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I recently attended a project management office training session titled “Building the Hybrid Project 
Management Office (PMO)1”.  This three-part session stressed the importance of stakeholder 
involvement and active executive participation in the implementation of a Strategic Portfolio 
Management Office (SPMO).   
 
The processes covered during the three sessions focused on the concept that portfolio management 
cannot start in the mind of the Portfolio Manager but must start in the minds of the Corporate 
Executives or “C-Floor”.  The C-Floor must communicate their requirements and executive biases early 
to the portfolio management team to ensure they understand the accepted ‘gives and takes’ to obtain 
the expected return on investment.   
 
The sessions were light-hearted, very interactive, and well facilitated.  The presenters took a potentially 
dull session and turned it into one of the best seminars on Portfolio Management I have ever attended.  
The three facilitator’s real world examples of successful and unsuccessful PMOs helped us understand 
how the presented ideas would make the employment of portfolio management more effective. 
 
I was interested in Andy Jordon’s presentation titled “PMO + (Effective) PPM = Success”.  Andy’s focus 
was centered on the concept that “The right PMO, the right portfolio approach and the right 
integrations” are the key to success.  He espoused Mark Perry Price’s previously presented key idea that 
the portfolio manager must understand the senior leadership executive biases. Portfolio managers must 
realize that if you do not know the “executive biases”, then how will you know when you’ve reached 
success?  
 
The idea throughout Andy’s presentation was centered on how to integrate the different levels of 
portfolio management, from the Tactical to the Strategic (Figure 1).  
 
Strategic portfolio management covers the aspects of enterprise portfolio and overall business 
transformation, i.e., the transforming of the business and oversight of all product portfolios.  This is the 
level where the SPMO should operate 
to leverage the capabilities of the 
more tactically focused PMOs to 
create an environment that allows 
portfolio success.  
 
Tactical portfolio management is the 
level where the operational or 
departmental portfolio management 
originates which includes the business 
operations portfolios, support 
portfolios, and actual product related 
portfolios.  These portfolio, program, 
and project managers focus on where 
the operational and support work is being accomplished.  These managers should be concerned with 
returning the best value for the effort.   
 

                                                           
1 Information on the Building the Hybrid Project Management Office (PMO)Workshop can be found at 
https://www.projectmanagement.com/workshops/workshop.cfm?ID=6 

 

 
Figure 1 Strategic versus Tactical Portfolio Comparison 
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Andy’s challenge to Portfolio Managers is based on the idea behind the Albert Einstein quote “The 
significant problems we face cannot be solved at the same level of thinking we are at when we created 
them.”  This idea was substantiated in the survey performed by the Center for Business Practices which 
discovered that over 50 percent of surveyed senior portfolio managers believed that the failure of 
portfolio management was caused by badly developed and implemented portfolio management 
processes2.  Successful creation of a portfolio driven organization is based on two portfolio 
management premises: 

(1) Portfolio management must be the hub with other business functions supporting as needed  

(2) Organization’s goals must come first followed closely by the portfolio and, finally, that everything 
else which is driven by the decisions garnered the organization’s goals and portfolio successes.  

 
Portfolio success is dependent on things going right from the start!  For this to work; portfolio 
management must be enterprise-wide from the top down from inception.  The earlier problems are 
identified—the cheaper they are solved and the easier they are to avoid or resolve.  Executives know 
investment capital is a limited commodity and money spent must provide the greatest return on value.  
They know any “wasted” investment impacts the company’s morale, reputation, opportunity, etc.  
Executives also know a lack of knowledge is the greatest barrier to success; common knowledge through 
communication is an enabler.  When used correctly, success grows exponentially as employees 
understand where the organization is headed.   
 
The standard program management concepts of people, processes and tools are not enough to 
guarantee portfolio success.  Portfolio management, no matter at what level, requires a mind shift in 
how people think about their projects and the impact they have on the value returned.  Portfolio 
management requires a shift in thinking from the standard organization thought of doing the day to day 
“stuff” and doing more of the delivery of change.  The day to day “stuff” is easier and more convenient 
but organizations must shift to a vertical and horizontal integration pattern to reduce misalignment and 
drive toward better integration and consolidation of change to reduce the misalignments and increase 
the return on investment. 
 
Thus concluding, viable portfolio management must be the center of the organization; must have ‘C-
Floor’ buy-in with the full knowledge of the executive biases, keying on the fact that synergy comes from 
an integrated, consistently managed PMO ecosystem that realizes that portfolio execution requires an 
end to end commitment.  The company must realize that products are not the most important thing 
going on, but that they are the tools for the success of the portfolio and ultimately the company.  The 
key to any successful portfolio management effort is that the organization must focus on portfolio 
execution with a single integrated approach from start to finish and from top to bottom.   
 

                                                           
2 Center for Business Practices Survey of Project Portfolio Management Practices 
http://www.prioritysystem.com/survey.html 
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