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Section 1: The Disturbing Reality about Today’s 

PMO – Avoid the Consequences of an 

Ineffective PPM and PMO Strategy 

The overriding theme of this book is that there is a wide gap between what the 

PMO (Project Management Office) is doing and what the business expects it to 

be doing. This misalignment has serious consequences for both the PMO and 

the business. 

If you are concerned about setting up your PMO, then maybe you should be – 

the failure rate is very high with approximately half of all PMOs closing down 

within three years or considered implementation failures. 

Fortunately, it‟s not all bad news. A select few PMOs are maturing to add great 

value to their businesses. Throughout this book we will walk through what these 

best in class PMOs do to separate themselves from the rest. You will learn how 

with the right knowledge and an effective game plan you can make a huge 

difference to your PMO strategy – both strategically and tactically through the 

use of Project Portfolio Management (PPM).  

 

Identifying the Primary PPM and PMO Functions 

In its simplest form, PPM can be described as “the management of a collection 

of projects and programs in which a company invests to implement its strategy”. 

PPM is not only about doing projects right, it‟s also about doing the right 

projects. 

The most important responsibility of the PMO is to provide dedicated resources 

to ensure that project delivery teams are in complete alignment with the 

organization‟s strategic objectives. They also ensure a consistent level of 

reporting on progress and how resources are utilized.  

By closely aligning these 2 functions you can quickly create an active and 

supportive environment that drives project success, that is forward looking and 

predictive – whilst striving to become the strategic arm of the business – what 

we will refer to as an “Active PMO”.  

PPM DEFINITION 

 PPM CAN BE DESCRIBED AS “THE 

MANAGEMENT OF A COLLECTION 

OF PROJECTS AND PROGRAMS IN 

WHICH A COMPANY INVESTS TO 

IMPLEMENT ITS STRATEGY”. 

 PPM IS NOT ONLY ABOUT DOING 

PROJECTS RIGHT, IT‟S ALSO 

ABOUT DOING THE RIGHT 

PROJECTS.  

THE KEY RESPONSIBILITY OF 

THE PMO 

 THE MOST IMPORTANT 

RESPONSIBILITY OF THE PMO IS 

TO PROVIDE DEDICATED 

RESOURCES TO ENSURE THAT 

PROJECT DELIVERY TEAMS ARE 

IN COMPLETE ALIGNMENT WITH 

THE ORGANIZATION‟S STRATEGIC 

OBJECTIVES 
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The Consequences of Not Implementing PPM 

Before we can explore how organizations can turn their PMO from passive and 

reactive into a truly “Active PMO” we need to understand the consequences of 

not implementing PPM. 

 

The main consequence of not implementing PPM, or cancelling an existing 

initiative, is losing control over your ability to impact the business in a positive 

way. For example: 

 Projects go from Green to Red with no warning 

 As projects get towards the end they are suddenly far behind 

 Knock-on impacts from other projects are not understood across the 

portfolio 

 Projects could have been stopped months earlier 
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While the leaders of the PMO have some culpability in these issues, in terms of 

failure to perform and communicate, there is also no doubt that some of the 

problems come from issues that are organizational in nature.  For example: 

 

 Information reported is not accurate 

 PMO leaders are too dependent on what you are told 

 Projects are started without a clear understanding of all dependencies 

 The projects should have never started 

 

To resolve these issues PMO leaders need to kick the tyres and challenge what 

they see by providing continuous active, advice, guidance and assurance. 

They need to properly initiate change so that projects go wrong at the start 

rather than at the end – before any significant investment has been made. 

To gain this control, your PMO needs visibility and control over 4 key elements 

people, money, deliverables and benefits – that‟s where PPM comes into play. 

Without it your PMO will be passive and re-active. 

 

If the answer is Yes to any of these questions, it‟s time to act now. 

 

  

ARE YOU A REACTIVE/PASSIVE PMO? 

1. Is your PMO predominantly administration focused? 

2. Are you highly dependent on what you are told? 

3. Do you mainly collate and present information 

4. Are you continually dealing with an out of date picture of project 

status and progress? 
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Internal Challenges to PPM Adoption 

To begin our journey towards an Active PMO it is important to understand the 

hurdles you will face.  Here are some of the biggest challenges you will need to 

overcome whilst adopting any PPM initiative:  

 Internal politics & culture are by far the biggest barriers to adoption 

since PMOs have to satisfy multiple stakeholders who have differing 

goals. Likewise, a PPM initiative will demand change within the 

business, and with change comes resistance, from both above and 

below. 

 Lack of executive sponsorship and top management commitment to 

support the PMO. In order to overcome this barrier you will need to 

become an „evangelist‟ for PPM, with an „executive sponsored guardian 

angel‟. The more mature the organization‟s project management 

capability is, the more ready the business will be to adopt PPM. The 

commitment to and understanding of the purpose and value of PPM 

must not be delegated to the lower ranks. Top management buy-in is 

critical and you should always look to educate as well as implement. 

 Inability to agree on a common approach to managing projects. There 

is often resistance from program and project teams to change their 

existing management approach, reporting process, and construction of 

the business case.  Probably the reason why you are passive & 

reactive! 

 Shifting business/project priorities. Business managers are somewhat 

reluctant to see their „pet projects‟ impacted by a shift in business 

priorities.  This again is a symptom of being passive and reactive. 

 Disagreement on the pace of adoption. The best way to reduce this 

hurdle is to minimize the impact of the project initiatives on business-as-

usual activities.  Focus on the fundamentals – people, money, 

deliverables and benefits – this will move you from reactive to proactive 

faster and ensure you deliver significant value to the business – we will 

explore these factors later. 

 Impact on existing processes & software systems. The lack of 

organizational and financial support needed to implement a PPM 

BARRIERS TO PPM 

ADOPTION 

 INTERNAL POLITICS AND 

CULTURE 

 LACK OF EXECUTIVE 

SPONSORSHIP 

 INABILITY TO AGREE A COMMON 

APROACH TO MANAGING 

PROJECTS 

 SHIFTING BUSINESS/PROJECT 

PRIORITIES 

 DISGREMMENT ON THE PACE OF 

ADOPTION 

 IMPACT ON EXISTING PROCESSES 

AND SYSTEMS 
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solution can be a significant barrier.  SaaS business models 

significantly de-risk this – an innovative template “PMO in a Box” 

approach such as that offered by KeyedIn reduces this risk further. 

 

These challenges are disturbing, but until organizations overcome this 

credibility gap and get the fundamental right, the PMO will never be accepted 

as a valuable (and necessary) contributor to the business. 

 

The Bottom Line 

Following are seven criteria that define an outstanding PMO. If your PMO 

meets all these criteria, it is no doubt adding great value to the business and 

there will be no perceived gap between the interests of the company and the 

PMO.  

 

The bottom line is that in order to separate a best-in-class and fully mature 

PMO from the rest of the pack you not only require great information, such as 

best practices, but you also need great technology.   

7 CHARACTERISTICS OF A BEST IN CLASS PMO: 

1. Has well-defined and achievable objectives 

2. Delivers responsibility, governance, and oversight 

3. Viewed as supporting the business and IT strategy 

4. Utilizes established methodologies and framework for project 

management 

5. Able to measure and prove the realization of benefits (business 

value) 

6. Has outward focus on business needs, not inward focus on 

processes 

7. Practices good relationship management, from executive 

sponsorship to project management. 

5 KEY TAKEAWAYS 

 THE PMO FAILURE RATE IS HIGH 

AND THIS IS UNACCEPTABLE TO 

BOTH EXECUTIVE AND PROJECT 

MANAGEMENT LEADERSHIP. 

 PROJECT EXECUTION IS NOT 

ENOUGH – YOU MUST PROVE 

(AND RE-PROVE) THE BUSINESS 

VALUE OF THE PMO. 

 BEST IN CLASS PMOS ARE A 

SMALL MINORITY, BUT ARE 

USUALLY SEEN AS STRONG 

ASSETS TO THEIR 

ORGANIZATIONS. 

 PPM/PMO TECHNOLOGY 

SHOULD PROVIDE TARGETED 

AND VALUABLE IMPROVEMENTS 

TO THE WAY YOUR PMO 

OPERATES AND HOW YOU 

ENGAGE WITH PROJECT 

STAKEHOLDERS.  
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Section 2: How the PMO, PPM, and Project 

Management Work Together – Ensuring 

Visibility, Governance, Productivity, and 

Control 

No doubts that the readers of this eBook are at varying stages of their PMO 

maturity. Our goal in this section is to simplify the alphabet soup of PMO, PPM, 

and Project Management. A big part of the problem when trying to work towards 

an Active PMO is the complexity and confusion involved, not only due to the 

acronyms, but also with the many different definitions of these disciplines. 

It is not unusual to see PMO described as both an oversight function and the 

key project engine. Worse yet, the PPM team is tasked by different groups with 

exactly the same deliverables as the PMO. We have a great deal of expertise in 

this area and can help you eliminate some of the confusion.  For those of you 

new to the terms PPM and PMO here are some basic definitions: 

 

PMO – Project Management Office 

The term PMO can refer to: Program Management Office, Project Management 

Office or Portfolio Management Office. Some organizations only have one 

PMO, while others may have a handful, or even dozens. A PMO can be 

temporary or own a permanent place in the organization. Unfortunately, some 

so-called “permanent” PMOs may become temporary because they cannot fulfil 

their mission or prove their value to the organization. 

The most important responsibility of the PMO is to provide dedicated resources 

to ensure that project delivery teams are in complete alignment with the 

organization‟s strategic objectives. They also ensure a consistent level of 

reporting on progress and how resources are utilized.  

Depending on your specific model of PMO, it will be responsible for monitoring 

the on-time and on-budget project execution with the primary goal of achieving 

business benefits.  An Active PMO. 

TOP 10 PMO FUNCTIONS 

 PM METHODOLOGY, STANDARDS 

IMPLEMENTATION/MANAGEMENT 

 PROJECT POLICIES, 

PROCEDURES, TEMPLATES 

IMPLEMENTATION AND 

MANAGEMENT 

 PROJECT/PROGRAM MONITORING 

AND CONTROLLING 

 PM COACHING AND MENTORING 

 PROJECT/PROGRAM INITIATION 

 GOVERNANCE PROCESS 

IMPLEMENTATION/MANAGEMENT 

 MULTI-PROJECT COORDINATION 

 PROJECT/PROGRAM CLOSING 

 PROJECT PERFORMANCE 

MONITORING/CONTROLLING 

 DASHBOARD/SCORECARD 

IMPLEMENTATION/MANAGEMENT 
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On the opposite side of the coin, let‟s look at what the PMO is not. The PMO is 

not a centralized bureaucracy that imposes overly onerous controls and 

procedures. The PMO‟s purpose is to enable progress, never to impede 

progress. Likewise, the PMO is not a parallel or redundant management 

operation focused on day-to-day business activities and should not be 

considered a total solution for all that prevents you from on-time and on-budget 

delivery of projects. 

In general, PMOs focus on project management functions. It will become clear 

in the next section that the greater the capability and performance of the PMO, 

the more pro-active and supportive it will become.  

While a common practice is to view PMO as a place or department and PPM as 

a process, this is not always the case. Although you can organize any way you 

like, it is very helpful to have an effective and understandable organizational 

framework to make sure you are delivering maximum operational and financial 

benefits. 

The primary goal is to always deliver tangible and meaningful business benefits. 

And it is extremely important that when doing so, you show how your PMO 

delivers these benefits:  

PMO BENEFITS: 

 The entire portfolio of projects will be managed with an eye toward 

future strategy. 

 The PMO will help ensure that programs are delivered on-time, 

within budget, and according to scope across the organization. 

 You will better understand the linkages and dependencies 

between various projects in the program portfolio. In fact, an 

effective PMO may be the only place this information resides in 

the organization. 

 Vastly improved communication within the program team and 

among all stakeholders. 

 An increase in the awareness and perception of the value of your 

PMO, both in the executive suite and across business units 
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PPM – Project Portfolio Management 

PPM can be described as “the management of a collection of projects and 

programs in which a company invests to implement its strategy”. PPM is not 

only about doing projects right, but about doing the right projects. However, this 

is more than simple individual project selection; rather it is about the entire mix 

of the business‟ portfolio of projects.  

PPM is also concerned with the balance within this mix, including short-, 

medium-, and long-term projects as well as low- and high-risk projects.  

PPM allows you to gain visibility into failing projects and to make mid-course 

corrections on under-performing projects. It also helps you to make subjective 

and rational “go – kill – hold – fix” decisions and eliminate those pet projects 

with perceived rather than actual value. Above all, PPM is about maximizing the 

contribution of projects to the overall welfare and success of the business.  

 

One of the most important deliverables of PPM is to optimize the mix of projects 

to drive the highest possible corporate value. This is the real value of an Active 

PMO. 

TYPES OF PROJECTS 

 FILL ACTIVITIES – ACTIVITIES 

THAT HAVE LOW REWARD BUT 

ALSO DEMAND LITTLE EFFORT. 

THESE ARE WORTH DOING ONLY 

IF YOU HAVE PROJECT 

EXECUTION PEOPLE ON THE 

BENCH.  

 NOT WORTH IT – PROJECTS THAT 

REQUIRE LOTS OF EFFORT BUT 

PRODUCE LITTLE REWARD. THE 

BEST THING YOU CAN DO IS TO 

IDENTIFY THESE EARLY AND 

ELIMINATE THEM FROM THE 

PORTFOLIO. 

 MAJOR PROJECTS – PROJECTS 

THAT REQUIRE MUCH EFFORT 

BUT ALSO PRODUCE LARGE 

REWARDS. THESE PROJECTS 

NEED TO BE MANAGED 

CAREFULLY TO MAKE SURE THE 

BUSINESS RESULTS JUSTIFY THE 

TIME AND FINANCIAL EXPENSE.  

 QUICK WINS – OUR FAVORITE 

PROJECTS - ONES THAT REQUIRE 

RELATIVELY LOW EFFORT BUT 

STILL REAP BIG REWARDS. QUICK 

WIN PROJECTS MAKE EVERYONE 

LOOK GOOD SO IT IS BEST TO 

IDENTIFY THEM QUICKLY AND 

LAUNCH THEM AGGRESSIVELY. 
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Generally, projects will fall into one of four categories. 

The portfolio definition process is where you define the terms, scope, and 

definition of your portfolio and gain agreement on your basic portfolio model. 

There are four basic steps in this process: 

At this point you may be wondering: what is new about PPM and how it differs 

from traditional thinking on project delivery?  PPM is a spearhead and is 

influenced by executive and senior management sponsorship and 

responsibility. It straddles the gap between the projects themselves, the 

management process, and the project teams‟ accountability to the business.  

PPM is also the bridge between the strategic and the operational. It evolves the 

project-by-project oriented focus to a planning focus and brings attention to the 

broader, more integrated approach, subjecting projects to wider and more 

strategic organizational considerations. This allows the business to see which 

projects are able to deliver on the corporate strategy and provide real business 

value.  

  

PORTFOLIO DEFINITION PROCESS: 

 Gain early agreement on the scope of the organizational coverage 

– This includes groups, units, divisions, departments; functional 

areas and teams; and product or service types.  

 Understand the scope of work included within the portfolio – Are 

you dealing with tactical projects, administrative projects, 

strategic projects, innovation projects, or future vision projects? 

Or perhaps, all of the above? 

 Define the project categorization scheme – Is it mandatory, 

strategic, business support, experimental, infrastructure, 

maintenance, or cross organizational? 

 Define the portfolio’s key performance indicators (KPIs) – 

Including net present value, productivity index, earned value 

analysis, value added, internal rate of return (IRR), and cost-

benefit analysis. 



 

 

11 

www.keyedin.com 

How the PMO and PPM Work Together 

To start understanding how PPM can help transform your existing PMO to an 

Active PMO we frist need to look at the relationship between portfolios, 

programs, and projects.  

PPM is primarily responsible for ensuring that the organization has chosen the 

right projects to work on, based on things like business priorities, alignment with 

corporate goals, and return on investment.  

By contrast, the PMO is tasked with making sure that the projects selected are 

completed correctly using the proper methodologies, processes, and 

technologies.  

  

PORTFOLIO, PROGRAM AND 

PROJECT RELATIONSHIPS 

1. PORTFOLIOS REPRESENT THE 

COLLECTION OF PROGRAMS 

AND PROJECTS. THE PROCESS 

OF PPM INVOLVES STRATEGIC 

OVERSIGHT, MANAGEMENT, 

AND CONTROL OF THESE 

COMPONENTS AS WELL AS 

PROVIDING A STRUCTURED 

ENVIRONMENT FOR DECIDING 

WHICH PROJECTS TO FUND, TO 

SUSTAIN, OR TO ELIMINATE.  

2. PROGRAM MANAGEMENT IS THE 

PROCESS OF MANAGING 

MULTIPLE, ONGOING, 

INTERDEPENDENT PROJECTS 

AND DISTILLING STRATEGIC 

GOALS INTO OPERATIONAL 

INITIATIVES THAT ENABLE 

REALIZATION OF BUSINESS 

VALUE. 

3. PROJECTS ARE A SERIES OF 

PLANNED ACTIVITIES WITH 

DEFINED START AND END 

POINTS AS CLEARLY DEFINED 

DELIVERABLES. 



 

 

12 

www.keyedin.com 

The following diagram explains the relationship between PMO, PPM, and PM in 

terms of four operational aspects.  

 

Best Practices in Synchronizing PMO, PPM, and PM 

We have had the pleasure of working with companies who excel in these four 

areas by following 6 simple best practices for synchronizing PMO, PPM and PM 

initiatives. 

 Select the most appropriate PMO model to your maturity 

 Make sure your PMO and PPM efforts are in synch with corporate 

priorities 

 Do not over engineer processes 

 Gain executive sponsorship 

 Establish clear and meaningful metrics 

 Tailor your focus based on complexity and urgency 

 
  

PORTFOLIO DEFINITION PROCESS: 

 Focus – PPM deliverables are linked to strategic objectives, while PMO 

is linked to multi-project deliverables, and PM is linked to specific 

project deliverables.  

 Scope – PPM staff work with all projects inside a portfolio or across 

portfolios. The PMO can work across multiple portfolios and projects 

and the PM team works within single projects.  

 Communication – PPM touches multiple parts of the business, ranging 

from single project teams through line of business management and the 

executive suite.  

 Organization – PPM usually falls under something called the Project 

Portfolio Management Team, while the PMO is a self-contained unit, 

and PM staff fall under specific project teams. 

6 STEPS TO SYNCHRONIZE 

YOUR PMO, PPM AND PM 

INITIATIVES 

1. CHOOSE YOUR PREFERRED PMO 

MODEL. THIS WILL DEFINE YOUR 

SCOPE AND WHAT YOU DO ON A 

DAILY BASIS.  

2. MAKE SURE YOUR PMO AND PPM 

EFFORTS ARE FULLY IN SYNCH WITH 

CORPORATE PRIORITIES. THIS IS 

CRITICAL TO EARNING AND 

RETAINING EXECUTIVE SUPPORT.  

3. BE CAREFUL NOT TO OVER-

ENGINEER YOUR PROCESSES. KEEP 

THINGS AS SIMPLE AS POSSIBLE,  

4. GAIN EXECUTIVE SPONSORSHIP 

EARLY IN THE PROCESS. 

5. ESTABLISH CLEAR AND 

MEANINGFUL METRICS AND 

REPORTING. 

6. TAILOR YOUR FOCUS ON 

PROGRAMS AND PROJECTS TO THE 

COMPLEXITY AND URGENCY OF THE 

PROBLEM. THE ABILITY TO DO THIS 

IS THE HALLMARK OF AN EFFECTIVE 

PMO AND PPM STRATEGY. 
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Section 3: Benefits and Uses of PMO and PPM 

– Measuring Your Business Impact 

There are a number of major benefits to be gained by adopting a coordinated 

and effective PMO/PPM strategy in order to achieve the ultimate goal of an 

Active PMO. Throughout this section we explore these benefits in detail, 

illustrating how they help reduce PMO Failure and ultimately improve project 

delivery across the organisation. 

Key benefits include: 

1. Improved decision making 

Foster an environment where collaborative decision making is easier and more 

fruitful – To make good decisions you need quality data; that‟s why visibility 

(both strategic and tactical) is so crucial. When you have a good handle on past 

project metrics, it is much easier to predict future metrics (e.g. resources 

utilization). 

When you have a solid understanding of what is happening in your current 

project portfolio, you can find out which projects are not contributing to the 

corporate objectives. As part of the project portfolio management teams 

responsibilities, it is better for you to discover this, than to hear about it from line 

of business managers, or even worse, from the executive suite.  

In the area of resource utilization, a good PMO/PPM strategy will help you 

understand how what you change on the project impacts the delivery of other 

projects. It will also help you reprioritize and re-allocate as necessary. Finally, a 

solid strategy, backed up for the right technology, will allow you to model 

multiple scenarios to make sure that the projects you add will contribute to 

corporate objective and not bog other projects down. 

  

5 KEY PPM BENEFITS 

1. IMPROVED DECISION MAKING 

2. REDUCED EXPOSURE TO RISK 

3. MAXIMIZE RESOURCE 

UTILIZATION 

4. DEMONSTRATE VALUE TO KEY 

STAKEHOLDERS 

5. FACILITATE REPEATABLE 

SUCCES 
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2. Reduced exposure to risk 

Minimizing the risks of individual projects reduces risk in terms of overall 

business impact. The disturbing reality is that there are many ways that poor 

project execution can be considered a detriment to the organization, in areas 

like financial, governance, resource utilization, and misdirected efforts.  

On the financial side, good PPM policies will help you to calculate the benefits 

vs. costs of cancelling poor performing projects, as well as identify projects that 

are not contributing to corporate objectives. The sooner you identify these 

wayward projects, the sooner you reduce your risks.  

As far as governance of risk, the goal is to build an accountability framework 

that ensures the right level of compliance is followed through every project 

lifecycle. An Active PMO offers early warnings of potential problems in meeting 

program/project deliverables which will reduce program and project cost 

overruns. 

 

3. Maximize resource utilization 

The greater degree of visibility, both on the micro and macro level, makes it 

possible for you to gain the type of control over your projects and resources that 

is simply not possible in a non-PMO environment. A centralized approach 

allows you to reduce your project costs, primarily through a reduction or 

elimination of duplicated efforts.  

Nothing increases the frustration and cost of a project more than skills 

shortages, especially during peak hours. With the right strategy, you can view 

overall project demand vs. resource supply and re-deploy resources as needed. 

Since human resources are by far the most costly aspect of implementing 

projects, this can be a substantial benefit. Likewise, a central resource pool 

allows you to quickly find the right resources for each project, keep skills 

profiles up to date, and efficiently manage resource demand, allocations, and 

capability.  
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4. Demonstrate value to key stakeholders 

Stakeholders include anyone who has a vested interest in the PMO or the 

individual projects, including: line of business managers, project managers, 

financial analysts, and the executive team. A PMO provides a greater level of 

comfort by fostering transparency into all aspects of project execution and 

results. An effective PPM tool allows relevant stakeholders to have access to 

the project status and results data they need, without being bogged down by 

sorting through reams of irrelevant and confusing data or relying on word of 

mouth.  

With an Active PMO you can also improve external and internal morale, reduce 

the time it takes to produce executive and board level reports, and increase 

buy-in from stakeholders. Remember, it is not the actual value of what you are 

doing and what you accomplish, but the perception of the value that counts. A 

well-oiled Active PMO will eventually prove these perceptions true. 

 

5. Facilitate repeatable success 

An Active PMO couple with a good PPM strategy creates an environment that 

not only enables success today, but also with future project initiatives. While not 

discounting the skills of the PMO and PPM leadership, the essence of an 

effective PMO is providing a process framework and technology infrastructure 

that allows you to continuously meet your business objectives.  

Repeatable success is gained by establishing best practices and proven project 

management methodologies and enforcing their use throughout the 

organization. You need to be able to leverage the processes and lessons 

learned from previous projects and capture this information in the project 

repository. This allows you to not only use past data, but also real-time data to 

continually improve your project operations and results.  

In this way, you will be seen as a proactive, not reactive, organization. Finally, 

you need to ensure that you have a single version of the truth to enforce 

consistency in evaluating past projects and guiding the prioritization of future 

projects. 
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How the Right Strategy Drives Business Impact 

A recurring theme here is the necessity of creating an Active PMO to help 

achieve strategic business alignment. Achieving this alignment is a three step 

process: 

 

Organizations are dynamic; they are either progressing or stagnating and the 

ones that don‟t change become uncompetitive and unprofitable. Fortunately, an 

Active PMO is designed to properly initiate change.  

So smart organizations are choosing to not just implement a PMO/PPM 

strategy they are striving to be the strategic arm of the business.  As PMOs 

increase their capability, more of them engage in portfolio management and 

have project management training programs in place. The trend is to enhance 

and standardize core project processes as well as drive improvements in 

resource and capacity planning. Equally important, PMOs are focusing on 

improving the qualitative aspect of project portfolio management including 

reporting, analytics, and dashboard tools.  

  

3 STEPS TO ACHIEVE BUSINESS ALIGNMENT: 

1. Current State Assessment / What Is – Tells you about your 

organization today and describes the current tasks, responsibilities, and 

outcomes.  

2. Future State Vision / What Should Be – Describes your 

organization‟s mission and vision, and outlines where you should be 

over the next three, five, and ten years in regards to market, products, 

and services.  

3. Gap Analysis / How To – This step forms the basis of portfolio 

management and describes the project strategy and specific projects 

that have to be completed to achieve corporate goals, including: long, 

mid, and short term and low, medium, and high risk. 
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Measuring PMO and PPM Success 

Businesses have typically been guilty of too narrow a focus when it comes to 

quantifying project success, typically measuring against when the project will be 

finished, how much the project costs, and if the project was delivered to 

specification. However, executives have come to realize that projects are a 

basis for the future profitability and ultimate success of their organizations.  

This is why there is a growing interest on the part of the business leaders in 

how their projects are performing and impacting the bottom line. 

It has become obvious that economic factors have caused companies to 

demand more of their project operations. PMOs have responded with an 

increased focus on performance and cost savings. As PMOs gain more 

attention and visibility at the executive level, their role in strategic functions 

increases, but so does the pressure to demonstrate added business value. 

Service Level Agreements (SLAs) and Key Performance Indicators (KPIs) 

provide the basis for measuring performance, in objective terms, that are well-

documented and consistent. SLAs represent firm obligations and tend to look 

backwards at a point in time and therefore provide the executive team, line of 

business managers, and PMO managers with a lagging indicator. By contrast, 

KPIs are critical because they represent trends that can be extrapolated to 

predict future performance and therefore provide management with a leading 

indicator.  

It is important to define a meaningful set of SLAs as part of the agreement, as 

well as identify a limited set of KPIs that should be proactively monitored.  

This is where we recommend sticking to the fundamentals – with the assistance 

of a top down focused PPM tool, the status of your resources, budget, 

deliverables and benefits can be easily collated – then presented to all 

stakeholders in a consistent manner. 

We have seen situations where the PMO and project teams are operating in 

compliance with all of the cited SLAs, but things are still not working. This most 

often occurs in a reactive PMO environment where there is an administrative 

focus, no common toolset, SLAs are not in alignment with the corporate 

objectives, or when the KPIs are being ignored or over-complicated.  

  

KEY QUESTIONS 

ADDRESSED WITH PPM 

1. DO WE HAVE THE RIGHT MIX OF 

PROJECTS TO DELIVER OUR 

STRATEGY? 

2. WHAT IS THE IMPACT ON THE 

BUSINESS‟ RESOURCE 

CAPABILITIES?  

3. WHAT IS THE ROI ON OUR 

PROJECTS?  

4. DO WE HAVE THE RIGHT MIX OF 

LOW-, MEDIUM-, AND HIGH-RISK 

PROJECT INVESTMENTS?  

5. WHAT RESOURCES DO WE 

NEED TO COMPLETE THE 

PORTFOLIO AS PLANNED?  

6. WHAT ARE ALTERNATIVE 

SCENARIOS IF THE STRATEGY 

CHANGES?  

7. WHAT IS THE STATUS OF EACH 

PROJECT AND PROGRAM?  
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Section 4: PMO and PPM Resource 

Management and Capacity Planning – 

Allocating Resources for Business Success 

For many organizations the greatest benefit of an Active PMO is the 

improvements it brings in terms of understanding your resource capability and 

improving your resource demand planning. 

All too often in less mature PMOs there is a common tendency to only focus on 

the current time period when it comes to resource management and capacity 

planning. 

This is due to the tools or approach – such as using traditional task based 

planning software – where thousands of tasks with multiple dependencies over 

complicate the process and only provide a limited planning window. 

With no long term view of resource capacity and resource demand a number of 

resourcing issues commonly exist: 

 

 Competing goals – Different individuals are judged and incentivized 

based on their own unique metrics. This can cause serious conflict 

during times when resources are not abundant.  

 Competing schedules – Individual departments have alternate views 

on which activities are important and which seem to be a waste of time. 

 Personality difference – This plays a role when one person has a 

more aggressive approach to demanding resources. This is why an 

organized and thoughtful approach is always better than rewarding the 

person who asks in the loudest voice.  

 Budget disputes – Usually, the most expensive part of a project is 

labor/people costs, so it is not surprising that budget fights are 

common. 

 Project methodology – Many teams and departments have differing 

views on project methodology and ways of measuring success. This 

makes it hard to develop common metrics and evaluation criteria.  

5 FACTORS IMPACTING 

RESOURCE CONFLICTS 

1. COMPETING GOALS 

2. COMPETING SCHEDULES 

3. PERSONALITY DIFFERENCE 

4. BUDGET DISPUTES 

5. PROJECT METHODOLOGY 
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The PMO Imperative 

Two important goals of any PMO are to first organize their strategy to achieve 

corporate goals using resources in the most effective way possible. From the 

opposite side of the coin, they also need to avoid resourcing issues that could 

seriously delay important project deliverables.  

The balancing act that all PMOs face is to achieve the project and corporate 

objectives while controlling costs. As much as 90 percent of project expenses 

are related to labor costs and therefore controlled by the PMO. This is even 

truer in PSOs (professional service organizations). If you do not manage this 

balance correctly, or have inefficient resource allocation, it can lead to 

unnecessary cycles of layoffs and hiring, poor morale, and underutilized 

resources sitting on the bench. The bottom line is that you need good visibility 

into resource utilization to ensure the business has the ability to get the work 

done and allocate resources accordingly.  

As we explore the many nuances of resources management, try not to 

approach this subject with rose colored glasses. In order to be successful, you 

must be prepared to face some or all of these issues:  

 

 Shifting priorities – The goal of your PMO/PPM strategy is to serve 

the needs of the organization, not the other way around. This ability to 

quickly adapt to shifting priorities is the key factor that separates Active 

PMOs with high perceived value from those that are considered to be 

passive and reactive. 

 Personnel turnover – This can seriously hurt you, particularly when 

you are dealing in areas of specialized expertise.  

 Changing budgets – These issues are fairly common and need to be 

dealt with. Your ability to deliver on-time will gain you support when 

budgets are allocated 

 Hostile executives – There is nothing that can hurt your ability to 

deliver as severely as lack of executive support. You must be able to 

quantify the business value of your PMO.  
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 Non-integrated systems – This is the final „gotcha‟ that will derail you, 

but only if you are unprepared to deal with the issue. This is also true 

when different projects are implemented with their own processes and 

methodologies.  

Perhaps the most important question is how to ensure that every stakeholder 

receives what they perceive as high value according to their unique needs. This 

critically important issue has many different levels of requirements ranging from 

those at the executive suite down to project team members. 

 

 Executive suite – Those at the executive level mostly concern 

themselves with how projects contribute to the overall corporate goals. 

Each executive may be more concerned with their area of control – for 

example the CFO and the business finances.  

 Line of business (LOB) managers – Each of these individuals mostly 

cares about how the achievement of specific projects serves the needs 

of their department.  

 Project managers – Project managers are tasked with delivering 

projects efficiently, on-time, and on-budget and they are not so much 

concerned with what happened at the PMO or corporate level.  

 Project team members – Although they have some stake in the 

ultimate project success, team members are usually judged at the micro 

level, in other words, how they contributed to specific deliverables.  

 IT leaders – These individuals are subject to shifting priorities and are 

mindful about how particular executive and LOB managers feel about 

specific projects. They will also be deeply involved in selecting systems 

to standardize and improve PPM systems and methodologies.  

In an Active PMO with a well-defined PPM strategy resourcing issues are 

significantly reduced and stakeholders view the PMO as a strategic hub, 

providing an environment that drives business success. When it comes to 

resource management and capacity planning, many organizations have a way 

to go to reach the pinnacle. The good news is that even on the lower rung of the 

scale you have the opportunity to build a great foundation for the future.  
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How to Move Up the Resource Capacity Planning Maturity Scale 

There are four specific steps you can take to improve your position on the 

Capacity Planning Maturity Scale. First, determine resource and demand 

constraints. There is always going to be a spread between business-as-usual 

activities and new projects. One of the factors to consider is that while you have 

a good handle on past capacity issues, the demands of your new projects will 

usually be less predictable. 

In its simplest form, step one is about identifying existing resource demands 

and constraints and determining resource requirements for new projects. Once 

you do this, you can accurately determine the ratio of resources required 

between existing and new projects.  

Second, create resource supply and demand scenarios. To accomplish this, 

you want to first model different resource scenarios by analyzing the impact 

across 3, 6, and 12 month periods, examining whether or not you can 

reprioritize and delay or bring forward projects. You can then create portfolio 

variants for different allocations of resources, develop resource distribution 

scenarios, and analyze their impact on the business. This will allow you to 

determine the need for additional internal and external resources and define 

resource development requirements based on your database of existing skills.  

Third, allocate resources efficiently. In this step your goal is to determine 

resource allocations necessary for each project, whether you make judgments 

based on past performance, or utilize data on projects that are somewhat 

similar to the current project.  

You then decide whether you need to create additional internal or external 

capacity.  

Finally, choose the right technology solutions to meet your objectives. A top 

down strategy focused PPM tool that focuses on the fundamentals will help you 

achieve this fast. 

  

THE CAPACITY PLANNING 

MATURITY SCALE 

1. WHAT ARE THE STRATEGIC GOALS 

OF THE BUSINESS? MAKE SURE YOU 

HAVE BUY IN FROM THE EXECUTIVE 

LEVEL ON THIS IMPORTANT ISSUE.  

2. WHAT ARE THE BIGGEST SHORT-

TERM AND LONG-TERM PRIORITIES? 

ARE THERE SIGNS THAT THESE 

PRIORITIES WILL BE SHIFTING IN THE 

NEAR FUTURE?  

3. WHAT ARE YOUR AVAILABLE 

RESOURCES? DO YOU HAVE A 

CENTRALIZED REPOSITORY TO 

MONITOR THESE RESOURCES?  

4. WHICH PROJECTS LACK CRITICAL 

SKILL SETS? THIS IS PARTICULARLY 

IMPORTANT TO KNOW FOR HIGH 

PRIORITY PROJECTS.  

5. IS THE PROJECT ROADMAP 

SUSTAINABLE? IT IS BEST TO 

FIGURE THIS OUT EARLY SO THAT 

YOU CAN ADJUST PRIORITIES OR 

FIND THE NECESSARY RESOURCES.  

6. HOW DO YOU MEASURE 

OBJECTIVES VERSUS RESULTS? 

THIS ABILITY TO MEASURE AND 

REPORT ON RESULTS IS A KEY AREA 

THAT SEPARATES VALUABLE PMOS 

FROM THOSE THAT DON‟T GET THE 

RECOGNITION THEY DESERVE. 



 

 

22 

www.keyedin.com 

Here are some important areas of functionality that will allow managers to 

analyze the demand, supply, and resource assignments for each project or 

program, by role and period, in either numeric or graphical format:  

 

The idea is to always have a real-time view of resource capabilities, including 

training and critical skill sets so that you can easily identify any resource 

shortfalls, fill these skills gaps, and quickly make critical go, kill, and hold 

decisions based on accurate resourcing data. The lack of a tool to collect, 

monitor, and act on this information can be a big deterrent to your ability to 

move your PMO higher in the maturity scale.  

Good resource management also provides each project team member with a 

clear and accurate view of their planned work and deadlines as well as showing 

alerts and notifications for overdue, missed, or rescheduled deliverables.  

Commonly, Active PMOs will be very high on the resource capacity planning 

maturity scale and will have the 6 best in class characteristics detailed opposite. 

  

KEY TECHNOLOGY REQUIREMENTS FOR SUCCESSFUL RESOURCE 

CAPABILITY PLANNING: 

 Visibility into your entire resource pool 

 Real-time access to utilization analysis 

 Identification of skills shortages 

 Ability to monitor training requirements and certifications 

 Intelligent deployment of resources across the business 

 Ability to manage resource conflicts 

6 CHARACTERISTICS OF 

BEST IN CLASS RESOURCE 

MANAGEMENT  

1. QUICKLY CREATE DEMAND 

PROFILES FOR PROJECTS IN ORDER 

TO FORECAST RESOURCE 

REQUIREMENTS AND ANALYZE THE 

CAPABILITY TO DELIVER.  

2. ACCOUNT FOR PROJECT DELAYS 

OR CHANGES IN PROJECT SCOPE 

AND RE-PROFILE PROJECTS SO 

THAT DEMAND IS EITHER DELAYED 

OR BROUGHT FORWARD.  

3. COMPARE RESOURCE DEMAND BY 

ROLE AND DEPARTMENT AGAINST 

THE OVERALL CAPABILITY TO 

DELIVER.  

4. MAINTAIN A REAL-TIME PICTURE 

OF OVERALL RESOURCE CAPABILITY 

BY COMPARING RESOURCE 

ALLOCATIONS ACROSS DIFFERENT 

TEAMS, DEPARTMENTS, AND ROLES.  

5. MAKE SURE PROJECTS ARE FULLY 

RESOURCED IN THE PRESENT AND 

CAPABILITY EXISTS TO DELIVER ON 

FUTURE DEMANDS.  

6. CLAIM RESOURCES SUPPLIED TO 

YOUR PROJECTS TO ENSURE 

CORRECT TEAMS ARE IN PLACE FOR 

THE REQUIRED TIME, EFFORT, AND 

DURATION TO DELIVER PROJECTS 

SUCCESSFULLY 
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A Balanced Approach to Resource Capacity Planning 

Perhaps the most important characteristic of Active PMOs is the fact that they 

have a good handle on both the strategic picture as well as the ability to 

execute tactically. Instead of building their own solution, these world-class 

PMOs utilize a system that enables both a top-down strategic approach and a 

bottom-up execution approach.  

The fact is, to get every aspect of your PMO strategy right, including resource 

capacity planning; you not only need great information, such as best practices, 

but also a software solution that is designated to create business value. 

Preferably, you want a solution that encompasses project management, 

portfolio management, and program management. This is a far better concept 

than buying individual solutions for each discipline.  

This is where KeyedIn Projects provides a unique approach, and the ability to 

fast track your PMO maturity to the Active PMO stage. 

By providing the PMO and executive team with a pragmatic, information 

focused solution that manages costs, people, delivery and benefits; we are able 

to step into the chaos and quickly start to deliver clarity and visibility. By 

focusing on only what the team needs to know to make decisions, we are able 

to implement and start to add value in a very short time frame.  

Planning is based around breaking down the project into elements, defining 

milestone that are deliverable and focused, and ensuring all planning, measure, 

and control is focused on delivering results and not merely effort. Effort doesn‟t 

count – results do! 

Of course, planning tools, time, expense and resource scheduling are still 

available, but we encourage our clients to use them on an as needed basis, 

rather than making them the central point around which everything revolves. 

Experience has proven that this approach guarantees successful deployment of 

PPM and the PMO benefits in such a way that users are more likely to adopt 

the tools, and therefore drive additional value. 
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Section 5: Best Practices in PPM and PMO – 

How to Improve Efficiency, ROI, and Overall 

There is a high cost associated with not getting project strategy and execution 

right.  One of the keys to make sure your organization doesn‟t face such 

financial peril is to make sure your PPM and PMO strategies are all in alignment 

and that you consistently follow the best practices outlined here.  

While there are a myriad of smaller challenges faced by PPM initiatives, here 

are five of the major issues we often see: 

 

How to Optimize your Project Portfolio Management Team 

We will begin our discussion on best practices with what is perhaps the most 

important element of the PPM strategy – the correct utilization of your human 

assets. Unless you get this aspect right, even the best processes and 

technology won‟t be effective.  

5 COMMON PPM INITIATIVE CHALLENGES: 

1. Maintaining visibility at all levels – from the individual projects to 

the entire portfolio. 

2. Ensuring governance – with consistent and predictable methods, 

processes, and reporting.  

3. Effective resource management – some organizations have issues 

with who is the right person(s) for particular projects/tasks as well 

as how the total personnel capacity and utilization is balanced 

across the enterprise.  

4. Real-time status – of all project deliverables.  

5. Reasonable time to “go live” – companies that are in dynamic 

markets don’t have the luxury of long PMO implementation 

schedules. 
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The Project Portfolio Management team must focus on the right objectives, 

have a clear set of responsibilities, and be accountable for the management of 

the entire project portfolio process. Specific activities of the PPM team include: 

 

 Portfolio definition and strategy alignment 

 Resource and business capability analysis 

 Portfolio selection, prioritization, and authorization 

 Portfolio execution and monitoring 

 

The PPM team is also responsible for translating strategic decisions into a 

practical workable portfolio of projects as well as communicating the status both 

up the executive stream and throughout the PMO. The PPM team also supports 

core programs and project management by making sure the business is 

focused on the right projects. The team also brings together the organization‟s 

full complement of projects and their related resource needs and allocations, 

risks, benefits, schedules, issues, and scope. The relationship of the PPM and 

PMO team is crucial for bridging the strategic and operational divide and for 

achieving Active PMO status.  

Gaining executive sponsorship early is key to protecting and maintaining the 

level of success you have already achieved. Consistent education is needed in 

order to accomplish this. It is important for the executives in your organization to 

understand that the PPM initiatives and the PMO organization are there to 

support (but never hinder) executive decision making. PPM/PMO is a strategic 

approach, driven from the top to establish accountability and credibility early.  

Because executive sponsorship and buy-in are critical, never delegate this 

responsibility downstream. Executive sponsors need to understand the ROI that 

can be delivered from PPM and they should have profit and loss (P&L) 

responsibility and/or board influence, hopefully both. If possible, one or more 

executive sponsors should sit on the PPM team and represent their interests. 

Long term support is only viable if the executive sponsor has visibility and 

remains engaged.  
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How to Create Efficient Processes for Operations and Metrics 

The second critical facet of a successful PPM strategy is to create processes 

that streamline operations and lead to a solid return on investment (ROI).  

One of the barriers to designing effective processes is the absence of quality 

data – most commonly associated with passive and reactive PMOs that are 

administrative in focus. Sometimes this is about the headache of getting the 

data, but it can also be about the problems of trying to make sense of too much 

data that has no effective use. Poor data can be as bad as no data or as the 

saying goes, “garbage in = garbage out” (GIGO). Here are some questions to 

help you avoid the GIGO phenomenon and guide you determine if data 

management is a serious problem:  

 

Real-time information is critical to becoming an Active PMO. Poor access to 

real-time information is a key factor in why many projects fail; real-time is about 

the speed and accuracy of decision making.  

  

IS DATA MANAGEMENT A SERIOUS PROBLEM IN YOUR 

ORGANIZATION: 

1. Do you really have a complete picture of the demands being made 

on the business, your team, and yourself as you try to support the 

organization? 

2. Do projects come at you from multiple directions without regard to 

whether or not you have the capability to deliver on them?  

3. Do you have enough data to allow you to quickly and smartly 

reprioritize the use of resources? 

6 PPM BEST PRACTICES: 

1. REPEATABLE – CONSISTENCY IS 

KEY. 

2. FLEXIBLE – PROCESSES CAN BE 

CUSTOMIZED AS NECESSARY.  

3. ACCOUNTABLE – IDENTIFIED 

OWNERS WITH CLEARLY DEFINED 

RESPONSIBILITIES.  

4. SUSTAINABLE – BUILT FOR TODAY 

AND FOR THE FUTURE. 

5. MEASUREABLE – METRICS ARE 

ESTABLISHED AND MONITORED 

WITH CLEARLY DEFINED KPIS.  

6. SCALABLE – ABLE TO ABSORB 

LARGE INCREASES IN PROJECTS 

AND PORTFOLIOS WITHOUT 

BREAKING THE SYSTEM.. 



 

 

27 

www.keyedin.com 

To be effective, you need to be able to make the following decisions quickly:  

The best criteria for the data that drives these decisions are speed, reliability, 

and visibility of information. What stops us from collecting the right data and 

inhibits the flow of real-time information? First, single-user-centric tools such as 

spreadsheets and project planning tools that are divorced from the business. 

Second, silos and isolated departments, including a territorial interpretation of 

information. Third, poor communication due to different interpretation from 

different data sources, disparate technical data infrastructures, isolated 

knowledge centers, and ring fencing/black boxing knowledge.  

Fortunately, there are four steps that you can take to overcome these barriers: 

The idea behind effective project governance is to build a framework that 

enables the business to deliver on its commitments and objectives while at the 

same time instituting two-way accountability between the business and the 

project delivery process. Essentially, project governance is about building an 

accountability framework, distributing various types and levels of responsibility, 

and bringing these items together into an organizational decision making 

framework. 

4 STEPS TO OVERCOME DATA INHIBITORS: 

1. Institute a single centralized data source. 

2. Use a web-based management application.  

3. Implement centralized milestone tracking capability. 

4. Use a role-based dashboard to break through management layers. 

EFFECTIVE PPM DECISION MAKING: 

1. What mitigation can we take if we go over budget?  

2. What action do we take if the project is behind schedule? 

3. How much new business can we take on? 

4. How fast can we modify the product roadmap, if necessary? 



 

 

28 

www.keyedin.com 

These practices should be embedded within the PMO via the speed, reliability, 

and visibility of information. Good project governance flows naturally from a 

formalized decision making infrastructure to milestone management and 

coordinating the entire portfolio of projects. It is not an isolated discipline, but 

rather a by-product of the best practices in PPM and PMO that we are 

discussing.  

Milestone management is central to ensuring that decisions are made the same 

way up and down the organization and by the right people, identifying and 

monitoring accountability at all layers of management, including strategic 

management and operational management. You need to retain control over 

what the business has agreed to deliver, align the strategy with the project 

delivery process, drive delivery, and provide the ability to see whether projects 

are on time, why projects have been moved, who moved them, and the impact 

of these changes. 

 

As essential part of portfolio selection and prioritization is the ability to 

categorize accurately. In order to do so, you must look at long-term strategic 

orientation as well as operational impact. Prioritization criteria focus both on 

tangible and intangible benefits and measure the values of the individual and 

aggregate projects. It is important to select the most value-producing projects 
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for execution with a balance between low- and high-risk and short, medium, and 

long term delivery.  

Tactical projects deliver competitive advantage today with low-risk. 

Administrative projects deliver on currently promised service levels and support 

projects with low risk.  

Strategic projects deliver competitive advantage in the future, but they are 

often high-risk and require high skill levels to complete.  

Innovation projects are smaller and may deliver competitive advantage 

tomorrow. They are also high-risk and require highly skilled practitioners.  

Future vision projects are contingent upon strategic and innovation projects. 

They tend to be high-risk and require advanced skills.  

After projects have been categorized, the approval process is where you 

determine the actual work to be funded, prioritized, allocated, and resourced.  

The primary objectives of the approval process are to deliver the highest overall 

value, build a project registry with detailed inventory of projects, develop a value 

ranking, or score, for each project against tactical criteria and strategic 

objectives, identify risks vs. benefits, and optimize the portfolio mix by asking 

whether the project is worth doing, which aspects are achievable, whether there 

is enough capability and capacity to deliver, and what risks (strategic, 

operational, market, legal, etc.) are involved. The portfolio plan is then ready to 

be approved and published to the business –and your PMO is demonstrating it 

is the strategic arm, the active and supporting body that defines an Active PMO. 
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Section 6: Ensuring that Your PMO and PPM 

Strategy Will Succeed – How KeyedIn Solutions 

Can Help 

KeyedIn Projects provides an executive view (or oversight) into your entire  

organization‟s project portfolio – tying projects and programs to overall 

corporate objectives and strategies - but also providing leaders with a way to 

monitor and measure accountabilities. 

 

By focusing on the fundamentals, and by providing a template based PMO in a 

Box solution.  KeyedIn Projects helps you fast track your way to an Active PMO. 
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While many competitive offerings have adjusted their existing applications for 

the web, we totally re-wrote our project portfolio management solutions for the 

SaaS environment.  

 

They are true, native and multi-tenant SaaS-based applications where we took 

our decades of project management domain experience and combined it with 

the unique technical requirements of SaaS to ensure performance, usability and 

scalability.  

In other words, we built a solution for you that is easy to use and fast to 

implement – all at a fraction of the cost of on-premise systems. And we‟ve done 

so for small businesses with a handful of projects as well as global enterprises 

with thousands. 

To find out more on how KeyedIn Projects can help you fast track your way to 

an Active Demo –watch this online Product Demonstration for further 

information. 

 
  

http://www.keyedin.com/keyedinprojects/resources/interactive-demo-project-portfolio-management
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