
Project Portfolio Management
A Benchmark of Current Business Practices

ORGANIZATIONS ARE ONLY MODERATELY SATISFIED with their current project
portfolio management methods, and only a few of them would
rate their method as excellent. In particular, the methods are not

easy to use. These conclusions are among the results of a survey of sixty-
four project management practitioners by the Center for Business
Practices, the research arm of the consulting and training organization,
PM Solutions.

The CBP surveyed senior practitioners with knowledge of their
organizations’ project management practices and business results. The
survey, Project Portfolio Management: A Benchmark of Current
Business Practices, was designed to better understand a variety of issues
in today’s rapidly changing business environment.

According to the research, top performing organizations are consistently
better in all phases of PPM (inventory, analysis, planning, tracking,
review). Areas where top performers are particularly better than poor
performers include having a central repository to capture project
information, having information available on resources, optimizing the
project portfolio, planning from a portfolio perspective, actively balancing
resource capacity and demand, and actually making changes based on
optimizing the portfolio.

Some other results of the research include:
• More than half of the respondents have a PPM process in place

(64.1%).
• Organizations’ PPM practices are immature. More than half (60.9%)

of organizations are at level one or two (on a scale of 1-5) in PPM
maturity.

• For those organizations that have no PPM process in place, the
biggest challenge to implementing effective PPM is lack of executive
support (65.2%),

• There is no standard practice for who (what organizational unit) is
responsible for performing PPM.

• A significant number of organizations do not have enough resources
in place to make their project portfolios achievable.

Project Portfolio Management: A Benchmark of Current Business
Practices is the first survey to provide benchmark data on a wide variety
of portfolio management issues. The findings are helpful in gauging the
value of project portfolio management and what practices, in general, are
most effective.
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Observations
Observations and conclusions from the study include the following:

More than half of the respondents have a PPM process in place
(64.1%).

Organizations that have no PPM process in place are much more likely
to be small in size (21.7% with sales under $10 million; 21.7% with
sales over $3 billion) compared with organizations that have PPM
processes in place (10.9% with sales under $10 million; 35.9% with
sales over $3 billion).

Organizations’ PPM practices are immature. More than half (60.9%) of
organizations are at level one or two (on a scale of 1-5) in PPM
maturity.

For those organizations that have no PPM process in place, the biggest
challenge to implementing effective PPM is lack of executive support
(65.2%), but not well developed project management processes
(52.0%) and lack of broad organizational support (52.2%) were also
issues. For those with PPM in place, the biggest challenge is in
collecting project metrics (65.8%). Lack of broad organizational support
(44.7%) and lack of information on resources (50.0%) were also major
issues.

Observations about Organizations with PPM Processes in Place

Almost all (97.5%) organizations rate PPM important to the
organization.

PPM is practiced at both the business unit and enterprise levels in most
organizations (52.5%). Where PPM is practiced at the business unit
level only, it’s most often practiced in information technology (27.5%).

In general, PPM is new to organizations. More than half (53.8%) of the
organizations have been practicing PPM for less than two years. At the
same time, almost a quarter (23.1%) of the organizations have been
practicing PPM for more than five years, indicating that many
organizations have had time to improve their PPM practices.

Most organizations (85.0%) have developed their PPM processes
themselves (rather than hiring consultants or implementing PPM
software).

There is no standard practice for who (what organizational unit) is
responsible for performing PPM.
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Organizations are fairly strong in their portfolio inventory practices.
Most organizations have an inventory of their projects, with
documented schedules and budgets. They are particularly weak,
however, when it comes to calculating risk levels. And may
organizations do not have information about available resources
documented.

In analyzing their portfolios, organizations are strong in mapping their
projects to business strategy, but fairly weak in modeling alternative
portfolios and optimizing their portfolios.

A significant number of organizations do not have enough resources in
place to make their project portfolios achievable.

Most organizations monitor and report project performance.

Organizations use a wide variety of methods for selecting and
prioritizing projects. Ranking was the method used by a majority of
organizations (71.8%), but organizations used a mix of comparative,
financial, strategic planning, optimization and software-specific methods.
Microsoft Project 2002 Enterprise is the most-used software for PPM
(23.1%) followed by Primavera Teamplay (17.9%).

Organizations usually review their portfolios monthly (34.2%) or
quarterly (36.8%).

In determining how well project portfolios are performing, respondents
say their projects are generally aligned with the organizations’ business
objectives. Their portfolios, however, rate lowest in having the right
number of projects and having data available to effectively evaluate the
projects. Many organizations also have problems in having their
projects completed on time.

Organizations are only moderately satisfied with their current PPM
methods and very few would rate their method as excellent. In
particular, the methods are not easy to use. For many organizations
PPM is not truly used to make go/kill decisions.

The primary benefits that PPM offers organizations is in better aligning
projects to business strategy and working on the right projects. Many
organizations agree that PPM has led to increased cost savings. But
many organizations have not seen the benefit of eliminating project
redundancies or killing poor projects. The least beneficial aspect is in
allocating resources optimally.

Most organizations do not know their return on investment for
implementing PPM. Of those that do, most (20.6%) see an ROI of 5%-
25%.
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Observations on Top Performers versus Poor Performers

Top Performers have been practicing PPM much longer than Poor
Performers and they are at a much higher level of PPM maturity.

Top Performers are consistently better at all phases of PPM (inventory,
analysis, planning, tracking, review). Areas where Top Performers are
particularly better than poor performers include having a central
repository to capture project information, having information available
on resources, optimizing the project portfolio, planning from a portfolio
perspective, actively balancing resource capacity and demand, and
actually making changes based on optimizing the portfolio.

Top Performers use ranking methods for project selection/prioritization
more than Poor Performers. Also a significant number of Top
Performers use Microsoft Project 2002 Enterprise. Top Performers also
use a wider variety of selection/prioritization methods and, in particular,
use on strategic planning methods as their dominant PPM method
much more than Poor Performers.

Top Performers consistly use PPM to make Go/Kill decisions far more
often than Poor Performers.

Top Performers were far more likely to know the ROI of PPM than
Poor Performers (not one Poor Performer knew its ROI).

Top Performers were far more likely to have executive support and a
business case for PPM than Poor Performers.
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About the Center for Business PracticesAbout the Center for Business PracticesAbout the Center for Business PracticesAbout the Center for Business PracticesAbout the Center for Business Practices
The Center for Business Practices is a knowledge center created to capture, organize, and
transfer business practice knowledge to project stakeholders in order to help you excel in
today’s rapidly changing business environment. The CBP harnesses project management
knowledge and expertise and integrates it into all products and services to deliver the
maximum amount of fact-based information to you.

CBP Benchmarking Consortium
Membership in the CBP Consortium provides your organization access to our PM
Knowledge Center, a website that houses the complete CBP Library (newsletters,
research reports, benchmarking forum reports, measurement tools, etc.), and access to
hundreds of PM best practices. Member organizations also receive a copy of each of our
PM Practices books, a free delegate pass to our benchmarking forums, and a customized
benchmarking survey administered through the CBP website.

CBP Research
The CBP conducts original research that will help you improve your project management
practices. Research reports are available on: The Value of Project Management, The State
of the PM Industry, PM Maturity Benchmark, The Value of Project Management in IT
Organizations, and Getting Executive Buy-in.

The Top 500 Project Management Benchmarking Forum
The Forum is a structured exchange of knowledge among senior-level project
practitioners. During the facilitated two-day Forum you’ll identify and agree upon project
management best practices that you can apply immediately to benefit your organization.

pmValue Measurement System
The CBP has developed a system for measuring the impact of project management
improvement initiatives to your organization. The CBP will work with you to develop a
pmValue Measurement System customized for your organization.

People on Projects: A Project Management Best Practices Report
In this succinctly written monthly newsletter, discover best practices that help you
develop and enhance your project management competency as well as lead to creating a
superior project organization.

Project Management Books
In partnership with international publisher Marcel Dekker, the CBP publishes the PM
Practices Series of books, which includes The Strategic Project Office, Project
Management Maturity Model, The Superior Project Manager, The Superior Project
Organization, and Managing Multiple Projects. Other book published by the CBP include
Project Portfolio Management and Justifying the Value of Project Management.

CBP Management Bookstore
The CBP reviews and sells the best literature on the market for understanding how to
manage your organization and its projects effectively. Visit the CBP Management
Bookstore at www.cbponline.com/bookstore.

Best Practices e-Advisor
The e-Advisor is a free, bi-monthly e-mail newsletter that provides you with succinct
pointers to practices to help you better manage your projects and business processes.

For More Information — www.cbponline.com
The Center for Business Practices is a division of Project Management Solutions, Inc. For
more information contact Center for Business Practices, 410 Township Line Rd.,
Havertown, PA 19083 USA; 484.450.0100; cbp@pmsolutions.com.


