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PMO can
drive effici
innovation
energy sector

~

The Middle East Green Initiative ':7 '

(MGI) is evolving its initiative, —~
* Sy ——
Forward7, previously known
as “Clean Fuel Solutions for
Cooking" initiative, into a
comprehensive initiative.
This initiative aims to
deliver a range of clean fuel
solutions for cooking, setting
a new benchmark in project
management excellence.
To achieve this, a project
management office (PMO)
has been established for the
Forward7, with the goals of
optimizing execution,
enhancing governance and
fostering innovation.
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The better the question

How can an optimized
project management
ecosystem support
industry excellence?

What started as a single solution opportunity focused on liquid petroleum gas (LPG) for clean
cooking has evolved into a massive multipurpose initiative to provide clean cooking access to
millions globally. It has evolved from an opportunity within the Oil Sustainability Program (OSP)
to a core innovator in the Middle East Green Initiative (MGI). The MGI's aim is to combat climate
change through collaboration, knowledge exchange and investments in the region.

During the first MGI summit, the Forward7 initiative was officially launched, with the objective of
delivering clean cooking solutions, such as LPG, solar and biogas to communities in dire need.
The need to establish a governmental Project Implementation Unit (PIU) is necessary to provide
a dedicated approach to support this vision.

Saudi Arabia has committed 15% of the required funding to provide clean cooking kits to millions
of people, so that every family can cook healthy.

Let’s not forget that a third of the world’s population is suffering from
energy poverty. I am approaching so many companies to have that reality
check and, more importantly, have that moral commitment. We cannot
leave the 2.2 million people behind.

His Royal Highness Prince Abdulaziz bin Salman Al-Saud, Minister of Energy

"“Saudi energy minister signs 5 MoUs with African countries in sustainability push,” Arab News website, arabnews.com/node/2406106/
amp, 9 November 2023.

In response, the MGl established a specialized PIU focused on the Forward7 initiative and identified
a critical management requirement: the development of an advanced, structured, realistic

and scalable Project Management Office (PMO). This PMO was essential to accommodate the
expanding scope of work and to fulfill the MGI's objectives. The primary aim was to facilitate
strategic alignment and orchestrate stakeholders’ management. Additionally, it aimed to drive and
standardize project lifecycle processes and enhance the capabilities of project managers across
the initiative. This was done while accommodating the different needs and responsibilities of each
community.
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The better the answer

Transforming the PMO
to be a visionary enabler

By leveraging comprehensive assessments, advanced operating models, data analytics and
cross-functional collaboration, Forward7 envisioned a PMO that would enhance efficiency. This PMO
would also foster a culture of continuous improvement.

To navigate this transformation, Forward7 faced several challenges that required a strategic solution.

The challenge

Standardization opportunity

The variety of necessary project
management methodologies across
teams emphasized the potential for

increased efficiency and consistency
through standardization.

Opportunity for enhanced
risk management

The demand for a uniform approach
to identifying and addressing project
risks and resolving issues presents

a valuable opportunity to develop

a more effective and cohesive risk
management strategy.
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Visibility challenge

The necessity of having a centralized
and interactive dashboard
highlighted the importance

of developing a streamlined
approach to tracking project
performance, risks, issues and other
Forward7-related matters.

Collaboration enhancement

The desire for improved stakeholder
engagement and structured
communication presented a valuable
opportunity to strengthen teamwork
and collaboration.

Skill development need

The need for structured training and
development programs for project
managers revealed a significant
opportunity to enhance their training
and learning and expand their project
management knowledge.



The solution

To tackle these challenges, Forward7 and EY teams formed a collaborate team to create a best
fit PMO through a strategic three-phase approach. The first phase, “laying the foundation,”
involved a thorough assessment of the current state. This included an in-depth analysis of
existing project management processes and engagement strategies as well as an interactive
analysis of Forward7's internal and external stakeholders. This phase also evaluated project
management maturity and pinpointed key areas for improvement, culminating in the
development of a broad PMO plan document that outlined the transformation roadmap.

Understanding Forward7 landscape required a deep dive into the
work environment.

A five-step tailored approach has been followed to conduct the current state assessment (CSA)
of Forward7 PMO.

3. Validate
Conduct interviews with Forward7 stakeholders. Analyze inputs and
send feedback for validation by concerned stakeholders.

2. Evaluate

Apply the unified
framework by the EY team
to conduct maturity

4. Articulate

Analyze and map

findings with the
information received from

assessment. stakeholders.
and maturity
1. Discover assessment
Review initial 5.R t
documentation provided - Repor .
by Forward7 PMO to form ggxemp ar;d submit the
report.

a general understanding of
the current status, maturity
and methodology of PMO.

Figure 1.0 illustrates the five steps approach that was

followed to understand the Forward7 landscape. End of assessment phase
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The solution

In the second phase, “designing the future,” which was the most challenging phase, the
collaborate team focused on building the PMO target operating model (TOM) to define the
structure, governance and processes. An assessment was conducted for project managers,

to evaluate their competencies and identify skill gaps. This led to the creation of a structured
development plan aimed at upskilling project managers. Additionally, the PMO handbook was
designed for Forward7 as a reference for leading practices and methodologies, while the Forward7
dashboard was built for real-time tracking and project performance analytics. A distinctive
dashboard that is tailored to Forward7 helps enable the Forward7 team to present complex project
details, challenges and actions to leadership in a clear and simplified manner. This tool provides
24/7 access to critical information, improving efficiency during leadership meetings. Additionally,
the dashboard narrates the complete story of any project from start to finish, including challenges,
actions taken, and changes made, facilitating informed decision-making at all levels.

Many hours, days and months have been dedicated to gather data from all projects. This effort
enabled Forward7 and EY teams to establish clear project cycles, which highlighted areas for
improvement in project implementation and ultimately facilitated the expansion of Forward7 scope,
thereby benefiting the energy sector. This achievement was made possible by the unwavering
commitment of both the Forward7 and EY teams, who recognized the importance of data.

The design of the operating model should answer four key questions

Mandate and role

Organizational layer

Why was the PMO set up at Forward7?

Who are the main stakeholders within

Organizational structure Roles and responsibilities = the PMO and what are their roles and
responsibilities?
How will the project management ecosystem
Governance model Interaction model be governed and what is the interaction with
internal and external stakeholders?
What processes and matrices will be
Functions and Project PMO KPIs followed by the PMO and how will it measure
processes management tool its performance?

Figure 1.1 shows the PMO target operating model key layers.

@ Visionary project management office (PMO) for sustainable energy initiative excellence



The solution

Finally, in the “Sustaining excellence” phase, progress tracking reports were introduced to
measure the success of the transformation. A continuous improvement plan was developed
to drive ongoing enhancements. A PMO readiness assessment was conducted to help
enable long-term sustainability. Along with this, a lessons learned report was compiled to
document leading practices and future recommendations. To continuously refine project
execution strategies, a data-driven insights engine was established. This helped the
Forward7 remain on a path of excellence.

The collaborative framework for collecting team updates, developed by Forward7 and

EY teams, has transformed the dynamics of ownership among project managers. It has
also improved oversight for the PMO lead, addressing previous challenges. This structure
has helped Forward7 to achieve ongoing enhancements and maturity, culminating in the
successful creation of a clear and measurable business plan for 2025 and 2026.

The Kingdom of Saudi Arabia’s Forward?7 initiative — formerly known
as the Clean Fuel Solutions for Cooking initiative — has partnered with
Pune-based Air Products, a world-leading industrial gases company, and
Sistema.bio, a leading social enterprise specializing in modern biogas
technology, to launch a project providing subsidized biodigesters to
small farm owners in Begusarai, Bihar.

The Hindu BusinessLine

"“Saudi Arabia's Forward7 initiative launches biogas project in Bequsarai,” businessline website, thehindubusinessline.com/news/national/
saudi-arabias-forward7-initiative-launches-biogas-project-in-begusarai/article69376623.ece, 26 March 2025.

Forward7 initiative overview
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Figure 1.2 presents the Forward7 initiative overview screen
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The better the world works

Shaping the future: PMO
transformation inspires
energy sector excellence

The establishment of Forward7's PMO catalyzed a series of transformative outcomes that
significantly enhanced operational effectiveness and strategic alignment.

Firstly, the initiative led to increased efficiency by implementing standardized processes that
effectively eliminated redundancies and streamlined operations across various teams. This
standardization not only optimized resource allocation but also facilitated a more cohesive
workflow, allowing for quicker project turnaround times and improved overall productivity.

Secondly, the PMO fostered enhanced collaboration among stakeholders by establishing
structured governance frameworks and communication protocols. This alignment among diverse
teams enabled all parties to stay on the same page. This helped minimize misunderstandings and
promote a culture of teamwork and shared objectives.

Moreover, the initiative empowered the workforce through targeted training programs designed
to upskill project managers. By elevating their competencies and project execution capabilities,
Forward7 positioned its leaders to drive projects with greater confidence and effectiveness,
ultimately leading to higher quality outcomes.

In addition, the integration of data-driven decision-making practices was a significant
advancement. The deployment of real-time dashboards provided the Forward7 team with
actionable insights and enhanced transparency. This enabled informed decision-making that is
responsive to the dynamic project landscape.
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The better the world works

Projects landscape
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Figure 1.3 presents Forward7 projects landscape

Furthermore, the introduction of predictive analytics was instrumental in bringing in risk
mitigation and agility. By enabling proactive risk assessment and management, the PMO equipped
the organization to anticipate potential challenges and respond swiftly, thereby safeguarding
project success and organizational resilience.

Additionally, the implementation of a management by exception approach within the Forward7's
PMO led to significant improvements in project oversight and responsiveness. This strategy
enhanced operational focus by prioritizing critical issues, allowing for efficient resource allocation
and quicker problem resolution. This improved overall project performance. Additionally, it
fostered a culture of accountability among team members, encouraging proactive monitoring and
reporting of deviations. Streamlined reporting processes reduced information overload. The PMO
enhanced its agility, enabling alignment with organizational objectives. This strategic alignment
ultimately led to increased project success rates.
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The better the world works

Projects card

Project Name:

@ Project Progress

LPG Cooking Kits in Tanzania

Project Scope

Significantly increase the adoption of clean and efficient LPG
cooking solutions in Tanzania with # company reaching 1
million beneficiaries within one year through increase LPG

access, Reduce reliance on traditional fuels, Improve health

and well-being, p women p , and Promote
environmental sustainability.

Figure 1.4 presents the Forward7 project card screen

@ Financial Info. Projects Dates

Funding Source

Budget J£ Middle East Green Initiative Plan Start Plan End
au 09/06/2024  31/12/2025
Spent Jg Budget Approval Status Actual Start Actual End
= = 09/06/2024
### Planned
P Milestones Status ﬂ:{ Milestones List
Status Milestone Due date
2 (15%) = - g
Not started Leadership Approval for project
2 funding
(8%)
Not started Approved Project Charter

Not started Contract Sign-off

Not started Approved Agreement

Not started Kick-off Meeting Confirmation
Not started (Phase 1)

Not started (Phase 2)

Not started (Phase 3)

Not started Approved Project Visuals

10 (77%)

@ Completed @Delayed © Not started

Projects Info.

Project Manager
Faisal

Project Phase
Ideation

Country Country Priority

Tanzania P1

Main Partner

### Company
Budget Approval Level
Other Partner Initiative Sub-Committee

Project Type Project Category

Technical LPG
é Deliverables
Status Deliverable Due date
- 1.Approved Project Request 09/06/2024
- 2.Approved MoFA Background Check 16/06/2024
Not started 3.Approved NDA
Not started 4.Approved Leadership Document
Not started S.Approved Project Charter
@ Support Needed
Support Required Date added Status
Obtain approval on project charter 30/06/2024 Open

Lastly, the development of a continuous improvement framework enabled long-term
sustainability and adaptability. This framework not only facilitated ongoing enhancements to
processes and practices but also reinforced a culture of innovation and responsiveness. This helped
the Forward7 maintain its competitive edge and achieve lasting impact in an ever-evolving business

environment.

Energizing

the future of project

management

Forward7's PMO transformation stands as a benchmark for organizations aiming to elevate project
governance and execution. By harnessing structured methodologies, data analytics and robust
stakeholder collaboration, Forward7 has not only optimized its current operations but also ignited

a pathway for future innovation.

With an agile and scalable PMO in place, Forward7 is primed to drive efficiency, sustainability and
strategic alignment across its projects. This has helped bring about a profound and lasting impact
in the energy sector and beyond. Forward7 and EY teams are committed to exploring new frontiers
by continuously refining project management practices to establish new industry benchmarks. By
integrating automation and leveraging predictive insights, the PMO will remain at the cutting edge
of innovation in the energy sector, energizing its initiatives and propelling the organization toward

a dynamic future.
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Beyond project
management:
a legacy of excellence

What began as an initiative to enhance project management governance has transformed into an
inspiring journey of continuous excellence at Forward7. By adopting data-driven decision-making and
innovative methodologies, the PMO demonstrates a strong commitment to unmatched efficiency and
industry leadership.

This initiative goes beyond traditional project management, as Forward7 explores new ways to
enhance collaboration and streamline processes across the organization, enhancing its standing as

a key player in the energy sector. Looking forward, the Forward7 aims to expand its PMO initiative to
address broader challenges in the energy landscape, envisioning the PMO as a catalyst for sustainable
practices and strategic advancements.

Through collaboration, innovation and structured project management, Forward7 and EY teams
are not just managing projects; they are shaping the future of the energy industry locally and
internationally. This success story is significantly driven by a dedicated and enthusiastic young Saudi
team in the energy sector, whose contributions have been vital to this achievement.
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contributors

F

Imad Alsadeq

Reema Ashgar
Forward7 Initiative Manager

Transformation Delivery
Senior Principal
EY Business Services

Nasser Arigat

Atheer Alkhalifah
Forward7 PMO Lead

Transformation Delivery
Senior Manager
EY Business Services
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EY | Building a better working world

EY is building a better working world by creating new value for
clients, people, society and the planet, while building trust in
capital markets.

Enabled by data, Al and advanced technology, EY teams help
clients shape the future with confidence and develop answers for
the most pressing issues of today and tomorrow.

EY teams work across a full spectrum of services in assurance,
consulting, tax, strategy and transactions. Fueled by sector
insights, a globally connected, multidisciplinary network and
diverse ecosystem partners, EY teams can provide services in
more than 150 countries and territories.

All in to shape the future with confidence.

EY refers to the global organization, and may refer to one or more, of
the member firms of Ernst & Young Global Limited, each of which is

a separate legal entity. Ernst & Young Global Limited, a UK company
limited by guarantee, does not provide services to clients. Information
about how EY collects and uses personal data and a description of the
rights individuals have under data protection legislation are available via
ey.com/privacy. EY member firms do not practice law where prohibited
by local laws. For more information about our organization, please visit
ey.com.

The MENA practice of EY has been operating in the region since 1923.
Over the past 100 years, we have grown to over 8,500 people united
across 26 offices and 15 countries, sharing the same values and an
unwavering commitment to quality. As an organization, we continue

to develop outstanding leaders who deliver exceptional services to our
clients and who contribute to our communities. We are proud of our
accomplishments over the years, reaffirming our position as the largest
and most established professional services organization in the region.

© 2025 EYGM Limited.
All Rights Reserved.

EYG no. 004901-25Gbl
ED None

This material has been prepared for general informational purposes only and is not intended
to be relied upon as accounting, tax, legal or other professional advice. Please refer to your
advisors for specific advice.

The views of third parties set out in this publication are not necessarily the views of the global
EY organization or its member firms. Moreover, they should be seen in the context of the time
they were made.

ey.com



