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and 
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Introduction _________________________________________________________ 
 
Modern day project management has existed for almost 60 years. There have been 
several changes that have taken place during this time, but perhaps none as important 
as the acceptance and use of Portfolio Project Management (PPM) practices. 
 
PPM practices are based upon the type of portfolio. For simplicity’s sake, portfolios can 
be defined as operational or strategic. With an operational PMO, the PPM team are 
actively involved with the individual projects, perhaps on a daily basis, and utilize the 
Earned Value Management System (EVMS) as do the project teams. On strategic 
projects, the PPM team interface mostly with stakeholders, customers, and senior 
management, and may require other information systems.  
 
The type of portfolio determines the size of the portfolio and the decisions to be made. 
This then determines the actors that are involved in the collaboration process. The most 
critical business decisions reside within the strategic portfolio, and the intent of this paper 
is to address these strategic decisions while keeping in mind the ways of working and the 
experience of affected key stakeholders.  
 

Experience Focused PPM ____________________________________________ 
 
Some people seem confused as to what PPM means. PPM is NOT the same as the 
management of individual projects and programs. Rather, the focus is on managing the 
RIGHT set of projects necessary to support strategic goals and objectives as well as the 
expected business benefits and business value. There are generally three critical tasks 
for PPM: 
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1. To make sure that we are managing the right projects and the right number of 

projects in the portfolio 
2. To make sure that the portfolio is composed of the right types and mix of projects 
3. To make sure that all the projects are aligned to strategic goals and objectives 

 
Most strategic portfolios do not contain all of the projects. There usually exists a 
prioritization process which limits the size of the portfolio.  To perform these three critical 
tasks, the personnel assigned with the PPM responsibility must rely heavily upon their 
collaboration and decision-making skills. 
 
PPM teams do not make decisions in isolation. The strategic importance of the projects 
within the portfolio and the decisions to be made require that the PPM team have access 
to all levels of the organization as well as stakeholders. The decision-making process is 
challenging and complex because each of the actors have their own special interests that 
may conflict with company interests. The ability to make meaningful and timely decisions 
is difficult because most companies do not have the correct decision-making tools 
necessary. The EVMS does not provide the critical information that most PPM teams 
need for strategic decisions. 
 
 

Impact of Innovation on Decision-Making _____________________________ 
 
Strategic PPM is often regarded as the collaborative process by which organizations 
manage innovation. Innovation drives the decisions necessary to manage the three 
critical PPM activities mentioned previously. All of the actors and stakeholders understand 
the need for innovation and as expected, may have hidden agendas where they believe 
that their innovation needs should be given the highest priority. The need for innovation 
can result in removing some projects from the portfolio and inserting new ones. This 
forces the PPM team to live with constantly changing information. 
 
The PPM team must manage information from the top of the organization down to the 
bottom, and back up again. This also requires providing stakeholders the necessary 
information regarding how innovation can impact the decisions they must make now and 
possibly in the future.  
 
The PPM team acts as the guardian of the critical information necessary for composition 
or redesign of the portfolio. The PPM team may not participate in selection of new projects 
or the prioritization process. The PPM team serves as the collaborative link providing the 
necessary information to all key actors. 
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One of the biggest mistakes executives make is forming a PPM team and setting high 
expectations without recognizing the tools that the PPM team needs to support effective 
decision-making. The traditional EVMS does not provide the necessary information to 
support decisions for idea selection and prioritization. New digitally-enabled tools are 
needed that allow the organization to convert ideas into reality based upon some 
evidence and facts. 
 
The decision-making tools must support knowledge transfer across all organizational 
levels that must participate in the decisions regarding portfolio content. Fortunately, 
developments in digital technologies are making this achievable. The digitalization tools 
must make sure that the organization’s strategic objectives are supported by the right mix 
of projects. However, companies are just beginning to understand how digitalization can 
impact the interactions amongst the actors during decision-making given that the actors 
are at different levels of management and may have specialized interests. 
 

Customer Focused Decision-Making Metrics _________________________ 
 

Strategic PMM teams require different metrics than do operational PPM teams. The 

metrics needed are based upon the questions that the PMM team must ask themselves 

to provide the necessary information for the decisions the actors must make. A typical 

list of questions that illustrate the metrics that should be part of PMM tools include: 

 

• Do we have any weak investments that should be cancelled or replaced? 

• Must any of the projects or programs be consolidated? 

• Must any of the projects or programs be accelerated or decelerated? 

• How well is the portfolio aligned to strategic business objectives and customers? 

• Does the portfolio have to be rebalanced? 

• What impact will innovation have on the composure of the portfolio? 

 

The answer to these questions will provide information that the actors need for the 

decisions that they must make. Decision-making questions that actors may have include: 

 

• Can we verify that business benefits and business value is being created, and that 

it meets our and customers’ expectations? 

• What information is available to predict future performance? 

• What are the strategic risks with meeting expectations and are the risks being 

mitigated? 
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• Are there any indications as to which projects may require our immediate 

intervention? 

• How do we confirm that the portfolio is correctly aligned to our strategic goals and 

objectives? 

• Do we need to perform resources re-optimization efforts and do we have any 

capacity planning restrictions impacting the size of the portfolio? 

 

THE PATH FORWARD __________________________________________________ 

The reflections on PPM in this paper build on the previous experience culture articles.  

The PPM teams of the future will be equipped with digital solutions and are expected to 

develop a closer understanding of the business and key customers’ strategies in order to 

ask and address the critical set of portfolio questions. 

 

One-size-fits-all PPM will also not exist in the future. The ingredients and building blocks 

around portfolio excellence will require leading with a laser focus on the experiences of 

the key actors in prioritizing and associated decisions.  This will be affected by the type 

of executive sponsorship, the kind of innovation culture, and the leadership excellence 

that has been built in the organization.  Data analytics will enhance the objectivity used 

by the executives and future leaders, yet they are expected to develop their strategic 

sensing muscles and skills. 

 

The path forward requires a strong commitment to understanding the context of how we 

make our most critical strategic and investment decisions.  The necessary information, 

the strong business acumen, and understanding of the prevailing culture in the 

organization and its actors directly support the quality of the future portfolio decisions.  

We believe the future will see continuation of managing our strategic portfolios by 

projects. Therefore, project managers are expected to grow their business acumen and 

to insist on access to high-quality portfolio linkages and business information.  A digitally-

enabled and learning hungry next gen leaders will be able to mature our PPM practices 

and their true alignment to the experiences of key initiatives’ stakeholders.   
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