
I DENTIFYING 
OPPORTUNITIES 
TO INCREASE PROJECT 
PORTFOLIO MANAGEMENT 

MATURITY 

Managing projects in an organization with low project portfolio maturity can be 
an overwhelming endeavor.  Consider managing multiple complex initiatives 
which continuously miss milestones, deadlines, budgets, and generally lack 
momentum.  Not only does this sap morale from otherwise excellent 
employees, it can have dire impacts on your organization’s bottom line.  The 
aforementioned issues are key indicators that your organization must review its 
Project Portfolio Management (PPM) processes and identify opportunities to 
enhance or overhaul your capabilities. 

Fortunately, locating and addressing weak points in your PPM organization 
doesn’t have to be a draining experience.  With the right PPM infrastructure, 
dedication, and discipline from your leadership team, your organization will 
quickly experience improved project execution and reap the benefits of 
evolving its PPM practices. But first, you’ll need to understand your 
organization’s current PPM maturity level.   

A simple and easy to use tool to baseline your PPM efforts is Integrated Project 
Management Company, Inc.’s (IPM) Maturity Model.  Once you know where 
your current maturity stands, it’s time for you to assess your organization from 
within: “  

WHAT SHOULD I FOCUS ON? “  
Organizational Commitment 

Without the commitment from an organization’s 
leadership, PPM systems are either doomed to 
underperform or outright fail. The appropriate levels of 
guidance, autonomy, and appreciation are keys to PPM 
success. 

Guidance  

Management has the responsibility to be engaged in the process 
of prioritizing projects to be performed based on pre-selected 
criteria – return-on-investment (ROI), regulatory requirements, 
process optimization, etc. - and to provide the proper resources to 
complete them.  PPM maturity increases as these decisions are 
more closely tied to corporate strategies, business goals, and less 
susceptible to arbitrary changes.   



Process & Tools 

For sustainable success in PPM, every organization needs 
a structured approach with appropriate processes, 
methods, and tools that can be tailored to fit the specific 
needs of a variety of projects.  The number and 
complexity of such processes and tools will vary, but they 
have some characteristics in common. 

Autonomy  

Once portfolio priorities and objectives are established, project teams must 
be given the authority to operate within the agreed constraints.  Priorities 
may change over time, but those changes must be fully vetted and trade-
offs must be decided before a change in course is made and project teams 
are impacted.  Project teams need the freedom to plan and execute projects 
without unnecessary intervention from changing priorities.   At the same 
time, management should expect timely updates on progress and issues in 
order to provide the appropriate level of oversight.  Maturity increases as 
each group respects the roles of the other. 

Appreciation 

Because project work may fall outside that of a typical functional or 
departmental structure, the role of project managers and project teams can 
sometimes be underappreciated.  Is project management viewed simply as 
administrative or as a key enabling capability?  Are team members 
recognized for their project contributions and skills as team members?   
Maturity increases as effective project portfolio management is recognized 
and valued. 

 

Assess your maturity level in Organizational Commitment: 

 
Comprehensive 
Management 

Project, portfolio, and resource leadership experience a 
pre-requisite for many senior management positions. 

Coordinated 
Management 

Project, portfolio, and resource leadership experience 
often leads to higher management positions. 

Consistent 
Management Portfolio management staffed and valued. 

Inconsistent 
Management 

Portfolio management inconsistently valued across 
functions. 

No Formal 
Management 

No management commitment to portfolio 
management. 1 

2 
3 
4 
5 

Source: IPM’s Maturity Model 

For sustainable 
success...Every 
organization 
needs a 
structured 
approach with 
appropriate 
processes, 
methods, and 
tools that can be 
tailored [for each 
project].” 

“  

“ 



Consistency  

Regardless of the processes and tools in place, their use should be 
consistent and reliable.  The results obtained will vary depending on the 
skills and experience of the project teams but the use of standards helps 
weaker teams succeed while providing management with predictable 
output from all projects in the portfolio.  Maturity increases as the 
processes become foundational to the organization and more teams utilize 
them successfully. 

Flexibility 

Effective PPM processes and tools can be adapted and utilized for nearly 
any type or complexity of project, program, or project portfolio.   Some 
requirements can be reduced or eliminated when appropriate and the tools 
can be simplified as needed. If the value of use is outweighed by the effort 
required, consider streamlining the process or tool.  Maturity increases as 
the processes and tools are consistently applied, but in a way that’s suitable 
for specific cases.  The goals are effectiveness and efficiency, not 
bureaucracy and largesse. 

Accountability  

Every project should have clearly defined roles and responsibilities for 
participant or groups of participants - management, project manager, 
project team member, subject matter expert, etc.  Maturity increases as 
everyone involved understands and accepts their role. 

 

Assess your maturity level in Process and Methods: 

  

Comprehensive 
Management 

Standard tools are used to assess project value and 
prioritization, including consideration of balance and 
risk; resources are allocated according to priority; 
frequent robust scenario planning. 

Coordinated 
Management 

Projects are customer centric; prioritization tools 
include consideration of value, strategy, balance, and 
risk; resources are allocated according to priority. 

Consistent 
Management Consistent use of tools for project prioritization. 

Inconsistent 
Management 

Some use of project periodization processes, but use of 
tools is inconsistent. Valuation of individual projects is 
not uniform across  functions. 

No Formal 
Management 

No structured portfolio management processes or 
tools. 

2 
3 
4 
5 

1 
Source: IPM’s Maturity Model 

Effective PPM 
processes and 
tools can be 
adapted and 
utilized for nearly 
any type or 
complexity of 
project, program, 
or project 
portfolio.  

“  

“ 



Resource Management 

 All organizations, regardless of size or complexity, will 
 have competing demands for resources both human and 
 financial.  Successfully allocating these resources to align 
 with business priorities can be extremely difficult, but 
 the best organizations must manage these elements 
 successfully in order to maximize the value of both 
 projects and the overall portfolio. 

Structure  

Resource planning should routinely assess both short and long term project 
resource needs and then utilize uniform estimating methods to allow fair 
comparisons between competing priorities.  Maturity increases as resource 
planning truly reflects organizational priorities and minimize the influence of 
individual advocates.  

Visibility 

Whichever resource planning processes are used, they are more effective if 
all participants understand the competing priorities and why the decisions 
arrived at are the correct ones for success of the overall business.   Maturity 
increases as portfolio communication becomes more transparent and 
natural.  

 

Assess your maturity level in Resource Management: 

 

Comprehensive 
Management 

Short-term and long-term portfolio resource planning 
optimized to maximize portfolio return across all 
businesses. Resource models used to do portfolio 
scenario planning. Longer-term resource needs meshed 
with HR staffing plans. 

Coordinated 
Management 

Short-term and long-term portfolio resource planning 
optimized maximize portfolio return. Time tracking 
used to validate resource projections. 

Consistent 
Management 

Short-term and long-term portfolio resource planning 
done cross-functionally by managers, PMs and 
functions, but with varying effectiveness. 

Inconsistent 
Management 

Short-term portfolio resource planning is done by 
individual functions, but long-term, coordinated 
resource planning is rare. 

No Formal 
Management No structured portfolio resource planning. 1 

2 
3 
4 
5 

Source: IPM’s Maturity Model 



Risk Management 

 Organizations often underestimate the likelihood of risks 
 occurring during a project.  A key part of portfolio 
 management is helping the team to anticipate risks and 
 proactively manage them.   It is better to prevent fires 
 than to attempt to put them out. 

Anticipation  

The use of formal risk management procedures can help identify potential 
problems before they happen and highlight those that may need the most 
attention.   Maturity increases as risk management becomes an integral part 
of PPM.  

Mitigation  

It is not enough to only anticipate risks.  Once risks have been identified and 
prioritized, risk mitigation must occur.  Proactively planning actions to be 
taken if a risk happens ensures that projects and the overall portfolio can 
keep things running smoothly and minimize negative impacts.  

 

Assess your maturity level in Risk Management: 

  

Comprehensive 
Management 

Short-term and long-term portfolio resource planning 
optimized to maximize portfolio return across all 
businesses. Resource models used to do portfolio 
scenario planning. Longer-term resource needs meshed 
with HR staffing plans. 

Coordinated 
Management 

Short-term and long-term portfolio resource planning 
optimized maximize portfolio return. Time tracking 
used to validate resource projections. 

Consistent 
Management 

Short-term and long-term portfolio resource planning 
done cross-functionally by managers, PMs and 
functions, but with varying effectiveness. 

Inconsistent 
Management 

Short-term portfolio resource planning is done by 
individual functions, but long-term, coordinated 
resource planning is rare. 

No Formal 
Management No structured portfolio resource planning. 1 

2 
3 
4 
5 

Source: IPM’s Maturity Model 

A key part of 
portfolio 
management is 
helping the team 
anticipate risks 
and proactively 
manage them. 

“  

“ 



You can assess your organization’s current level of PPM sophistication for 
Organizational Commitment, Process and Methods, Resource Management, 
and Risk Management, but how will you know where you stand relative to 
where you want to be? A balance must be found between the value of 
achieving a specific level of maturity and the effort required to attain it 
because not every improvement is worth the cost.   

Use the following steps to understand what level of maturity your 
organization should aspire to achieve: 

“  

WHAT LEVEL IS RIGHT  
FOR MY ORGANIZATION? “  

Put it Down on Paper 

 List the shortcomings preventing your organization from 
reaching the next maturity level.  These will include the 
weaknesses identified in the above exercise, including a lack of 
management support and uniform processes/tools to help 
projects succeed, poor resource allocation methods, 
unstructured prioritization of opportunities, etc. 

 Brainstorm ways to address these shortcomings.  Do not assess 
the value of the ideas at this point; just capture as many 
potential solutions as possible.  

Evaluate Your Options 

 Rank the maturity-boosting ideas in order of perceived value 
and achievability. 

 Estimate the organizational cost, time, and potential value of 
the top-ranked ideas. 

 Compare the cost to the value for each idea. 

 Determine the cost effectiveness of the best ideas over the 
short (6 months) and long term (2 years). 

Assess the Potential Increase in Maturity 

 Assume all of the affordable ideas above have been 
implemented. 

 Assess what the new maturity levels would be by reviewing 
IPM’s Maturity Model.* 

*Result = This level 
represents the highest 

maturity that is still 
realistic for your 

organization.  

Striving towards the next maturity level and continuing to self-reflect on the 
above exercises will leave your organization with cost-effective, measurable, 
and realistic goals for improving project contributions and achieving business 
goals. Through a diligent focus on improving  your PPM’s Organizational 
Commitment, Process and Methods, Resource Management, and Risk 
Management you can expect to see reduced project cycle time, better 
alignment of resources, improved prioritizing of business initiatives, and 
most importantly more projects achieving their objectives on time and on 
budget. 

ABOUT IPM 
Integrated Project Management, Inc. 
(IPM)  is a consulting firm that advises 
on and executes companies’ complex 
initiatives. IPM applies the discipline 
of project management to Life 
Sciences, Industrial and Consumer 
Products, and Healthcare industries. 
Through careful planning and 
rigorous execution, IPM helps clients 
meets their goals and sustain them – 
efficiently, cost-effectively, and often 
ahead of schedule.  

 
 









I DENTIFYING OPPORTUNITIES



TO increase PROJECT PORTFOLIO MANAGEMENT

MATURITY

Managing projects in an organization with low project portfolio maturity can be an overwhelming endeavor.  Consider managing multiple complex initiatives which continuously miss milestones, deadlines, budgets, and generally lack momentum.  Not only does this sap morale from otherwise excellent employees, it can have dire impacts on your organization’s bottom line.  The aforementioned issues are key indicators that your organization must review its Project Portfolio Management (PPM) processes and identify opportunities to enhance or overhaul your capabilities.

Fortunately, locating and addressing weak points in your PPM organization doesn’t have to be a draining experience.  With the right PPM infrastructure, dedication, and discipline from your leadership team, your organization will quickly experience improved project execution and reap the benefits of evolving its PPM practices. But first, you’ll need to understand your organization’s current PPM maturity level.  

A simple and easy to use tool to baseline your PPM efforts is Integrated Project Management Company, Inc.’s (IPM) Maturity Model.  Once you know where your current maturity stands, it’s time for you to assess your organization from within:

“ 

What should I focus on?



“ 



Organizational Commitment

Without the commitment from an organization’s leadership, PPM systems are either doomed to underperform or outright fail. The appropriate levels of guidance, autonomy, and appreciation are keys to PPM success.

Guidance 

Management has the responsibility to be engaged in the process of prioritizing projects to be performed based on pre-selected criteria – return-on-investment (ROI), regulatory requirements, process optimization, etc. - and to provide the proper resources to complete them.  PPM maturity increases as these decisions are more closely tied to corporate strategies, business goals, and less susceptible to arbitrary changes.  

















Process & Tools

For sustainable success in PPM, every organization needs a structured approach with appropriate processes, methods, and tools that can be tailored to fit the specific needs of a variety of projects.  The number and complexity of such processes and tools will vary, but they have some characteristics in common.

Autonomy 

Once portfolio priorities and objectives are established, project teams must be given the authority to operate within the agreed constraints.  Priorities may change over time, but those changes must be fully vetted and trade-offs must be decided before a change in course is made and project teams are impacted.  Project teams need the freedom to plan and execute projects without unnecessary intervention from changing priorities.   At the same time, management should expect timely updates on progress and issues in order to provide the appropriate level of oversight.  Maturity increases as each group respects the roles of the other.

Appreciation

Because project work may fall outside that of a typical functional or departmental structure, the role of project managers and project teams can sometimes be underappreciated.  Is project management viewed simply as administrative or as a key enabling capability?  Are team members recognized for their project contributions and skills as team members?   Maturity increases as effective project portfolio management is recognized and valued.



Assess your maturity level in Organizational Commitment:



		Comprehensive Management		Project, portfolio, and resource leadership experience a pre-requisite for many senior management positions.

		Coordinated Management		Project, portfolio, and resource leadership experience often leads to higher management positions.

		Consistent Management		Portfolio management staffed and valued.

		Inconsistent Management		Portfolio management inconsistently valued across functions.

		No Formal Management		No management commitment to portfolio management.



1

2

3

4

5

Source: IPM’s Maturity Model



For sustainable success...Every organization needs a structured approach with appropriate processes, methods, and tools that can be tailored [for each project].”

“ 

“











Consistency 

Regardless of the processes and tools in place, their use should be consistent and reliable.  The results obtained will vary depending on the skills and experience of the project teams but the use of standards helps weaker teams succeed while providing management with predictable output from all projects in the portfolio.  Maturity increases as the processes become foundational to the organization and more teams utilize them successfully.

Flexibility

Effective PPM processes and tools can be adapted and utilized for nearly any type or complexity of project, program, or project portfolio.   Some requirements can be reduced or eliminated when appropriate and the tools can be simplified as needed. If the value of use is outweighed by the effort required, consider streamlining the process or tool.  Maturity increases as the processes and tools are consistently applied, but in a way that’s suitable for specific cases.  The goals are effectiveness and efficiency, not bureaucracy and largesse.

Accountability 

Every project should have clearly defined roles and responsibilities for participant or groups of participants - management, project manager, project team member, subject matter expert, etc.  Maturity increases as everyone involved understands and accepts their role.



Assess your maturity level in Process and Methods:

 

		Comprehensive Management		Standard tools are used to assess project value and prioritization, including consideration of balance and risk; resources are allocated according to priority; frequent robust scenario planning.

		Coordinated Management		Projects are customer centric; prioritization tools include consideration of value, strategy, balance, and risk; resources are allocated according to priority.

		Consistent Management		Consistent use of tools for project prioritization.

		Inconsistent Management		Some use of project periodization processes, but use of tools is inconsistent. Valuation of individual projects is not uniform across  functions.

		No Formal Management		No structured portfolio management processes or tools.



2

3

4

5

1

Source: IPM’s Maturity Model



Effective PPM processes and tools can be adapted and utilized for nearly any type or complexity of project, program, or project portfolio. 

“ 

“



















Resource Management

	All organizations, regardless of size or complexity, will 	have competing demands for resources both human and 	financial.  Successfully allocating these resources to align 	with business priorities can be extremely difficult, but 	the best organizations must manage these elements 	successfully in order to maximize the value of both 	projects and the overall portfolio.

Structure 

Resource planning should routinely assess both short and long term project resource needs and then utilize uniform estimating methods to allow fair comparisons between competing priorities.  Maturity increases as resource planning truly reflects organizational priorities and minimize the influence of individual advocates. 

Visibility

Whichever resource planning processes are used, they are more effective if all participants understand the competing priorities and why the decisions arrived at are the correct ones for success of the overall business.   Maturity increases as portfolio communication becomes more transparent and natural. 



Assess your maturity level in Resource Management:



		Comprehensive Management		Short-term and long-term portfolio resource planning optimized to maximize portfolio return across all businesses. Resource models used to do portfolio scenario planning. Longer-term resource needs meshed with HR staffing plans.

		Coordinated Management		Short-term and long-term portfolio resource planning optimized maximize portfolio return. Time tracking used to validate resource projections.

		Consistent Management		Short-term and long-term portfolio resource planning done cross-functionally by managers, PMs and functions, but with varying effectiveness.

		Inconsistent Management		Short-term portfolio resource planning is done by individual functions, but long-term, coordinated resource planning is rare.

		No Formal Management		No structured portfolio resource planning.



1

2

3

4

5

Source: IPM’s Maturity Model



















Risk Management

	Organizations often underestimate the likelihood of risks 	occurring during a project.  A key part of portfolio 	management is helping the team to anticipate risks and 	proactively manage them.   It is better to prevent fires 	than to attempt to put them out.

Anticipation 

The use of formal risk management procedures can help identify potential problems before they happen and highlight those that may need the most attention.   Maturity increases as risk management becomes an integral part of PPM. 

Mitigation 

It is not enough to only anticipate risks.  Once risks have been identified and prioritized, risk mitigation must occur.  Proactively planning actions to be taken if a risk happens ensures that projects and the overall portfolio can keep things running smoothly and minimize negative impacts. 



Assess your maturity level in Risk Management:

 

		Comprehensive Management		Short-term and long-term portfolio resource planning optimized to maximize portfolio return across all businesses. Resource models used to do portfolio scenario planning. Longer-term resource needs meshed with HR staffing plans.

		Coordinated Management		Short-term and long-term portfolio resource planning optimized maximize portfolio return. Time tracking used to validate resource projections.

		Consistent Management		Short-term and long-term portfolio resource planning done cross-functionally by managers, PMs and functions, but with varying effectiveness.

		Inconsistent Management		Short-term portfolio resource planning is done by individual functions, but long-term, coordinated resource planning is rare.

		No Formal Management		No structured portfolio resource planning.



1

2

3

4

5

Source: IPM’s Maturity Model



A key part of portfolio management is helping the team anticipate risks and proactively manage them.

“ 

“











You can assess your organization’s current level of PPM sophistication for Organizational Commitment, Process and Methods, Resource Management, and Risk Management, but how will you know where you stand relative to where you want to be? A balance must be found between the value of achieving a specific level of maturity and the effort required to attain it because not every improvement is worth the cost.  

Use the following steps to understand what level of maturity your organization should aspire to achieve:

“ 

What level is right 

for my organization?

“ 





Put it Down on Paper

List the shortcomings preventing your organization from reaching the next maturity level.  These will include the weaknesses identified in the above exercise, including a lack of management support and uniform processes/tools to help projects succeed, poor resource allocation methods, unstructured prioritization of opportunities, etc.

Brainstorm ways to address these shortcomings.  Do not assess the value of the ideas at this point; just capture as many potential solutions as possible. 



Evaluate Your Options

Rank the maturity-boosting ideas in order of perceived value and achievability.

Estimate the organizational cost, time, and potential value of the top-ranked ideas.

Compare the cost to the value for each idea.

Determine the cost effectiveness of the best ideas over the short (6 months) and long term (2 years).



Assess the Potential Increase in Maturity

Assume all of the affordable ideas above have been implemented.

Assess what the new maturity levels would be by reviewing IPM’s Maturity Model.*

*Result = This level represents the highest maturity that is still realistic for your organization. 



Striving towards the next maturity level and continuing to self-reflect on the above exercises will leave your organization with cost-effective, measurable, and realistic goals for improving project contributions and achieving business goals. Through a diligent focus on improving  your PPM’s Organizational Commitment, Process and Methods, Resource Management, and Risk Management you can expect to see reduced project cycle time, better alignment of resources, improved prioritizing of business initiatives, and most importantly more projects achieving their objectives on time and on budget.



About IPM

Integrated Project Management, Inc. (IPM)  is a consulting firm that advises on and executes companies’ complex initiatives. IPM applies the discipline of project management to Life Sciences, Industrial and Consumer Products, and Healthcare industries. Through careful planning and rigorous execution, IPM helps clients meets their goals and sustain them – efficiently, cost-effectively, and often ahead of schedule. 
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