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Doing PPM Right
Most organizations are “doing PPM”, but are they doing PPM right?

by Steve Romero
IT Business Value Activist and IT Governance Evangelist

A recent analyst study found that 75% of organizations are “doing Project and Portfolio Management (PPM).” This is a reassuring statistic for the countless analysts, researchers, academics, and pundits who rightfully view PPM as a critical business process that is essential to the success of every enterprise. Though encouraging, the statistic is also potentially misleading. The study did not validate that respondents had a consistent or even a correct view of PPM. The statistic should have read, “75% of organizations are doing something they are calling PPM.”
Ask members of your business leadership team and your IT leadership team to write down the meaning of those three letters – PPM – or even members of your PMO or project management ranks. You are quite likely to see disparate and even contrasting views. I spent the past five years traveling around the world visiting one PPM-challenged organization after another. Amongst those companies and government agencies, I encountered countless variations and approaches to PPM. Though the differences in this critical enterprise discipline were all over the map, there were some common circumstances. PPM processes were
· almost always driven/sponsored by IT/CIO

· addressing only a subset of PPM capabilities

· addressing only a subset of Enterprise investments

· spotty, with business unit-specific implementations

· almost always “relegated” to IT

· not thoughtfully and thoroughly implemented

· devoid of passionate process ownership and management

Given these circumstances, PPM processes varied greatly from one organization to the next. This would not necessarily be a bad thing if it was based on a sound understanding of the discipline resulting in reasoned and rational PPM process design and thoughtful and thorough PPM process implementation. Though almost every organization will lay claim to doing PPM, few are actually doing it right. PPM is the means for the enterprise to achieve its goals and realize its strategy. PPM steers the ship. But for many organizations PPM is primarily if not solely devoted to managing demand and allocating resources. Expensive and potentially powerful automated PPM solutions are often little more than overpriced time accounting systems.
Study after study shows PPM is still generally immature in enterprises today. PPM processes will continue to be immature and enterprises will continue to miss out on incredible opportunities until these organizations understand what PPM is and how to do it right.

There are many authorities and some really good books on the topic of PPM. The Project Management Institute (PMI) published an excellent but seldom read “Standard for Portfolio Management.” The IT Governance Institute (ITGI) developed a fantastic PPM framework called “ValIT.” Executive leadership, directors, managers and program and project managers must all have an understanding and appreciation of the discipline if there is to be any chance of PPM success. The problem with many of the great PPM treatises is their length and complexity. The challenge is getting each PPM stakeholder to take the time and effort to read these resources to gain a solid understanding of this essential enterprise discipline.

To help overcome the barriers to sufficient and collective PPM understanding I developed the PPM “SCAD” model. To do PPM right, there are four questions the business process must ask and answer:

· Should we?

· Can we?

· Are we?

· Did we?

Should we? Is the investment in the best interest of realizing our strategy and meeting enterprise goals?

Can we? Does our organization have the capacity, capability, and resiliency to undertake the investment?

Are we? Once approved, are we making the progress required to realize the projected value of the investment, and if not, should we spend the money to fix it or accept a loss and kill it?

Did we? Once completed, did the investment deliver the expected value and if not, why?

Sound and mature PPM processes answer each of these critical questions. I say sound and mature because doing PPM right doesn’t happen on Day-1. It takes time and perseverance. Sound and mature PPM requires scads of executive sponsorship and accountability, scads of business and IT involvement, and scads of data. And don’t be fooled by its simplicity, the model entails scads of complexity.
Though this simple model belies the complexity of PPM, it provides an uncomplicated and straightforward mechanism to portray its potential. This simple model can be used to engage everyone in the enterprise in a dialogue about PPM, how it is currently working, and not simply whether or not it is being done, but whether or not PPM is being done right.
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