make evidence mandatory where it matters. Configure key processes so that decisions cannot be
approved without the attachments and links required to justify them.

6. Formalise delegation. Delegation of authority during absences should happen inside the system, time-bound
and recorded, not through informal arrangements.

7. Enforce the single source of truth. If decisions continue to be made in email and spreadsheets and only
recorded in the PMIS later, the model fails. Leadership must insist that the system is where decisions happen.

8. Measure and recalibrate. Review decision performance indicators regularly and use them to refine both the
workflows and the DoA matrix itself.

What This Looks Like in Practice

A Site Engineer raises a site instruction for a minor clash resolution valued well within the Project Manager’s
authority. The PM reviews the linked RFI and drawing, sees contingency is available, and approves on mobile
the same afternoon. Budget, commitment and forecast update instantly; the portfolio dashboard reflects it the
moment it is approved.



A cumulative-value rule in the Change Order workflow detects that a new variation would take a subcontract
beyond the Project Director’s threshold. The item is routed automatically to the Commercial Committee with the
full change history, the contingency position and the schedule impact attached. The committee decides in one
sitting.

At a quarterly governance review, the PMO reports that most change orders in one value band are escalated and
then approved unchanged. The board lifts that threshold for approved-contingency drawdowns, the workflows
are updated once, and every project in the portfolio benefits from the next day.

The traditional belief that control requires centralised decision-making belongs to an era when information could
not travel as fast as decisions needed to be made. That constraint no longer exists. When PMWEB centralises
project information in one structured, connected and live source, and embeds the DoA matrix directly into the
workflows that route every decision, authority can be pushed to the people closest to the work without losing
control. Decisions become fast because they are theirs to make, sound because the full picture is in front of them,
and justified because the evidence travels with the decision. At enterprise level the benefit multiplies: consistent
governance, real-time oversight, early visibility of portfolio exposure, a DoA matrix that can be measured and
improved, and the structured decision data on which future Al-assisted project controls will depend. Decide
locally. Know globally. That is what a PMIS is for.
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Bassam Samman, PMP, PSP, EVP, GPM is the Chairman and Chief Executive Officer of CMCS FZ-LLC, the
PMWEB Authorised Implementation Partner for the Gulf Cooperation Council and broader Middle East and North
Africa region. CMCS holds the PMWEB Partner of the Year 2025 designation and serves capital project owners,
contractors and consultants across the UAE, Saudi Arabia, Qatar, Kuwait and India.

Bassam has over four decades of experience providing project management, project controls services and project
management information systems to more than two hundred capital projects with a combined value exceeding one
hundred billion US dollars. He is the author of four published books on project management digitalisation and has
lectured at more than three hundred and fifty international events. He holds a Master's degree in Engineering
Administration (Construction Management), with Faculty Commendation, from George Washington University and a
Bachelor's degree in Civil Engineering from Kuwait University, with executive education at Harvard Business School
and London Business School.

About PMWEB

PMWESB is an enterprise-class, web-based capital construction project management platform trusted by organisations
worldwide including Harvard University, the United Nations, and Atlanta Airport. Built on Microsoft .NET technology,
PMWEB manages the entire project lifecycle within a single integrated platform — from portfolio planning and cost
management through document control, procurement, scheduling, asset management, and business intelligence. With
150+ pre-configured SSRS reports, drag-and-drop dashboard design, multi-currency support, and open REST/SOAP
API integration, PMWEB delivers enterprise capability with implementation timelines measured in months, not years.

About CMCS
CMCS (Collaboration, Management and Control Solutions) is the regional PMWEB implementation partner for the
GCC and MENA regions, awarded PMWEB Partner of the Year 2025. CMCS specialises in digital project management

solutions for real estate developers, infrastructure owners, and construction companies across the Middle East and
North Africa.



Shall cslodsg 2aSsxll | PMWEB g5,

3151 23550¥ (30 PMWEB 8.a3 i€ — 59,01 § Aaslally ol 351,

o 15 Slaglall e Uiy 51,38 IS G of callars i el (el J1 5153 US ity of 8ylagd) callas ¥
PMWEB s as,Lak! 813) claglae allas piads L Touotons 1iag s3lasl Wand 3igd oly dun3all clodball

. e -

-

poLadls e pull Caa3 ol 3 dhu o pl ol elgn 313 330l Adloly puylits dbi maladl 8y10¥ Sy sslang e (S oy
@ 091 Oanslly lazlis 9yuial Ogatsally cepldllas Ogaday (bl (o Oslslally « pams adsll Cagyls tasy S lymis
cJles¥l Wz Balely Aleally luall CadsHUandl A5 aa5,5 H,all ded Jlatiy pgs (S5 51,3 J g limy s (oo S (S sl

sl Sl g3l pasilall 5 Luss

Jlsedl ol liial¥! ) ¢r9a8ully 2l8 1 due Sl Slezlly Gganludly 8yl0¥) (udlms 7 lixs 3] Byl Caas 3¥1 Cilell §9
il aul] (239 Lo Solty Ly Ausodll 31 0 3,8 (6T audatiany ¥ il o8y500 ilylall (s (bazall culoodall (rasss Cdyuniy w5ild
(DoA) liodall (assas Adgiimn Ciud Ty ooes !

o gty Akl I Gl (63 el IS a8t Slylpall 385e3 o Lol somglad amly dadgn e danylay yisall 1in ciluull @lane gllad
W3Sy 093 51yall A3Sped Gllad o Loly Ml sells I Jomets LT Sylapadl e Ladlans cgdaatl! syl ol g9,ad) s
Shlall Jlid cw@S13g L AT pndl ilasys Ao lidl mdgloz (e 2l 0955 0gS ATy 2eoduall anylidl graie iaid Silaglall
o8 Ll 055 o el Al 5085 s9im G Busnioll o i (A ¢ Boll untll ] 8245 Lo [0S Aiude pe LSO Aayyae

- w

Looudais (Rdsg (olalizes ol el Cilaglally Hlyall clodlo of s ca> @95 Aaall sda ol de JUL lia dx> asasg
Ssiua S e 518 ailio IS dia (At wliies ke uolg sduan § pezd



) Liwall ylal 6 8ybuullg dcpull ;ylyall Al

dayhy grasull puhhii 6 Jall gady . jS0ll o &ilsyllg 6phull 8)g6g lasall ;6 awaiill depw Sl dolall gu eilall gill clislpgaill las alls)
) [@ujbpo) 10lg jano L,.n Glill aogi go (@jspodl) glaell BiboUnll g6 (dwileio

duilguallg ehull gu glud :duaulsill 23ledll

cijlall of "asbjll gic” 26 ;6 Wiluwgall phiso gai
yolgig jliall dhlw 'gu bl cuw “clos)l”

ilogleall
11109 sl @spu :jilall 23goill 11409 paluag i bunio mﬂ;ﬂub;
dogranll gopiiall Guyal dndaall anllnll Jano 16gi 2o (gputall Gijal doldlnll il Ji5 J5 g4l jSpall 5ag &G

Jm:ﬂﬁimg%oﬁjﬂ;% 1alg (PMWEB 23g0i) 2100l 42182l 2019 .uuigll jaall aaslgo yhiiy

ayjéy  dikiio ggpall Claglan

dwoo I dasgall ausaill 6aclall E“ H
ipall ;6 dogleallg (glazall ;6 jljall ;
gyliiall )05l vilogleo daksil alail uwlwil faall

Jdcpullg awsloddl glasl (PMIS)

a4)Lioll osl Jgaill dloy

1174 b plbi ] il Oilogleall oo Jlaiill
pbpull glads gga axblydguull ogid o Iyl glio

ajdpoll « djspo Hlall Slolls

jSyoll 56 angleollg (glagoll o jlpsll

Bale Lot Jaliel oyl oy S

BP9 I3bes3as oo e Bylaadl igasal anl Bole Goimdy mpld ccliaylia (e ilapadl (o s 1) 7l Osedudid] Jsiy o>
b Lie cumd Sloglas Ulas (29 13Uy oy W dAmislodl ugpdl of (olodiall (asgas Adgima Lie cund 4aSe> Ulus
LSl g Leaddaisg o il | bl Lolazll

W QW yuall ¥ Baga slezel Aads Cagatd hall clodis dyaids Sleglas ASiw o Jolxs (el o Jalies a1 bl
hodin Sy Cuuaddl Jolazd Lad¥l 4Ll Lol ASTY 8T Blew 08ley polieal Ladssy Uayl cly)y8 Bmalilly gy Lo By
ilas Logatunis

=
29! s iz gl Joadl o hyma alodall jaygas ddgiims Syt 3l e L3S,0¥ Sl aledis
goidly daually S
ez 1lalSia 5y il Bucls Ca IS W55 S bl polae ECPRPN PSR LY goydidl laglaa
&L’&l‘ @.4,?3‘;;‘4}3_” B3 ) ‘éﬂw\ M‘j ‘Mb
ARy
La3ll ylslally el g Joso Jlzedly gueduntl ol (slals 2aige e lud
Jza S @ olad,lly oladadly
ULl (o AT ylase tileglas cils g aaanll LeSy Liygs ¥ Tyatune ]
L3 2!

cdolal al8T 8yguatl (¥ dadaun g oMo LoMall (¥ Aoy sas o gosid) yaoe audaiuy lae Zu_pi’\ sla¥l sda Wjupj
Ly 0331 ) Sl (7 090 g alazet 51,8 S dusosll (65 dwas 8ol 994513 H1,ally 2ady0 oY 0¥ g



ad «sloglall 58 an gai 15k

utdy «55Spe (3T 3o PDF Silaley ¢ o alzmad i) 810 allas 3 of ildn alma § Slalll auog ciloglall 253850 aad Y

oilas anl ) ell3 0z PMWEB 39 &50mag dlayl fag delaie closlall 3585 ol e labao 51,801 0580 (K92350 iloglas
Qbﬁé&\jaw‘gﬁiﬂ‘ﬁbbﬁiﬂ‘&‘»iﬁQMWYbJ}E_ﬂb Qb._..,\.&.ﬂ\j&l.b"jl\ .Q‘.\.’:-j."@.oajs.\.‘»‘jéb‘ﬁ ducld
LS el iy cilimgmally Llaally Jblslly olelaiz¥l jalxag el g cilosaally (RFI) 7 Lol ol g Aa3ll zalmlly
oam ) Lpany ada 513 allaidl § a2 s 3zl aiiatll e lasy Loy 5 s bl 3uels § Jidas
plasy wiluw (S 4513 (WBS) Joadl @505 IS0 boLid g <4513 (CBS) a8 835 [ 4815 Jomae JS Lo 5 o5 90 103 S
Ssiann e Jloliall 4o ,atlly el 7Ny Jolias¥l arazmss (o) 9,ddl 3,50 (1) g9,adl 3 A ol 25yl el Lo g 513 310
LkeST dlaaoel
dadoll Slaglad 5i CL@-!.-L“Y‘ H—‘Jﬂ-jj cdall éﬁ\ el Sy bhise 9o b figgj.ux T).)j.o.v o) pad| Jmi Ayl fe OV
o9 Aasdd G el bg (Led 35y 1 Ga3dl melidl alaiilg cdie Jiad i) @315ty calimy U waallig cLae Lad (&I
e Bl 4l (Jomad) azall aay
Sl e Zaderll Aakally caaall § e aAlll Zagdlly « Joluasl dmys AAKH a3 Al doo Aol Slladl Y 4o 0d
hall 3Ll Alasd aall Cadoll oo datall ol Led Syl aya5 (3 Loty caSS ¥y Aulaall lSymll (oo cdin LS

&3 PMWEB  Budget Single Project (Pend & App)

Project R\VS0104 - Boston Medical Center

A B C=A+B D E F G=D+E+F H=C-G
Code Description Original Budget  Budget Changes A"m:gwfdt c ()_riginal Cnmg\ﬂn:ugnls Fo(r:eca.;:;u Anticipated Cost Variance Actual Cost
udge’ F omplete

00 -Sales

000000 Sales $12,000.000.00 $0.00  $12.000.000.00 $121,000.00 $50,000.00 £0.00 $171.00000  $11.829.000.00 $1.960.00
Subtotals for: 00 - Sales $12,000,000.00 $0.00  $12.000.000.00 $121,000.00 $£50,000.00 £0.00 $171,00000  $11,829,000.00 $1.960.00
01 - Land Costs

000001 Land Acquisition £1.200,000.00 $0.00  $1.200.000.00 £0.00 $60,000.00 $0.00 $60.00000  $1.140.000.00 $1,201.000.00
000002 Land Permits and Fees $430,000.00 $0.00 $430.000.00 $0.00 $0.00 $0.00 $0.00 £430,000.00 $60,000.00
Subtotals for: 01 - Land Costs $1,630,000.00 $0.00  $1.630.000.00 $0.00 $60.000.00 $0.00 $60.00000  $1.570,000.00  $1.261.000.00
02 - Hard Costs

010002 General Conditions $197.500.00 $0.00 $197.500.00 $200.000.00 $800.00 £0.00 $200,800.00 $-3,300.00 $228,430.00
020000 Existing Conditions $1.100.000.00 $3000000  $1,130.000.00 £90,000.00 $0.00 $0.00 $30,00000  $1.040,000.00 $£900,180.00
030000 Concrete £875.000.00 $262400.00  $1.137.400.00 £4,887.760.00 £45,000.00 $-850,000.00 £4.082.76000  $-2.945.360.00 $1.337.740.00
050000 Metale £850,000.00 £21,000.00 $871.000.00 $825.100.00 $25,000.00 £0.00 $850,100.00 $20,900.00 £495,000.00
061000 Rough Carpentry $122.500.00 $85,000.00 $207.500.00 $165.000.00 $40,000.00 $0.00 $205.000.00 $2.500.00 $39,000.00
071000 \Bzgf‘faﬁif‘”gg and $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00
080000 Openings £0.00 $40.000.00 $40.000.00 $51.500.00 $0.00 $0.00 $51.500.00 £11.500.00 $6.100.00

1of8 Printed on 23-5ep-2026 5:11:02 PM 246 - PMWEB
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Q% PMWEB ‘ Commitment Change Orders

gﬁ% PMWEB ‘ Commitment Change Orders

Workflow Log

Project Name Boston Medical Center To Subcontractor/Vendor Boston Contractors1
Project Number RVS0104 Commonwealth Avenue
< L Suite 18000
Project Address Calle 1 Boston, MA 010110000
Bogota. MA 02118 Conract Date 30-Sep-2011 12:00:00 AM
Telephone (617) 638-8000 Contract Number 002
Fax Change Order Number ool
Date 30-Sep-2011 12:00:00 AM 4
The Contract is hereby revised by the following items:
CE# hem # Deseription Cost Code Amaun
. pa om0
1- Off
Modifoations Carperry $40.000.00
Total $70,000 00
The original Contract Value was..... $7.135,000.00
Sum of changes by prior Subcontract Change Orders..... $0.00
The Contract Value prior to this Subcontract Change Order was.... $7.135.000.00
The Contract value will be changed by this Subcontract Change Order in the amount of ___ $70.000.00
The new Contract Value including this Subcontract Change Order will be..... $7.205,000.00
The Contract duration will be changed by..... 0 Days
- . N 29-Sep-2013
The revised date as of this change order is..... 12:00:00 AM
Workflow
All Must "
Swep Due Date Role (User) Delegate Instructions:
16-Nov-2021
L 23607 PM
4 N 1ENe T upenmandent (Bassam Samman)
e i 21-Nov-2021 Project Accountant {Bassam
£:36:07 PM Samman)
& No 26-Nov-2021 Project Manager (Bassam
8:36:07PM Samman)
1of2 Printed on 23-5ep-2026 5:18:58 PM 101 - PMWEB 20f2

Step DueDate  Role (User)

ActionDate  Action Time  Action Signature

N-Now2021  gagpy

Bassam Samman (admin) 8:36:07 PM Subrmit lﬁf Z : '; £
16-Now-
11-May-2023 -
1021 B S (kv ; SITPM  Aem B e
M S -
Printed on 23 Sep-2026 5:1B:58 PM 101-PMWEB
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Logged into: All Levels v Portfolic > Home
< Controls Cost Project Center Portfolio View Map View Calendar Events Portfolio CostkPI ClaimNotif DM EVM RFI Estimate Action Resource Camera DAT »
S Contracts berommance 2,023,796,899 132,677,034 2,070.324,180
Dashboard .
Contract Awarded €O Approved Contract Revised
Pending CO and Claims Projects by Category
@CO Pending @Ciaim @New Building @Refurbishment
wald 47,663,962 -86,149.753 4,921,108
CO Pending VECP Claim
it i 1.474,920,545 595.403.635 1.327.428.491
f 150% (50%) .
— ;‘:‘L"l_,ﬁ Invoiced Balance
@ Construction Contract @ Design and Supervision @ Design and Supervision @ Construction Contract
5 10
I I I I I I I T
; og »
x 3 . 5
o :
& (o 27
Contract 1D Contract Name E Company E Contract CO Approved | VECP Contract Revised  CO Pending | Claim Contract % Complete  Invoice Overrun
Awarded
=102 C1030 Design and Supenvision  Consultant A1000 7.500.000 0 0 7.500.000 o o 7.500,000 65.00% 4.875.000 438750 @ 0 @ 1.0 )
A-103  C1050 Design and Supenvision Consultant A1050 12.200.000 0 0 12.200.000 o 0 12.200,000 80.00% 9,760,000 8784000 @ o @ 1.0
A-104  C1120 Design and Supenvision Consultant A1040 15,072,000 0 0 15.072,000 ] ] 15,072,000 40.00% 6,028,800 5425920 @ o @10
A04 C1420 Construction Contract  Contractor A1040 135648000 9495360  -6782400 138.360.960 0 0 138.360960 16.00% 22137754 19923978 @ -2712960 @ 08
A-105  C1230 Design and Supenvision Consultant A1030 6.006.974 0 ] 6006974 o o 6.006.974 99.00% 5,946,904 5352214 @ o @ 100
A-105  C1530 Construction Contract  Contractor A1030 54,062.763 3243766  -2.703138 54,603.391 2.703.138 o 57.306.529 97.00% 52.965,289 47,668,760 . -540.628 Q 0594
-106  C1270 Design and Supenvision Consultant A1030 13,900.000 0 0 13.900.000 0 a 13,900,000 99.00% 13.761,000 12384900 @ o @ 1.00
2,023796,899 132,677,034 -B86,149753  2,070,324,180 47,663,962 4,921,108 2,125689,180 1,474,920545 1327428491 46,527,281
— 4+ 113% 3
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