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Abstract
Interest in Project Portfolio Management (PPM) has significantly increased in recent years
amongst academics and practitioners. Project Portfolio Management is a dynamic decisionmaking process in which new projects and/or programs are evaluated, selected and prioritised
and resources are allocated to achieve strategic goals. PPM was initially considered in fields
such as financial sectors and later in research and development, new product development
and information technology. PPM has a strong research base in areas such as methods, tools,
processes and mathematical formulas. PPM has been identified as a regime that manages
multiple projects simultaneously and enhances organisations in order to achieve their
strategic goals.
However, there seems to be limited theory that clarifies what PPM is or how it should be
conceived and equally limited methodological tools for its examination. Given the complex
nature of context of PPM, this research was motivated to clarify and conceptualise its
meaning. The aim was to provide a structure to PPM and to simplify PPM theory.
The State-Transition Approach is a well-established and reliable approach to
conceptualising dynamic systems. In this thesis, an 'Organisational State-Transition
Approach' (OSTA) is developed and deployed as a means for studying the domain. OSTA
has been used in this study to conceptualise PPM literature, collate data and provide analyses.
Five Australian government agencies and two industry cases were selected to participate in
the research through interview and document review processes. These data have been
analysed in terms of OSTA, including state indicators, transition actions, desired states or
goals and organisational learning, to understand PPM in practice.
Findings of the study are important in better understanding the complexities of PPM. The
research found new criteria, states and goals which were not detected previously in PPM
literature. Gaps in understanding the relationships between actions and desired state of
organisation system were exposed. The lack of effective tools for instantiating many PPM
concepts are revealed. This research study provided a greater understanding of PPM
introduces a new method for its exploration and opens the door for both academics and
practitioners to further research and deploy PPM.
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Figure 1-1: Chapter 1 Outline

1.1 Context and Research Aim
For organisations to deliver better outcomes, managing concurrent projects is essential.
Project Portfolio Management is discussed as a regime to manage multiple projects to gain
benefits from projects and programs. PPM is a dynamic decision-making process in which
organisations should select and prioritise projects and resources to achieve the strategic goals
of an organisation.
The academic review of PPM literature (detailed in Chapter 2) indicates there is a lack of
clarity and understanding in the field. While the number of PPM publications continue to
grow (Killen et al. 2007; Artto and Dietrich 2004; Patanakul and Milosevic 2009) and the
number of conferences focused on PPM has significantly increased. These tend to emphasise
the development of new methods (Iamratanakul and Milosevic 2007; Milosevic 2003),
mathematical formulas (Iamratanakul et al. 2008; Dickinson et al. 2001; Kremmel et al.
2011), processes (Jeffery and Leliveld 2004a; Morris and Jamieson 2004; Cao et al. 2006)
and frameworks (Archer and Ghasemzadeh 1999; Amaral and Araujo 2009; De Reyck et al.
2005) to implement PPM (Jonas 2010). These publications rarely attepmt to define the nature
of PPM or clrealy identify the value of PPM for organisations. The application of PPM and
1|Page

its software has been continuously growing. Recently, the Australian government invited its
agencies to apply PPM and have a Portfolio Management Office (PMO) within their
organisation. While organisations have implemented PPM, there have been limited studies
regarding its current use.
Although the interest in PPM is growing, the discipline of PPM appears to have little study
in conceptual framework for managing portfolios. According to Killen’s (2008) Australian
PhD study and Turner (2010), PPM is atheoretical in nature. In addition to this, there
continues to be limited theory that clarifies what and how PPM is or should be implemented.
According to Martinsuo’s (2013, p. 794) European study in PPM, possible issues in the
current PPM theory are “lack of awareness of practice (i.e., what managers actually do) and
context (i.e. what are the unique conditions in which the project portfolio is being managed)”.
It is stated by Martinsuo (2013, p. 801) that PPM’s futures research “could explore the
behavioural and organisational viewpoints that embrace the dynamic and complex nature of
practice and context.”
Therefore, this research was motivated to clarify and better conceptualise PPM. The aim of
the research was to provide a structure to PPM and to better understand PPM theory. This
thesis provides a greater knowledge of PPM theory and introduces a new method for its
exploration in academic and practice, and opens the door for both academics and practitioners
to further research and deploy PPM.
This chapter first provides a brief introduction and definition of PPM and a conceptual
framework for this study and related concepts following the structure outlined in Figure 1-1.
The summary of the literature justifies the importance of this research and clarifies the
objectives of this research study. Next, the methodology is introduced and briefly outlined.
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Additionally, the main contributions and significance of this study are summarised. Finally,
this introduction highlights the limitations of the research and described the thesis structure.

1.2 What is PPM?
This section introduces PPM and related concepts in order to set the context for the
research. Chapter 2 provides PPM literature from three main perspective of academic,
industry, and software review.
Briefly, PPM is defined as “a collection of projects and/or programs and other work, that
are grouped together to facilitate effective management of that work to meet strategic
business needs” (PMI 2006). The literature indicates that there is an increasing emphasis on
establishing and improving PPM in organisations. This interest is related to an intensified
focus on improving PPM methods and processes and the trend towards a more strategic
perspective for the management of projects (Killen and Hunt 2012). PPM is a “dynamic
decision-making process in which new projects and programs are evaluated, selected and
prioritised and balanced in the context of the existing projects and programs within the
portfolio” (Cooper et al. 1999).
According to Killen and Hunt (2010), PPM includes policies, practices, activities,
procedures, methods, and tools that assists ongoing resource allocation and reallocation
among a portfolio of projects to maximise the success of the organisation.
Project portfolio management is the most advanced project management (PM) and program
management (PrgM). These theories are compared in detail in Chapter 2. Three main PPM
literature sources were identified and studied in this research study.
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1.3 What is Conceptual Framework for this Study?
This section introduces the conceptual framework and related concepts in order to set the
context for the research. Chapter 3 develops the conceptual framework and frames the PPM
literature in terms of it.
As a domain of study, PPM is characterised by undisciplined and diverse opinion as to its
approach to academic, industry and software support. To address the issue of PPM being
'atheoretical', this research developed a conceptual framework to provide a clear and coherent
framework to the study of the PPM.
The conceptual framework has been derieved from State-Transition Models (STMs). StateTransition Models (STMs) are being used as reliable and well-established models in Clinical
(Siebert et al. 2012) and Ecological (Stringham 2003) applications in order to analyse the
state of the ecosystem and to examine patient’s status in different medical time frames. They
also have applications in software engineering where they are used in Unified Modelling
Language (UML) and state charts (UML 1997).
In this research, STM has been adapted to an organisational setting to better conceptualise
PPM. Organisational State-Transition Approach (OSTA) has been developed to frame PPM
literature and to investigate PPM in organisations. It is the OSTA’s clarity and completeness
which makes this approach useful to better understand PPM. Therefore, PPM is adapted in
terms of OSTA in Chapter 3. This thesis analyses PPM in terms of OSTA. The findings from
this analysis discussed in Chapter 7.

1.4 Research Objectives and Justification
The main objective of this research was to explore PPM in terms of the developed OSTA.
First, the OSTA has been investigated from PPM literature perspective to formulate the
research framework in Chapter 3. Second, the OSTA has been explored in terms of
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organisations to empirically study the PPM in practice (see, Chapter 5 and 6). This study
develops the OSTA in terms of three main states; (i) state indicators (to understand scope,
success measures and reasons for implementing PPM), (ii) desired goals (to identify goals),
(iii) transition actions (to investigate actions).
While PPM literature emphasises the new developing methods for managing portfolios,
there are few studies that indicate how and what organisations might achieve with PPM
practices. This study addresses significant gaps in PPM literature and investigates PPM
practices to develop a framework of OSTA to better understand PPM theories.
Project portfolio management goals in terms of academic and software literature were
studied to identify the potential gaps and to add valuable information to PPM literature. This
study investigated what software companies are delivering and what the academic literature is
highlighting as PPM goals. The comparison assists the research to understand PPM goals
better. The literature is then analysed in terms of OSTA.
It has been encouraged by the Australian Federal Government that organisations should
apply PPM practices to enhance their management practices (Young et al. 2011); however,
there seems to be no complete assessment of PPM to identify if they are doing the right
things and achieving what was asked. The government has also invited agencies to assess
themselves based on P3M3 (Portfolio, Program, and Project Management Maturity Models).
A more detailed discussion of P3M3 is presented to understand its importance in this study.
The P3M3 assessment identifies the current level of maturity and the level they wish to
achieve. It also shows where organisations need to improve. This study analysed P3M3
reports of the studied government agencies.
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In summary, this thesis develops OSTA in terms of PPM literature in conjunction with the
organisations. It develops the OSTA to address research objectives, articulates data
collection, data analysis, findings and discussion.

1.5 Methodology Introduction
The purpose of this research was to address two of the major gaps in PPM literature: the
lack of framework for managing portfolios and the lack of content in PPM practices. The
government and industry organisations in Australia were studied to achieve these objectives.
One of the major contributions of this research is to understand the application and
implementation of PPM in organisations. This contribution simplifies and clarifies the
meaning and purpose of PPM. In this analysis, PPM goals from organisations’ perspectives
were explored and are discussed and the significant and common themes from empirical data
are considered so as to further understand the complexities of PPM.
Research was

conducted through interviews and

rigorous document analysis.

Organisational state-transition approach was used to frame the interview questions to analyse
PPM in three primary states: ‘state indicators’, ‘transition actions’, and ‘desired state’ of
organisations. The collected documents were examined based on OSTA. The use of different
sources of data from interviews and document analyses reinforced the reliability of the
findings of this study. The studied organisations included five government cases and one
industry case and its two clients. OSTA has also been used to articulate the document
analyses. In this report, data sets were gathered for each case based on three states and were
analysed. These data are valuable in terms of adding information to the interviews and
content of PPM. The documents were provided during the interviews or searched from the
internet.
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The findings from collected data were then categorised. Data is analysed and discussed in
terms of its significance and common use. These data sets enabled developments of OSTA in
PPM from an empirical perspective.

1.6 Main Contribution
This research study contributes to both theory and practice. One of the major contributions
is the analysis of PPM. In this respect, new criteria that have not previously been considered
as main topics in PPM are discussed. In addition, PPM goals are identified in this study.
Another significant contribution of this research is the development of OSTA in PPM. The
findings on OSTA address a significant gap in the PPM literature. The results reveal that
although PPM has been established more recently in industries, PPM practices are not well
outlined and understood. The research provides a valuable perspective on PPM by
implementing the OSTA. The findings illustrate an efficient framework for organisations. In
terms of the OSTA, this research looks at three states: current state, future state and actions.
This analysis highlights the gaps and discusses how organisations can improve their
performance by using this framework.
This research study also contributes to practice by developing the OSTA and explaining
how OSTA assists organisations to achieve improved outcomes in Chapter 7.
Finally, the literature of PPM is summarised and reviewed in this thesis. PPM literature is
conceptualised in terms of the OSTA to highlight and summarise the literature and to analyse
the empirical data. Chapter 7 provides a more thorough discussion of the significant findings
in relation to the research objectives.

1.7 Limitations
The findings of this research should be considered in the context of the study’s constraints.
The findings of this study are based on five Australian Government agencies and two
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industry cases. Five public sector cases were developed, and one industry case including two
clients were studied in order to gather the required data. Although the findings are valuable
for research and for the field, it may not be applicable to all government agencies. In
addition, the data collection for this study was undertaken over a short period and future
research employing longitudinal studies would be required to capture in-depth information
about PPM practices in organisations. Further discussions on the limitations of the research
are included in Chapter 7.

1.8 Thesis Structure
This thesis contains seven chapters. Chapter 2 presents a comprehensive review of the
theoretical background to PPM. Chapter 3 develops a conceptual framework of the OSTA in
terms of PPM. It also outlines and justifies issues in the PPM literature. Chapter 4 includes
details of the methodology and methods designed for this study via qualitative interviews and
through document analyses. The summary of findings from cases is outlined in Chapter 5.
Chapter 6 extends the findings and analyses them based on the OSTA. In this chapter, the
OSTA is analysed in terms of empirical data. Chapter 7 brings together the findings and
addresses the identified research objectives. A conclusion and identification of future
research opportunities indicated by this research are included in this final chapter.
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2 Literature Review
Chapter 2 Literature Review
Outline with section numbers
2.1 Introduction
2.1.1 Project Management
2.1.2 Program Management
2.2 Project Portfolio Management
2.2.1 Project Portfolio Management Theory
2.2.2 PPM Interdependencies with Projects and Programs
2.2.3 Approach to PPM Academic Literature
2.3 PPM Academic Literature
2.4 PPM Software Literature
2.4.1 Approach to PPM Software literature
2.4.2 PPM Goals from Software Perspective
2.4.3 Comparison of Academic and Software Goals
2.5 PPM Industry Standards
2.5.1 P3M3 Model
2.6 Comparison of PPM Academic, Software and Industry goals
2.7 Summary of Chapter
Figure 2-1: Chapter 2 Outline

2.1 Introduction
The numbers of tasks and activities involved in organisations have significantly increased
in recent years. As a result of this progress, the management of projects has become more
complex. Due to this complexity, management of single projects is no longer sufficient for
organisational success (Elonen and Artto 2003; Dammer and Gem 2006; Dammer et al.
2006). Today, companies require a proactive and structured management of the projects in
order to stay ahead of competitors (Dammer 2008; Patanakul and Milosevic 2009; Heising
2012; Beringer et al. 2012; Beringer et al. 2013).
Due to this development, project management (PM) and program management (PrgM)
theories are not adequate to achieve goals. For this reason, it has been suggested that
organisations are not only aiming at ‘doing the projects right’ but also ‘doing the right
projects’. Project portfolio management (PPM) theories emphasise doing the right projects
(Blomquist and Muller 2006; Cooper et al. 2002a). To achieve the goal, organisations are
9|Page

required to adopt portfolio management tasks and activities (Heising 2012). The task of PPM
includes a “dynamic decision-making process in which new projects and programs are
evaluated, selected and prioritised and balanced in the context of the existing projects and
programs within the portfolio” (Cooper et al. 1999).
PPM is an emerging aspect of business management that promotes and facilitates a holistic
perspective to optimise benefits (Kendall and Rollins 2003). PPM have become more
prominent and PPM theories are gradually becoming more influential (Killen et al. 2007)
with academia and industry devoting increasing attention to the phenomenon (Artto and
Dietrich 2004; Dammer and Gem 2006; Patanakul and Milosevic 2009; Voss 2012). Some
studies suggest that PPM is one of the biggest advancement in project management practice
(Levine 2007). A previous literature review of PPM by Killen et al. (2007) suggests this
status has resulted in an increase in published PPM related journal articles from 2 in 2000 to
thirty-five in 2004. Development of standards in portfolio management as well as the
inclusion of chapters on PPM that are prominent in project management textbooks are
another example of this fast growing phenomenon.
PPM is suggested as one way of reducing typical problems found in project-based
organisations (Pedersen and Nielsen (2011)): Starting far too many projects compared to
available resources to select and prioritise projects and resources (e.g. Cooper and Edgett
2003; Blichfeldt and Eskerod 2008), projects not linked to strategic goals (e.g. Kendall and
Rollins 2003), lack of cross functional working, and resistance to change (De Reyck et al.
2005), resistance to kill poor projects, always selecting short-term and easy project reducing
future success potential and competitive advantage.
The relatively new phenomenon of PPM has thus been the focus of this research study. In
order to better understand the field, the theoretical backgrounds to PPM, including PM and
PrgM theories, are discussed in this section. Following the structure in Figure 2-1, PPM
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theory and literature from three primary resources – “academia, industry and software tools
“are considered in this chapter.
This chapter provided a basis for papers (see Sarbazhosseini et al. (2013); McDonald and
Sarbazhosseini (2013); Sarbazhosseini and Young (2012)) which were peer reviewed and
modified accordingly (see Appendix-A for more details).
2.1.1 Project Management
A project is defined as “an endeavour (temporary (PMI 2008)) in which human, (or
machine) material and financial resources are organised in a novel way to undertake a unique
scope of work, of given specification, within the constraints of cost, quality and time, so as to
deliver beneficial change defined by quantitative or qualitative objectives” (Turner 2009). As
discussed in Shehu and Akintoye (2009), the UK’s Office of Government Commerce (OGC
2007) define a project as “a unique set of coordinated activities, with definite starting and
finishing points, undertaken by an individual or team to meet specific objectives within
defined time, cost and performance parameters”.
Project Management (PM) can be defined as the management of the project(s) from start to
completion. In addition, OGC (2007) described PM as more than the tasks carried out by a
project manager; where it is a mixture “of the roles and responsibilities of individuals
assigned to the project, the organisational structure that sets out clear reporting arrangements,
and the set of processes to deliver the required outcome. It ensures that everyone involved
knows what is expected of them and helps to keep cost, time and risk under control.” Due to
the importance of PM, Maylor et al. (2006) describes that all organisations are somehow
involved in project management activities. It can be observed that the scope of PM is the
timely delivery of projects within the budgeted cost and quality (Bruke 2003) as is discussed
in Shehu and Akintoye (2009).
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2.1.1.1 Project Management Theory

The widely cited Standish Group (CHAOS 2013) report that in 2013, 43% of projects were
challenged (late, over budget, and/or with less than the required features and functions) and
18% failed (cancelled prior to completion or delivered and never used). While these numbers
represent an improvement in the success rates when compared with the results from previous
studies, it still shows that over 60% of projects are failing to deliver, or not delivering what
was promised.
Other reports suggested 68% of projects deliver no business benefits at all (Clegg et al.
1997; Young and Jordan 2008). Continuing project failure rates suggest that theories of PM
may not be complete, and PPM perhaps is part of the solution, but there appears to be no
research to validate this.
Few studies were undertaken to predict the future of PPM. These studies show that PPM
theories are becoming popular. For example, based on the findings of Crawford et al. (2006)
about trends in PM studies over a 10 years period, project evaluation and improvement, and
strategic alignment (which is one of the main objectives of PPM) are increasing in their
significance to the field.
In 2008, research funded by the Project Management Institute, specifically investigated PM
in allied disciplines from 18 top management and business journal publications and
categorised it into eight disciplines. The results of the study indicate the ranking of
occurrences, from most to the least considered subjects, over the previous 50 years. This
included (1) strategy/portfolio management; (2) operations research/decisions sciences; (3)
organisational behaviour/ human resource management; and (4) information technology/
information systems. In particular, the strategy/PPM category was the most popular subject
starting from the 1970s with a steady and continued upward trend in research interest. It is
concluded that strategy/PPM is the most important project management research subject
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among the eight allied disciplines in the top management and business journals...” and “...it
seems strategy/PPM (30%) will continue in the future...” (Kwak and Anbari 2009).
Project management theory focuses on the on-time, and on-budget delivery of individual
projects (PMI 2008). However, this emphasis has become increasingly irrelevant as
organisations frequently undertake multiple projects at the same time in order to react to fast
changing condition, and to stay competitive.
The Program Management (PrgM) theories were developed to solve the benefit realisation
issues initially on top of on-time and on-budget deliveries but there still seem to be no
satisfactory rate of project management. PPM is called the natural evolution of project
management in PMI (2011) and indicates the importance of PPM theories. The PrgM theories
are considered below to better understand the theoretical background.
2.1.2 Program Management
The word ‘program’ has various synonyms that have been used over the past 20 years
which are in common use. They include (i) Multi-Project, (ii) Portfolio of projects, (iii)
Macro projects, (iv) Project (typically large projects); and (v) Complex change (Ferns 199).
Program Management (PrgM) is “a group of projects that are managed in a coordinated
way to gain benefits that would not be possible were the projects to be managed
independently (Ferns 1991). Several publications defined PrgM as the centralised,
coordinated management of a group of projects to achieve the programme’s strategic benefits
and objectives (Bruke 2003; Lycett et al. 2004; PMI 2006).
There are a number of definitions of program and these definitions have elements in
common as well as differences. The key common points are that programs typically cover a
group of projects, that their management must be coordinated, and that they create a synergy
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which will generate greater benefits than a project could do individually (Morris and Pinto
2007).
2.1.2.1 Program Management Theory

Ferns (1991) believed that many projects fail to be successful because they do not deliver
the expected results or they suffer schedule delay or budget overruns. According to Ferns
(1991), the drivers of PrgM failure are lack of objective evaluation; lack of clear and agreed
objectives; poor leadership and teamwork; a lack of risk management; organisational and
political issues; inefficient use of resources, poor visibility of projects by senior management
and weak reporting; and lack of prioritisation both within and between projects.
Authors and practitioners from strategic management or strategic planning (Mintzberg
1994) disciplines perceive programs as vehicles for applying strategy and for bringing about
corporate renewal, and as alternative organising structures as discussed by Pellegrinelli et al.
(2007).
Program management is also used by the majority of companies, mostly within the context
of managing a large group of high-valued projects with a common goals and delivering
regular benefits over a protected period (Morris and Pinto 2007).
PrgM weaknesses can be traced back to two erroneous assumptions by Lycett et al. (2004):
that (i) PM and PrgM are essentially equivalent, and (ii) a single standard approach to PrgM
is applicable in all circumstances. Particular issues that arise as a consequence of these
flawed assumptions include:


A dysfunctional and bureaucratic mode of program management due to an
excessive control focus.



Ineffective alignment between programs and an evolving business context (Lycett
et al. 2004).
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Therefore, the PrgM concepts are dysfunctional and ineffective in terms of alignments
(Lycett et al. 2004). It is also suggested by Artto et al. (2007) in their bibliometric study that
there is a clear gap in foundations of programs and their scientific basis. Because of the gaps
found in PrgM literature, the demand for PPM is even greater, further reinforcing the need for
on-going discovering research.

2.2 Project Portfolio Management
The project portfolio is defined as “…a collection of projects and/or programs … and other
work, that are grouped together to facilitate effective management of that work to meet
strategic business needs” (PMI 2008). The project portfolio is “a group of projects that
compete for scarce resources and are conducted under the sponsorship or management of a
particular organisation” (Archer and Ghasemzadeh 1999; Dye and Pennypacker 1999).
According to Kumar et al. (2008) and Voss (2012) and project portfolios can contain
various types of projects, such as research and development (R&D) projects (Dickinson et al.
2001), new product development (NDP) projects (Cooper et al. (1998 and 1999)), and IT
projects (Jeffery and Leilveld 2004b). PPM has been identfied as long-term but not
temporerly like PM or PrgM.
2.2.1 Project Portfolio Management Theory
PPM is an art and science that requires the application of a body of knowledge and set
skills, tools, and techniques (Dye and Pennypacker 1999), policies, practices, procedures and
actions (McDonough and Spital 2003) in order to meet strategic requirements of organisaiton.
PPM is a “dynamic decision-making process in which new projects and programs are
evaluated, selected and prioritised and balanced in the context of the existing projects and
programs within the portfolio” (Cooper et al. 1999). A sound, commonly acceptable
definition for the portfolio and portfolio management is “a project portfolio is a collection of
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projects to be managed concurrently under a single management umbrella where each project
may be related or independent of others” (Martinsuo and Dietrich 2002). Portfolio
management consists of “the management of multi-project organization and its projects in a
manner that enables the linking of the projects to business objective” (Artto et al. 2001).
Portfolio management has been adopted in the ICT (Information and Communication
Technologies) management domain from the finance sector. In that sector, assets have
differential risks and returns so portfolios are adjusted best to meet the goals of the portfolio
owner in changing market circumstances. As an analogy, large organisations invest in a range
of ICT projects and these have differential expected returns, business impacts, and internal
and external risks. PPM is the regime that manages the ICT project portfolio.
Portfolio management is an important and vital senior management challenge, according to
Cooper et al. (1998 and 1999). It is highlighted that higher performing businesses tend to rate
the importance of portfolio management much higher than poor performing firms.
Organisations are attracted to PPM because of the claimedbenefits. Kersten and Verhoef
(2003) and Verhoef (2002) argue that firms reduce IT (Information Technology) spending by
10 to 40 percent using PPM. Laslo (2010) claims that PPM allows an organisation to
maintain agility while avoiding wasteful investments, and Thorp (1999) argues PPM
techniques are fundamental to getting value from IT projects. According to Rongzeng et al.
(2005), banks considering ways to cut costs and eliminate waste in IT expenditure are
advised to start taking a portfolio management approach. The study of Jeffery and Leilveld’s
(2004a) US-based empricial investigations invloving IT-organisations show that 65% of the
CIO’s believed that PPM provides significant businness value.
This research study categorises PPM based on the three main resources of academic
literature, industry standards and PPM software literature.
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2.2.2 PPM Interdependencies with Projects and Programs
Projects, programs, and portfolios have different management approaches. The Project
Management Institute (PMI 2008) has discussed the comparison of projects, programs, and
portfolio views across several domains (see Table 2-1). In this table, differences are discussed
based on six areas.
Table 2-1: A Comparative Overview of the Project, Program and Portfolio Management
(Adapted from PMI (2008, p. 5))
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The below Table 2-2 aims to clarify each of these theories contributing to organisational
goals by describing their definitions and goals.
Table 2-2: PM, PrgM, and PPM Theories in terms of Contributing to Organisational Goals
(Adapted from PMI (2013, p. 1))

There is always confusion between PPM and PrgM (Morris and Pinto 2007). PPM has been
confused and used interchangeably with PrgM. It is not surprising to note some confusion in
the definition of new concepts; as is the case with most of the present studies of program and
project portfolios. The confusion in the literature stems from a semantic gap between the
implications given to the concepts of program and project portfolios (Aubry et al. 2007).
Tuner (2009), however, mentioned that programs and portfolios should not be confused
because of the main difference between them; that is, programs have standard outputs, and
portfolios have universal inputs (Filippov et al. 2010b).
In order to clarify differences between programs and portfolios, it is efficient to look at a
comparison of drivers of both theories from literary perspectives (see Table 2-3). This table
indicates that PPM is mainly focused on the prioritisation, strategic alignment and increasing
progress of projects while there are too many active projects in the pipeline, while PrgM
emphasises clear objectives, visibility and teamwork.
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Table 2-3: Drivers for PrgM and PPM Theories

Program Management
Many projects fail to be successful because
they do not deliver the expected results, or
they suffer schedule or budget overruns.
(Ferns 1991)








Project Portfolio Management
Reasoning in PPM literature are:





too many active projects
projects not linked to strategic goals
wrong projects
an unbalanced portfolio (Kendall and
Rollins 2003)

lack of objective evaluation
lack of clear and agreed objectives
poor leadership and teamwork
lack
of
risk
management,
In addition to the above, the following may
organisational and political issues,
apply:
inefficient use of the resource
 too many projects in the pipeline
poor visibility of projects by senior
 high degree of conflict over existing
management and weak reporting
resources
lack of prioritisation both within and
 slowing project progress
between projects
 reducing successful competition rate
(Morris and Pinto 2007)

Both portfolio management and program management focus on prioritising resources and
optimising business benefits (Kerzner 2004). PPM, as Morris and Jamieson (2004) outline,
tends to be about selection and prioritisation of projects or programs. PrgM is about the dayto-day management of programs (products, platforms, brands, or multiple projects) to deliver
business value (OGC 2007).
Because PPM supports the organisation’s strategic goals and focuses on prioritising
projects and programs to ensure that appropriate financial support is being allocated in
support of these goals, PPM should be considered critical for organisations (PMI 2013).
The following section discusses the approach that is taken to study PPM.
2.2.3 Approach to PPM Academic Literature
Information systems (IS) research is continuously growing and its rapid diffusion has been
accompanied by an increasing body of research exploring both the potential and challenges
connected with the design and use of IS (Dutta and Mia 2010).
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A review of past literature is a critical endeavour for any academic research (Webster and
Watson 2002). , Effective literature reviews should “methodologically analyse and synthesise
quality literature; provide a firm foundation for a research topic and the selection of research
methodology; demonstrate that the proposed research contributes something new to the
overall body of knowledge or advances the research field’s knowledge base, and when
relevant- suggest a research agenda for the topic under investigation” as discussed in (Levy
and Ellis (2006); Chiasson et al. (2009); Bandara et al. (2011)). A good method is important
for a comprehensive and truthful literature review for any IS study (Levy and Ellis 2006;
Vom Brocke et al. 2009). However, IS researchers tend to be unaware of the necessity for
structure in literature reviews (Okoli and Schabram 2010).
While researchers conduct literature reviews, step-by-step guidelines on how to collect,
synthesise and analyse literature for information systems studies is very limited. In order to
better present the literature in this study, the structure presented in Figure 2-2 has been
followed.
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Keyword
Search

Database

Analyse
Literature

Academic
Literature

Software
Literature

Industry
Literature

Develop
Conceptual
framework

Processes

Data sources

Figure 2-2: Structure for Literature Review

Different database sources were searched to gather the required literature to better
understand PPM literature (see Table 2-4).
Table 2-4: Searching Sources
Sources
International Journal of Project Management
Project Management Journal
European Journal of Operational Research
Research Technology Management
IEEE International
IEEE Transactions
Management Science
Journal of Product Innovation Management
Books
Other publications

The research involved a number of key approaches, including a manual search of papers in
known and popular journals followed by a more extensive keyword search across numerous
academic and industry databases. The focus of this initial approach was to examine critical
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papers, books, and articles in order to identify key themes and common principles that might
exist across key PPM literature. These sources were used to gain a complete and adequate
analysis of PPM literature.
The second phase of this review involved keyword searches through a set of academic
databases to capture all published papers on PPM, as detailed in Table 2-4. To ensure the
superset of papers was obtained, a keyword search using ‘project portfolio management’ and
‘portfolio management’ was used.
For the purpose of this research, PPM definitions, tools and techniques, goals, and success
measures were studied in title and abstract as well entire text search. Following the Figure 2-3
structure, references were scanned and searched again to capture all required data for the
literature.

Science
Direct

Jstor

Proquest

EBSCOhost

Google
Scholar

IEEE Explore

Search terms

Title & abstract inclusion

Project Portfolio Management
Portfolio Management

Definitions
Tools & techniques
PPM goals
Success measures

Conclusion & full text search

Scan references

Figure 2-3: Detailed Literature Search Approach
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The findings from these searches enabled the division of the PPM literature into three
primary literature sources of academic, industry and software arrticles. Following the
structure of Figure 2-2, the remainder of this chapter discusses these literature sources.

2.3 PPM Academic Literature
The information systems literature contains few studies on portfolio management. Similar
to studies in other disciplines, researchers have examined methods and models to measure the
risk and value of different portfolio components (Kumar et al. 2008).
The past two decades have seen high growth in the capability and skills of the PM
community and the prevalence of PM approaches in organisational activity (Maylor et al.
2006; Killen and Kjaer 2012). Recently, PPM gained attention as a method of aligning
projects with strategy and ensuring adequate resourcing for projects, promoting organisations
in a variety of industries to cover their PPM capabilities (Crawford et al. 2006; Maylor et al.
2006).
PPM processes support organisations in managing their project portfolios through a series
of tools and methods designed to produce and evaluate project information and to pilot
decision making to sustain a balanced project portfolio that is aligned with strategic goals
(Cooper et al. 2001; Levine 2005).
Several authors have offered their perception of the focus, objective and goals of PPM. The
suggestion is that aligning projects with strategy, maintaining a balance of project types, and
ensuring that the project portfolio fits with resource capability leads to an organisation
obtaining the maximum value from project investments (Cooper et al. 2001; Kendall and
Rollins 2003)
Recent publications in PPM highlight the importance of PPM in evaluating, prioritising,
and selecting projects according to the overall strategy (Archer and Ghasemzade 2004;
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Meskendahl 2010). Some authors in this context believe project prioritisation is the key part
of portfolio success (Cooper et al. 1999; Fricke et al. 2000; Elonen and Artto 2003).
However, Cooper et al. (1999) stress the resource allocation to achieve company objectives
as a key factor. Other authors believe managing resources in on-going simultaneous projects
is the major objective of PPM (Payne 1995; Engwall and Jerbrant 2003; Blichfeldt and
Eskerod 2008).
Portfolio theory was introduced in 1952 with the focus on financial investments
(Markowitz 1952). The purpose of this original formulation of portfolio theory was to
determine the particular mix of investments to maximise returns at a given level of risk for
the investor (De Reyck et al. 2005).
In the widely read book, Third Generation of R&D (Cooper et al. 1999), Roussel et al.
(1991) predicted in 1991 that portfolio analysis and planning will “grow in the 1990s to
become the powerful tool that business portfolio planning became in the 1970s and 1980s”.
Portfolio theory was first adapted to Information Technology (IT) projects paving the way
for Modern Project Portfolio Management (PPM) literature (McFarlan 1981). Most research
on portfolio management of the project were published from the mid-1990s onwards
(Michael 2010).
The efficiency of PPM has hardly been studied (Martinsuo and Lehtonen 2007; Dawidson
2006), while past studies on PPM have emphasised tools and techniques (Prifling 2010;
Sarbazhosseini et al. 2013). Current PPM research focuses on processes, tasks, tools, and
techniques for PPM or defines the role of project portfolio managers (Jonas 2010).
Noting Figure 2-3 and Table 2-4, a number of PPM related articles were identified during
this research study. This data was initially published and analysed as outlined in Appendix-B.
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The number identified show that until mid-2013 PPM literature focuses on developing new
tools and techniques and processes rather than goals and success measures.
The literature proposes there are various reasons for successful management of project
portfolios which extend beyond the processes and tools used and that the organisational
structure, people and culture are also important aspects of an organisation’s overall capability
to manage its project portfolio (Killen and Hunt 2010). However, studies have rarely focused
on stakeholder management in the field of PPM. In addition, it is suggested by Teller et al.
(2012) that exchange of information, management of resources, and coordination of the
collection of projects are even more important in portfolio management due to simultaneous
projects and organisational environments. Martinsuo (2013) stated the impact of resources
and knowledge sharing among them (stakeholders) can clearly benefit the entire portfolio
success. Muller et al. (2008) proposed that there is a relationship between portfolio control
mechanism (portfolio selection, reporting and decision making) and achivieng goals in
portfolio.
Research on project portfolios, in general, indicates that stakeholders and their
management are the main success factors for the management of project portfolios (Levline
2005; Lycett et al. 2004; Killen and Hunt 2010). In recent years, Beringer et al. (2012) and
Beringer et al. 2013 highlighted the importance of managing internal stakeholders and their
interactions in project portfolio management.
Just recently, stakeholders management, change management in portoflio have been
highlighted as well as support of senior management as portoflio managers role in (PMI
2013).
The detailed discussion of PPM tools, actions, processes, goals and success measures is
presnted in the next chapter to develop a conceptual framework.
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2.4 PPM Software Literature
PPM software has been developed to assist organisations to select and prioritise projects by
considering the strategy of an organisation and managing projects with scarce resources to
gain maximum benefits. Vendors or suppliers are attempting to provide a variety of products
to their customers to help them manage multiple tasks, with the promise that they will
achieve maximum advantag. The search was continued for industry products; however, there
is little study from software firms has explored whether PPM software aligns with PPM
theory and practice.
2.4.1 Approach to PPM Software Literature
Information was sourced from vendor websites. The vendors were found through Internet
keyword searches on portfolio management software using the Google search engine in
combination with examining PPM software reviews undertaken by industry analysts Gartner
(Stang and Hanford 2010) and Forrester (Visitacion 2006; Cardin 2007; Symons 2009). In
these reports, PPM software was compared each year based on customer feedback and
surveys.
In a current search, ninety-one PPM software developers identified with forty-one
deliverables. These deliverables were filtered based on meaning and their definition from the
vendor’s website, with forty-one refined deliverables identified. In order to find
suppliers/vendors and their deliverables, the available PPM products and their websites were
studied to summarise their deliverables and features. Information was sourced from vendor
sites.
An analysis was undertaken of the identified PPM software vendors to determine the
specific goals identified in their product literature. The results were categorised into thirteen
headings covering the range of features and benefits provided by the supplier sample. The
features and benefits claimed and the statements made by vendors were taken at face value,
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with no specific validation, testing or functional analysis being undertaken (for details of
findings see Appendix-C).
An analysis of over ninety PPM software vendors (examples, Fujitsu 2011; HP 2011;
Planview 2011) was conducted to identify goals of PPM software products. This is a desktop
evaluation undertaken by the researcher. In this analysis names of software vendors and their
products remains anonymous to protect vendors’ products and their benefits (see AppendixC for more details).
2.4.2 PPM Goals from Software Perspective
Specialised computer software packages have been developed to assist in the collection,
storage, retrieval and analysis of the data collected from current and future projects in each
organisation. The development of such packages has been undertaken mainly by software
companies as a commercial venture, with the resultant products being sold to organisations to
support the implementation and ongoing practice of PPM. Some authors, such as McHugh
and Hogan (2011), have gone as far as to suggest that organisations have become dependent
on technology and software. Many of the software packages appear to be an extension and
development of project scheduling tools and have been ‘upscaled’ to provide an enterprise
view of the multiple projects within an organisation at various stages of the project lifecycle.
Whilst there has been some research that has explored the use of project management
software and its effects on project success (for example, Heindel and Kasten 1986; Kidd
1990; Raymond and Bergeron 2008) to date there has been no review or analysis of PPM
software. There has been no research to determine whether PPM software is meeting its
intended objectives or whether the software offered by vendors reflects the emerging body of
literature and underpinning theory. This section will explore this current research gap.
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Table 2-5 shows the benefits and features of software products based on number of
software products referring to that benefit to features. .
Table 2-5: Benefits and Features Offered by PPM Software Vendors

Vendors’ Goals
Benefits
1.
2.
3.
4.
5.
6.
7.
8.
9.

Maximise the strategic value and alignment
Increase ROI and reduce cost
Reduce risk
On-time and on-budget delivery
Achieve PPM success
Increase competitive advantage
Increase agility in the management of projects
Improve customer satisfaction
Reduce project failure.

Numbers
39
43
13
7
6
4
2
2
1
Numbers

Features
1. Enterprise view, advanced resource planning, managing, reporting
and governance leads to better communication and teamwork
2. Easy to use, maintain and a right tool for managers
3. Take timely correct actions
4. Efficiently and effectively manage projects

60
33
5
33

An analysis was undertaken of the identified PPM software vendors to determine the
specific goals identified in their product literature. The results were categorised into thirteen
headings covering the range of features and benefits provided by the vendors (details in
Appendix-C), as represented in Table 2-6. The features and benefits claimed and the
statements made by vendors were taken at face value, with no specific validation, testing or
functional analysis being undertaken.
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Table 2-6: PPM Literature Goals vs. Software Goals

PPM Literature Goals
Strategically aligned

Software Literature Goals

Is there a
Gap?

Maximise the strategic value and
alignment

No

On-time and on-budget delivery

No

Achieve PPM success

No

Reduce project failure

No

Increase agility in the management
of projects

No

Maximising the value of the
portfolio

Increase ROI and reduce cost

No

Reduce risk

Reduce risk

No

Achieving the balanced portfolio

Selecting the right number of
projects
Centralised source of information

To ensure portfolio sufficiency
versus overall product innovation
goals

Enterprise view, advanced resource
planning, managing, reporting and
governance leads to better
communication and teamwork
-

Yes
No

Yes

-

Improve customer satisfaction

Yes

-

Increase competitive advantage

Yes

-

Efficiently and effectively manage
projects

Yes

-

Easy to use, maintain and a right tool
for managers

Yes

-

Take timely correct actions

Yes
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2.4.3 Comparison of Academic and Software Goals
The results highlight gaps between goals of PPM as described in the academic literature
and goals of PPM offerings provided by software vendors. Some of these gaps are examined
both to inform practitioners and vendors alike, as well as to identify areas where further PPM
research is needed. The comparison of PPM academic goals and PPM software goals are
highlighted \to better understand PPM in terms of theory and practice.
Through comparative analysis, this research has examined both academic literature and
PPM software vendors stated goals with a view to determining the degree of correlation.
Whilst a variation of descriptions of a particular goal existed, when mapped thematically key
concepts emerge. From this analysis, it was identified that a potential gap exists between the
academic literature and the vendor offerings, as detailed in Table 2-6.
Vendors do not appear to address the following goals identified in the academic literature:


Selecting the right number of projects



Ensuring portfolio sufficiency versus overall product innovation goals

Intriguingly, vendors have not been focussed on ensuring the selection of the right number
of projects. Those vendors cannot provide a particular solution might be due to the
complexity of the environment or the complexity of determining the appropriate number of
projects for each organisation. While selecting the right number of projects is one of the
academic goals of PPM (Cooper and Edgett, 2001; Cooper et al. 2002b), there is no clear
understanding of the goal and methods to achieve it.
Vendors are focussed on goals that are not specified in the academic literature; such as i)
improving customer satisfaction, ii) increasing competitive advantage, iii) efficiently and
effectively managing projects, iv) easy to use, maintain and a right tool for managers, and v)
taking timely and correct actions.
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These goals appear to be marketing-based concepts to promote the use of PPM software. It
is unclear how PPM software would achieve these particular goals; in particular, how PPM
software would help an organisation achieve competitive advantage. While this study did not
explore why specific goals were identified by vendors, it is an area that would benefit from
further examination.
As a result of the analysis, it has been found that there is a lack of understanding of how to
measure achievement of goals and there is a lack of empirical research to identify which of
PPM goals have been achieved. The measurement of success can be difficult due to the
complexity of the environment and the unique set of challenges faced by each industry
(Mikkola 2001). A variety of methods has been used to evaluate the success of PPM
processes. Cooper et al. (2007) used benchmarking studies to measure respondents’
satisfaction with PPM processes as well as their perceptions of how well the resulting
portfolio meets the main PPM goals. Killen et al. (2007) used similar measures, however,
their study was extended by examining the success rates for the new products that are
launched. PPM literature suggests the use of tools such as scorecards for measuring the
strategic alignment and to measure the success of the result (Huang et al. 2006; Thomas
2007).
The few papers exploring PPM success measures are mainly based on tools and processes
that could be used to measure the achievement of PPM goals, as opposed to those that have
actually been used and whether they have been effective. Given that many organisations are
applying PPM concepts and investing in PPM software, it is strange that such effort and
expenditure is based on the assumption that their proposed PPM management or goals
achieved.
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There are some limitations of this present study. Firstly, it explored only published
academic literature. In addition, vendor offerings were based solely on the analysis of vendor
websites and publications.
This section provides the basis for further research, in particular, the examination of
whether vendors’ offerings are achieving the goals they state in their literature. Further
exploration is required to determine why vendors have stated specific goals for their software
that differ from those reported in the academic publications.

2.5 PPM Industry Standards
The third source of literature can be found among PPM industry standards. There is a
substantial amount of 'grey' PPM literature. Industry standards perhaps provide reliable
information about practice while it can be argued that professional standards are also weak
and have little academic background. There are also practical tool-books for portfolio
management to help companies organise and implement their own PPM (Martinsuo 2013). It
should be noted that there are number of standards available for PPM; however, two major
standards are discussed in this study. The two major standards are the Project Management
Institute (PMI 2008), and the UK’s Office of Government Commerce (OGC 2012). These
standards define processes and tools in detail and provide guidelines and support to
organisations in the application of portfolio management practices.
The Project Management Institute (PMI 2006) published The Standard for Portfolio
Management in 2006 which outlines PPM as “a collection of projects (temporary endeavours
undertaken to create a unique product, service, or result) and/or programme (a group of
related projects managed in coordinated way to obtain benefits and control not available from
managing them individually) and other work that are grouped together to facilitate the
effective management of that work to meet strategic business objectives”. PMI was first
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issued on 2004. PMI considers PPM to be “an approach to achieve goals by selecting,
prioritising, assessing, and managing projects, programs and other related work based on
their alignment and contribution to the organisation’s strategies and objectives. Project
portfolio management combines the organisation’s focus on ensuring that projects selected
for investment meet the portfolio strategy, with the project management focus on delivering
projects effectively and within their planned contribution to the portfolio” (PMI 2008, p. 5).
The Office of Government Commerce (OGC 2012) in the UK developed the Portfolio,
Program and Project Management Maturity Model (P3M3) to evaluate organisations maturity
levels. The P3M3 has become an essential “standard amongst maturity models, providing a
framework with which organisations can assess their current performance and put in place
improvement plans with measurable outcomes” (OGC 2012). It originated as an enhancement
to OGC’s Project Management Maturity Model, which itself had origins in Software
Engineering Institute's Capability Maturity Model. The P3M3 focuses on seven process
perspectives (management control, benefits management, financial management, stakeholder
management, risk management, organisational governance and resource management see
Figure 2-4) and assesses maturity by evaluating each process perspective to be at one of five
levels (awareness, repeatable, defined, managed or Optimised). The P3M3 Maturity Levels
indicate “how key process areas can be structured hierarchically to provide transition states
for organisations wishing to set realistic and sensible goals for improvement. The levels
facilitate the transition from immaturity to a mature and capable organisation” (OGC 2012).
2.5.1 P3M3 Model
According to the OGC (2012), assessing the organisation’s capability against recognised
maturity models can provide sustainable ROI (return on investment), a known and
independently verified maturity, a prioritised roadmap to get to the next level, and
comparison with other organisations. Research shows that organisations who improve their
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process maturity achieve the following benefits: (i)Improve schedule and budget
predictability,(ii) Improved cycle time,(iii) Increased productivity,(iv) Improved quality, (v)
increased customer satisfaction, (vi) Improved employee morale, (vii) Increased return on
investment, and(viii) Decreased cost of quality.
There are existing three different maturity standards:
1. The Organisational Project Management Maturity Model (OPM3) developed by the
Project Management Institute (PMI). It assists organisations improve capabilities
for managing projects, programs, and portfolios.
2. The Capability Maturity Model Integration (CMMI) developed by the Software
Engineering Institute (SEI). It assists organisations to improve processes for
emerging and sustaining the products and services of the organisation.
3. The Portfolio, Programme, and Project Management Maturity Model (P3M3)
developed by the UK Government’s Office of Government Commerce (OGC).
Portfolio, Programme and Project management are nested within the P3M3 model,
building on PRINCE 2 (an acronym for PRojects IN Controlled Environments,
version 2) for projects and Managing Successful Programmes (MSP).
2.5.1.1 The P3M3

The Australian Department of Finance and Deregulation has mandated that all Agencies
subject to the Financial Management and Accountability ACT 1997 (FMA ACT Agencies)
conduct a Portfolio, Program and Project Management (P3M3) evaluation. The purpose is to
apply a common methodology to evaluate Australian Government Agencies and to ‘assess
their organisational capability to commission, manage and realize benefits from ICT-enabled
investments’. The P3M3 evaluations provide an opportunity to consider the issue of project
failure from a federal public sector perspective (Young et al. 2011).
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The Portfolio, Program & Project Management Maturity Model (P3M3) was developed by
the UK’s Office of Government Commerce (OGC). The purpose of P3M3 is to provide a
frame of reference that can be used to baseline an organisation’s capabilities in project,
program and portfolio management. OGC describes P3M3 as “a key standard amongst
maturity models, providing a framework with which organisations can assess their current
performance and put in place improvement plans.” P3M3 was first developed in 2006 with
the latest version released in 2010. It originated as an improvement to OGC’s Project
Management Maturity Model, which is primarily related to the Software Engineering
Institute's Capability Maturity Model (CMM).
The benefits claimed for the use of P3M3 are:
i.

A higher rate of return on investment

ii.

Greater production efficiency

iii.

Lower production costs

iv.

Better quality outcomes

v.

Improved customer satisfaction

vi.

Enhanced employee morale.

P3M3 is an overarching model containing three independent models: the Portfolio
Management Maturity Model, the Program Management Maturity Model, and the Project
Management Maturity Model. Under the P3M3 model, maturity is assessed by evaluating
each process perception to define whether practice is at level 1 – awareness, level 2 –
repeatable, level 3 – defined, level 4 – managed or level 5 – optimised. These processes and
P3M3 levels are discussed in Appendix D.
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Figure 2-4: The P3M3 Structure
(Adapted from OGC (2012))

Although, P3M3 has been applied in every Australian Government agency, there are
limitations on this assessment. According to Jugdev and Thomas (2002), many factors, such
as organisational, team and individual factors, are not addressed in maturity models. In
addition, Young et al. (2011) argue that there is no strong evidence to suggest that the seven
P3M3 processes are important and should be treated equally. In addition, they discovered that
P3M3 is immature for the purpose of understanding program and portfolio management.

2.6 Comparison of PPM Academic, Software and Industry Goals
Based on the discussed PPM literature, Table 2-7 has been developed. This table matches
the goals of PPM in three main sources.
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Table 2-7: Matching Goals of PPM in Academic, Software and Industry Literature

PPM literature goals
Strategically aligned

PPM software

PPM Industry
(based on P3M3)
Benefits Management

Maximise the strategic value and
alignment
On-time and on-budget delivery
Achieve PPM success
Management Control

Achieving the balanced
portfolio

Reduce project failure
Increase agility in the management of
projects

Maximising the value
of the portfolio

Increase ROI and reduce cost

Reduce risk

Reduce risk

Financial
Management
Risk Management
-

Selecting the right
number of projects
Centralised source of
information

To ensure portfolio
sufficiency versus
overall product
innovation goals

Enterprise view, advanced resource
planning, managing, reporting and
governance leads to better communication
and teamwork
-

Organisational
Governance

Resource
Management

-

Improve customer satisfaction

-

Increase competitive advantage

-

Efficiently and effectively manage projects

-

Easy to use, maintain and a right tool for
managers

-

Take timely correct actions

-

-

Stakeholder
Management
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It can be seen that there are some goals discussed in the literature that are not covered in
another source of literature. For example, stakeholder management was not emphasised as
one of the main goals of PPM in academic and software literature or improving customer
satisfaction or competitive advantage considered as important goals of software but not
explained in industry or academic literature while it can relate to strategic alignment;
however, there is no evidence to show this. These examples indicate how differently PPM has
been studied while there is a little content about these goals.
In addition, from PPM industry perspective, the P3M3 was reviewed. Based on the
definitions and constructs of the portfolio level of the P3M3, the goals are analysed and
matched with PPM academic and software literature to better understand PPM goals.
According to Table 2-7, it is clear that PPM literature is broad and complex in nature because
of goals proposed for it.

2.7 Summary of Chapter
This chapter highlighted the importance of PPM by explaining PM and PrgM theories. It
argues that organisations, in order to stay ahead of the competition, need to undertake
multiple projects simultaneously (Archer and Ghasemzadeh 1999). PPM has been discussed
as a regime to assist organisations to “do the right things”.
This review demonstrates that PPM has recently received considerable attention from
academic, software and industry perspectives. Academics continue to research more on
identifying processes and methods; software vendors are developing more PPM tools to help
organisations; and industry standards and books are developing more in order to assist
practitioners in PPM implementation.
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This chapter primarily focused on three main PPM literatures; namely academic, software
and industry literatures. The approach to the literature and a summary of them was discussed
to better understand the background of PPM.
For the purpose of software literature, vendors were studied to understand their goals and
deliverables. Then a comparison of goals within the academic literature was provided to
better highlight PPM's goals and differences.
The P3M3 model was studied in the industry literature. The importance of P3M3 is such
that the Australian government has invited their agencies to assess themselves based on this
maturity model.
Lastly a comparison of goals from three main the PPM literature was represented in this
chapter to understand PPM’s current complexities. It shows that current PPM in imperfect
and complex in content. This analyses explored that PPM has been considered somehow
differently in academic, industry and software literature.
Based on the recent publications on conceptualising PPM, there is a need for a conceptual
framework in PPM. For this reason the next chapter provides clarification by developing a
conceptual framework of PPM that clarifies the meaning of PPM.
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3 Developing a Conceptual Framework
Chapter 3 Developing a conceptual framework
Outline with section numbers
3.1 Introduction
3.2 The STM approach
3.2.1 Use of STA-Current Domains and Formalisms
3.2.2 Organisational-STA (OSTA)
3.2.3 Justification and a Need for OSTA in PPM
3.3 Using OSTA to Frame PPM Research
3.3.1 State Indicators
3.3.2 Transition Actions
3.3.3 Desired States/Goals
3.4 Conceptualising PPM’s Literature in terms of OSTA
3.5 Summary of Chapter
Figure 3-1: Chapter 3 Outline

3.1 Introduction
In the previous chapter, the theoretical foundation of PPM was discussed and the theory
was explained. In this chapter, the conceptual framework developed by applying the statetransition model (STM) is considered. First, the need for theory in PPM is highlighted. The
explanation of how STM can help to provide an effective framework in PPM is discussed.
Finally, the conceptual framework has been developed based on Figure 3-1.
According to Watson (2001), calls continue for a ‘good theory’ in IS and development of
our ‘own’ theory. Gregor (2002 and 2006) explains there are five different types of theory.
These are labelled in Table 3-1.
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Theory types

1. Analysing and
describing

2. Explaining (called
theory of
Understanding in
Gregor (2002))
3. Predicting

Table 3-1: Taxonomy of Theory Types in IS Research
(Adapted from Gregor (2006, p. 619))
Distinguishing Attributes

Says what is.
The theory does not extend beyond analysis and description. No
casual relationships among phenomena are specified and no
predictions are made.
Says what is, how, why, when and where.
The theory provides explanations but does not aim to predict with
any precision. There are no testable propositions.
Says what is and what will be.
The theory provides predictions and has testable propositions but
does not have well-developed justificatory causal explanations.

4. Explaining and
Predicting

Says what is, how, why, when, where and what will be.
Provides predictions and has both testable propositions and causal
explanations.

5. Design and Action

Says how to do something.
The theory gives explicit prescription for constructing an artefact.

Conceptual models assist with documenting, analysing, and understanding the
requirements that an IS needs to meet. These models do not take any technical features into
consideration and focus on the problem that is required to be solved or the processes that
need to be supported (Ahlemann 2008).
This chapter focuses on developing a conceptual framework. As it was discussed in the
previous chapter, PPM is imperfect and complex in content. This chapter aims to frame PPM
literature to clarify its theory and better understand it. In addition, this framework was used to
design the research and collect the required data described in the next chapter.
This chapter provided a basis for a published paper (see McDonald and Sarbazhosseini
(2013) in Appendix-A) which was peer reviewed and modified accordingly.
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3.2 The STM Approach
The main essence of theory is to provide “an explanation of observed phenomena”
(Kerlinger and Lee 2000). Additionally, researchers suggest that theories are tentative
explanations of reality and that each theory needs to be validated empirically to determine
how well it represents reality (Kerlinger and Lee 2000).
A model or theoretical framework is a generalised type of theory that indicates
relationships between constructs or latent variables (Levy and Ellis, 2006). Hart (1998)
suggests that models are widespread theories that “enables more things to be explained using
a unified approach”. For this reason, it is common to see in IS literature the use of the term
‘model’ as a synonym to the term “theoretical framework”.
Sekaran (2003) noted that “a theoretical framework is a conceptual model for how one
theorises or makes logical sense of the relationships among the several factors that have been
identified as important to the research problem”. Sekaran defined models or theoretical
frameworks as “a logical development, described, and explained network of associations
among variables of interest to the research study”. In addition, he noted that a mode or
“theoretical framework elaborates the relationships among the variables, explains the theory
underlying these relations, and describes the nature and direction of the relationship”.
The State-Transition Approach (STA) is based on referential states. First, depending on
their state of mind, individuals may react differently to the same stimulus. As an example, if
reactions (responses) is a person is tired or busy they might not take a phone call, while if
they are aware receptive, they would not miss the call. Hence, a person’s state determines
their reaction. Second, if someone is watching the news and views a dramatic event then they
might be surprised, but when they see it again, and again, it is no longer surprising (reaction).
The person’s state has changed as a result of seeing the first news clip, and now they are in a
different frame of mind when the same news clip is viewed again. These are the two key
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points of the STA; active entities are in a state which governs their response to an event, and
events change the state of the entity.
Consider, for example, the lighting in a room with a push button light switch. When the
lights are off (state 1) and someone presses the button (event 1) the system turns on the lights
(action) and changes the state to on (state 2). When the same event occurs again, the lights
are turned off and the system returns to state 1. Figure 3-2 shows how this simple case can be
modelled in an STA table.
This figure displays the interaction between states and events within the limited scope of
the simple system being described. More complex systems have many states and many
events, both externally and internally generated. This example shows a model of a lighting
system that can be used for several purposes; as a specification for the construction of a
system, for instance, or as a description of an existing system that would allow the effects of
an event to be predicted.
Event
State

Transition Event
Button pressed

1:

State 1: lights off

Action: Turn on lights
New state: 2

State 2: lights on

Action: Turn lights off
New state: 1

Figure 3-2: Sample State-Transition Approach
(Adapted from McDonald and Sarbazhosseini (2013))

Two characteristics of STA that make it useful for description and specification are its
clarity and its completeness. The clarity comes from the specification within the table cells the action the system takes and the new state it moves into are unambiguously described. The
completeness comes from the table capturing all known states and events. The more
controlled a system is, like the one used in the example, the higher the level of completeness.
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3.2.1 Use of STA- Current Domains and Formalisms
The State-Transition Model (STM) is used for specifying, visualising, and constructing the
literature. Oei et al. (1994) consider a system as accepting input messages that may reflect
changes in a state, triggering activities. As a result of these activities, the system may produce
an output message. Bestelmeyer et al. (2009) discussed that STMs are a widely-used means
to interpret assessment and monitor data and to design management actions. Some of the
STM applications in different fields are considered below to verify use of STM and, finally,
develop a theoretical framework for PPM.
3.2.1.1 Clinical Application

State-transition modelling is an intuitive, flexible, and transparent approach to computerbased decision-analytic modelling including both the Markov Model cohort simulation and
individual-based (Monte Carlo) micro-simulation. State-transition modelling is one of the
most widespread modelling techniques in clinical decision analysis, health technology
assessment, and health economic evaluation for conceptualising a decision problem in terms
of a set of (health) states and transitions among these states (Siebert et al. 2012).
The Markov model provides a far more convenient way of modelling clinical problems
with ongoing risk. “The model assumes that the patient is always in one of a finite number of
states of health referred to as Markov States. All events of interest are modelled as transitions
from one state to another.” The commonly used representation of Markov processes is called
a state-transition diagram (Sato and Zouain 2010; Sonnenberg and Beck 1993).
Siebert et al. (2012) used STMs because they explain the dynamic environment and helps
to move from one state to another with a transition. In this context, many clinical situations
can be described in terms of the condition (states) that individuals can be in and how they can
move (transition) among such states. In these situations, STMs are often well suited to
analyse the decision problem. STMs conceptualise a decision problem in terms of a set of
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states and transitions among these states. Siebert (2012) concludes that STMs provide a
comprehensive and powerful tool to guide decisions in health care.
3.2.1.2 Ecological Application

It is mentioned that STMs are being increasingly called upon to inform policy and to guide
ecosystem management (Baghi et al. 2012). According to Bestelmeyer et al. (2011), STMs
synthesise and communicate knowledge about the alternative states of an ecosystem and
causes of state transitions. STMs are increasingly important tools for guiding landmanagement activities. Bestelmeyer et al. (2011) developed spatial STMs and explained that
STMs would be of great use in assessment, monitoring and forecasting because they better
enable natural resource professionals to recognise transition mechanisms and identify where,
when and under what circumstances undesired transition, or opportunities to promote
desirable transitions, are most likely to occur.
Holmes and Miller (2010) explain that STMs describe potential vegetation, plant
composition, and plant community dynamics and thus can be used to classify and understand
the dynamic of wildlife habits across lands. STMs hold great potential to aid in management
by providing a framework for organising current understanding of possible ecosystem
dynamics (Tamzen et al. 2003).
3.2.1.3 Computer Science

STDs are a graphic notation that have long been used to represent computing systems. A
state transition diagram is a graph whose nodes represent states of a system and whose arrows
represent transitions between states. State transition diagrams are now well-established
notations in the specification and design of software systems. Software developers used them
in various application domains and various system types (Bernus et al. 2006). A key strength
of state transition diagrams is their evocative graphical representation (Desharnais et al.
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1998). Harel (1987 and 1988) contributed to the power of this graphical notation by defining
hierarchical state machines and by adding concurrency and communication.
3.2.1.4 Software Engineering

Object-Oriented (OO) software engineering methods are relatively new. Whilst OO ideas
have been developing since the late 1960s when the language Simula was first developed, the
real interest in OO methods, from an information systems perspective, only commenced
around 1990; and even in the subsequent few years, the subject was dominated by technical
arguments rather than the considerations of the full lifecycle implementation for employment
in commercial IS projects. One of the analyses and design techniques in OO is dynamic
modelling. The behaviour of objects rather than the collaboration of sets of objects can be
shown using some form of statechart state-transition diagrams, often based on the statechart
of Harel (1987).
The Unified Modelling Language (UML) is a standardized notation based on a set of a
diagrams to describe the structure and the behaviour of a software system (UML 1997).
statechart diagrams are one of the five diagrams in the UML for modelling the dynamic
aspects of systems. Harel invented Statecharts (1987), with the semantics and the notation of
UML statechart substantially those of Harel with adaptations to the OO context. A statechart
diagram shows the event triggered the flow of control due to transitions that lead from state to
state.
3.2.1.5 Management

P3M3 offers a staged approach that supports an organisation’s journey through progressive
maturity in all three domains of Project, Programme, and Portfolio as discussed in Section
2.5.1.1. The Australian federal agencies are using the P3M3 methodology to assess the
maturity of their project, programme, and portfolio management. In this section, the P3M3
will be explained in details. The purpose is to apply a common methodology to evaluate
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Australian Government Agencies and to evaluate their organisational capability to
commission, manage and achieve goals from ICT-enabled investments. The P3M3
evaluations provide an opportunity to consider the issue of project failure from a federal
public sector perspective.
Similar to STM concepts, the central idea of P3M3 assessment is to find what the current
status of organisations is and where do they want to be and how to get there. This evaluation
takes place at different times because the management environment is dynamic.
3.2.2 Organisational-STA (OSTA)
It is the ongoing, continuous nature of systems that makes the STA useful in looking at
organisational state, change and responsiveness. Much current organisational research,
however, does not consider systems in this way but concerns itself with the impact of a
particular change on an organisation, the circumstances in which change arises, or the factors
that lead to the 'success' of a particular intervention. This is an 'ends-means' or goal-directed
approach. In contrast to the simple 'ends-means' approach OSTA takes a view of the whole
organisation as a system, one that is ongoing and integrated. The well-being and
sustainability of the overall system ought to be the aim of any changes to it. A particular
ends-means intervention, however, sees only a particular goal and means of its achievement
without necessarily considering either the longer-term effects on the system or collateral
effects within the system of the means being used.
The issues for OSTA as a way of describing systems and their change are (a) to determine
and represent the current state of complex systems; (b) to express desired states in terms of
systems indicators; and, (c) to frame action that changes the system in a way that it produces
the desired change to state indicators without damaging other states of the system. Figure 3-3
shows the general form of OSTA. The cloud is the organisational system whose state and
transition is the focus of attention. From the critical realist perspective, the system in itself is
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knowable only through the phenomena it presents to an observer. These phenomena are its
state indicators and the dotted lines represent the instances of these indicators by extraction of
information from the system; often achieved through Business Intelligence (BI) systems and
Management Information Systems (MIS). The desired state of these indicators constitutes a
vision of how the system ought to be. This vision is motivated by economic and business
values, and by psychological, social, aesthetic, political and other values. Transitions are the
actions taken to change the system such that the indicators will move from the current to the
desired state. These transitions may comprise methods, techniques and tools including
software.

Figure 3-3: General form of OSTA
(Adapted from McDonald and Sarbazhosseini (2013))

As an example of an OSTA, consider the Capability-Maturity Model (CMMI 2010). This
model conceptualises and defines a series of five capability levels (states) and the kinds of
actions (transitions) that can lead to changes in that state. The early states, for example, are:
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1. Initial: The process is characterised as ad hoc, and occasionally even chaotic. Few
processes are defined, and success depends on individual effort.
2. Repeatable: Basic project management processes are established to track cost,
schedule, and functionality. The necessary process discipline is in place to repeat
earlier successes on projects with similar applications. (Paulk et al. 1993, pp. 8-9)
The kinds of transitions that might be taken to move from state 1) to state 2) include
instituting formal process proposal assessment such as explicit resource allocation, and
responsibility specification.
The complexity of human systems means that OSTA descriptions can never be as full and
prescriptive as they can be in technical systems. The aim is, however, to work towards
increasingly clear and complete knowledge of the situation that allows management practice
to better take reliable, transparent, justified and responsible action; and, research to better
frame and explore its analysis of an organisational domain. The challenge surfaced by this
model is to see whether enough is known about the system to be able to describe them with
clarity.
The contention is that OSTA is a general conceptual framework, lens or point of view that
allows any human activity system to be analysed. Accordingly to examine this, PPM, was
applied.
3.2.3 Justification and a Need for OSTA in PPM
The STM approach has been used to structure PPM literature better and to understand it
clearly. This would be beneficial to better understand the literature of PPM for both
academics and practitioners, and to understand the strengths and weaknesses of PPM
literature. Nine distinct reasons are discussed below to show why PPM requires a new
conceptual framework.
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Reason 1- Only few studies in current PPM literature investigated actual PPM practices
which can help organisations to better understand and implement PPM theories. According to
Jeffery and Leliveld’s (2004) US-based empirical investigation in IT-organisations only 17%
of the organisations actually claimed to fully benefit from systematic PPM practices while it
is not evident that this claim has been met. The UK-based study by De Reyck et al. (2005)
indicated that only 50% of the organisations using PPM can perhaps track benefits.
Reason 2- While PPM literature outlines different frameworks and processes for
management (at the operational level), there seems to be lack of current theoretical
framework that looks at PPM from a strategic level. The Killen et al. (2007) Australian-based
study supports this argument by discussing that most of the empirical studies are presented
from a limited perspective to show that the application of proposed methods and a majority of
the literature on PPM and related topics focuses on the development of particular methods or
tools that are proposed to improve PPM practices. Killen (2008) also mentions that PPM was
highly atheorethical.
Reason 3- Jamieson and Morris (2007) reported on the results of four exploratory case
studies and seventy-five responses from a Project Management Institute (PMI) European
survey on moving from corporate strategy to project strategy. The survey results show that 50
percent of respondents’ organisations have a PPM process; however, most respondents do not
understand the goals of PPM and perceive it to be for managing projects around a theme
rather than for balancing and selecting the best projects.
Reason 4- Based on Killen, et al. (2007) findings, empirical studies reported on mixed
findings regarding the link between particular PPM methods and goals. Research reveals that
most organisations feel that their project portfolio contains too many projects for the
available resources; however, no research has demonstrated a significant empirical link
between a PPM method and better performance of projects.
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Reason 5- Filippov et al.’s (2010b) study in Netherlands indicated that despite the
recognised importance of the PPM topic and numerous academic and practice-oriented
publications on PPM, the research is lacking a critical mass of empirical evidence. Their
finding, based on five case-studies, indicates that organisations should know exactly what
they want to achieve before embarking on a transition towards PPM.
Reason 6- The three main questions considered by Filippov et al.’s (2010a) investigations
in Philips-case were: (1) why is PPM applied or implemented?, (2) how are the project
portfolios managed?, and (3) how can/should current PPM practices be improved? The
researchers looked at these questions on one case study of Philips Research. This shows the
importance of the PPM and highlighted important questions requiring further investigation.
Reason 7- P3M3 assessment assesses an organisation based on their current situation,
future goals and actions to take to achieve future goals. These three states are inter-related
with the STM proposed in this Chapter.
Reason 8- According to PPM definitions, it deals with dynamic, on-going, and day-to-day
management. The OSTA is useful for presenting this literature; hence it is also applicable to a
dynamic environment indicating the states that always change.
Reason 9- According to Filippov et al. (2012), although the idea of PPM is broadly
understood and shared among scholars and practitioners, the literature is still limited. A
number of case-studies have been published (e.g. Filippov el al 2010a (Philips study) and
2010b (Netherlands study)), findings of these case-studies can be hardly generalised over
wider population of organisations while the results of empirical studies in the field are not
common.
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3.3 Using OSTA to Frame PPM Research
There is a need for a new framework in PPM (as it was explained in Section 3.2.3). The
objective of this section is to develop the OSTA in terms of PPM literature to enhance the
understanding of PPM.

Therefore, the OSTA has been investigated from three main

perspectives of literature; (1) state indicators to identify scopes, success measures and reasons
for implementing PPM, and (2) transition actions to investigate the actions and methods
involved in PPM. (3) desired state to explore the main PPM goals,
3.3.1 State Indicators
It is important to identify the scope, reasons for implementing, success measure of PPM.
The current PPM literature does not specifically explain the initial state of PPM but
explanations for failure, thus providing reasons for implementing PPM ( eg. too many active
projects, projects not linked to strategic goals, wrong projects, and an unbalanced portfolio)
(Kendall and Rollins 2003). In addition, if there are too many projects in the pipeline, there
is a high degree of conflict over existing resources that slow project progress and reduce
competitive. PPM can play an important role in resolving these issues according to Morris
and Pinto (2007).
There are limited studies related directly to the management of a portfolio of internal
development projects (Elonen and Artto 2003). While most authors relate the general
problems to objectives of PPM, they believe PPM is the solution for the particular problems,
(see Cooper et al. 1998; Kendall and Rollins 2003).
Another major indicator is success measurement.. Measurement of success can be difficult
due to the complexity of the environment and the unique set of challenges faced by each
industry (Mikkola 2001). A variety of methods have been used to evaluate the success of
PPM processes. Cooper et al. (1999) used benchmarking studies to measure respondents’
satisfaction with PPM methods as well as the perceptions about how well the resulting
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portfolio meets the main PPM goals. Killen et al. (2007) used similar measures, however,
extended the study by examining the success rates for the new products that were launched.
The PPM literature suggests some of the tools, such as scorecards, for measuring strategic
alignment and to measure the success of the result (Huang et al. 2006; Thomas 2007). Other
authors believe project prioritisation, as part of the portfolio management process, to be a
critical success factor (Cooper et al. 1999; Fricke and Shenbar 2000; Elonen and Artto 2003).
Cooper et al. (2002) suggest other success factors, such as the overall fit of the firm’s
business strategy and maintaining the portfolio’s balance, are most critical.
According to Dietrich and Lehtonen (2005), success means “meeting or exceeding
expectations and goals.” It is also mentioned that managing success in multi-project context
depends on four elements of: “(1) single project level characteristics and activities; (2) multiproject level characteristics and activities; (3) the linkage between projects and strategy
process; (4) the availability and quality of project information.” Success measures suggested
in the academic literature are mainly based on tools and/or processes/frameworks (actions)
that could potentially be used to measure the achievement of PPM goals. There is limited
sudy on success measurement of goals in PPM. Given that many organisations are applying
the PPM concepts and investing in PPM software, it seems strange that such effort and
expenditure is based on the hope that the proposed PPM will achieve improved results
(Sarbazhosseini and Young 2012). PPM quality measures the quality of the process execution
(Dammer 2008; Dammer et al. 2006; Jonas et al. 2010). It is mentioned that portfolio
management quality measures consists of three complementary dimensions: information
quality, resource allocation and cooperation. It is suggested that a lack of information quality
can lead to limiting of project portfolio success (Cooper et al. 2001) and also limits resource
allocation (Teller et al. 2012).
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According to Jonas (2010), good PPM is becoming a main competency for companies
handling numerous projects simultaneously (Martinsue and Lehtonnen 2007; Killen et al.
2008); however, it does not define what good PPM means and how to measure good PPM.
Based on Frey and Bucmann (2011 and 2012) study in IT-PPM, PPM success measures can
be related to other areas (i.e. governance, service management) while there is limited
evidence about this.
3.3.2 Transition Actions
To understand the actions and methods involved in PPM, this sections has been produced.
Actions are tools, process/frameworks that help to achieve desired goals. It is good to note
that this part of PPM has been well researched from the 1990s to mid-2013 (see AppendixB). However, the difference between process and the framework is not discussed in the
literature.
The process that is used to reach desired goals should be handled in an integrated
framework (Archer and Ghasemzadeh 1999; Ghasemzadeh and Archer 2000). The integrated
framework decomposes the process into a flexible and logical series of phases and
incorporates participation from a portfolio committee. The decomposition of a series of
phases can take advantage of existing methods to help decision makers to choose what
techniques are involved (Iamratanakul and Milosevic 2007).
According to Holland and Fathi (2007), the portfolio management process and framework
has become very important for most companies. Gareis (2002) has discussed that the
management of the project portfolio is a new competence of project-oriented companies and
it requires specific management processes and control methods.
Iamratanakul and Milosevic (2007) have classified portfolio methods into management
sciences or optimisation techniques, financial models and financial indices, scoring models
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and checklists, probabilistic financial models, and behavioural and mapping approaches.
Studies show that most companies use the methods to achieve three main goals; namely
strategic alignment, resourcing or balancing portfolio and maximizing value of portfolio
(Cooper et al. (1998);Cooper et al. (2001)). In Table 3-2, PPM’s main goals are summarised
based on tools and techniques proposed in the PPM literature.
Table 3-2: Tools and Techniques for Three Main Goals of PPM

Goals

Tools and techniques

Strategically aligned

Top down, Bottom up approach and combination, Mathematical
models, methods and techniques

Achieving the
balanced portfolio

Portfolio Maps, Bubble diagrams, Histogram, Bar charts, Pie
charts, mathematical models, methods and techniques

Maximising the
value of portfolio

Scoring models, Analytical Hierarchy Process, Economic Methods,
Payback Time, Net Present Value (NPV), Internal Rate of Return,
Return On Investment (ROI), Monte Carlo and decision tree,
Cost/Benefit Analysis

Jeffery and Leliveld (2004a) have provided the process of design, diagnosis, opportunities,
tools and process which explain how an organization can achieve the PPM objectives by
going through a series of steps. Morris and Jamieson (2004) have developed methods of
Solicitation, Selection, Prioritisation, Registration and Resource Allocation as generic
portfolio management processes. Cao et al. (2006) suggest that the key processes are Gather,
Prioritise, Allocate, Review, Optimise, and Governance.
The framework in the PPM literature has focused mainly on the selection of projects and
the overall picture of PPM. One of the main frameworks is for project selection and Archer
and Ghasemzadeh (1999) have indicated how important the choice of projects is in PPM.
This framework explains the main steps to select projects according to the strategy and by
looking for resources. There is also another framework called the PPM cycle that is been
explained by Amaral and Araújo (2009). This framework discusses the ways PPM objectives
should be used to work together to select projects/programs, allocate resources, monitor and
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control projects/programs, and for strategic alignment. In addition, Wheelwright and Clark
(1992) have developed a framework for categorizing projects that they call the Aggregate
Project Plan. This plan allows for an overview of the project portfolio along two dimensions,
as follows: (1) the extent of changes made to the product; and, (2) the degree of process
change. leading to four categories of projects. An IT PPM framework for adaptation has been
developed by De Reyck et al. (2005).
Formal guidelines and policies have been recently discussed as one of the major actions
that need to be followed. The formal guidelines and policies enhance the availability and
determine the format of information that is required for projects. According to Teller et al.
(2012), the application of this information can make PPM operate efficiently.
3.3.3 Desired States/Goals
This section investigates PPM goals in terms of literature. Underpinning the development
of the “Modern Portfolio Theory” by Markowitz (1952) and the adoption of portfolio theory
concepts into IT projects by McFarlan (1981) have been the balancing of risk and reward.
Whilst the goals and objectives of PPM have developed over time, the three main goals are
commonly cited in the literature with a number of goals being less prominent (see Table 3-3).
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Table 3-3: Summary of PPM Goals

PPM goals
Primary goals:




Strategically aligned or Linking the portfolio to the
strategy
Achieving the balanced portfolio
Maximising the value of the portfolio

Secondary goals:





Reduce risk
Selecting the right number of projects
Centralised source of information
To ensure portfolio sufficiency versus overall product
innovation goals

‘Strategically aligned or Linking the portfolio to the strategy’: A common theme that has
emerged from the literature is the need to build a link between corporate strategy and
portfolios in order to ensure companies can achieve goals specified in their business plans. In
addition, the alignment of resource allocation in light of strategic business objectives is also
important (Cooper et al. 2001; Levine 2007; Iamratanakul et al. 2009).

The level of

agreement within an organisation regarding the relative importance of cost, quality, delivery
and flexibility to the organisation’s operational goals, and the relationship between
competitive priorities and policies, has been discussed in the context of strategica alignment
(Iamratanakul et al. 2009).
‘Achieving the balanced Portfolio’: Balancing the portfolio requires the constant utilisation
of resources as the project proceeds as well as the constant generation of cash flow (Archer
and Ghasemzadeh 1999; Cooper, Edgett et al. 2001; Killen et al. 2008); in addition to the
balancing of corporate resources against a projects’ operational risks (Laslo 2010).
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‘Maximising the value of portfolio’: A commonly cited goal of PPM is to maximize the
value of the portfolio against one or more business objectives (Cai et al. 2000; McDonough
and Spital 2003). The objectives might be profitability, strategy, or risk (Iamratanakul,
Shankar et al. 2009). According to Iamratanakul et al. (2009), the constraints could be the
financial budget, staff limitations, supporting activities’ constraints and other considerations.
In this case, portfolio selection methods are suitable for projects selection, factoring in
multiple constraints (Ghasemzadeh and Archer 2000).
‘Other academic goals’: There are other goals that only few papers refer to. These include
selecting the right number of projects (Cooper and Edgett 2001; Cooper, Edgett et al. 2002),
providing a centralised source of information (Cao et al. 2006), and ensuring portfolio
sufficiency versus overall product innovation goals (Cooper 2005). However, there is no
evidence and no clear definition of the mentioned goals in the literature.
‘Claims’: Some of the PPM literature argues that PPM is the software process (Wideman
2004); reduces costs and eliminates waste (Rongzeng et al. 2005); reduces IT expenditure by
10 to 40% (Verhoef 2002; Kersten and Verhoef 2003); and, maintains corporate agility
(Laslo 2010). However, there is no empirical study to show whether these are the main
benefits of PPM.

3.4 Conceptualising PPM’s Literature in terms of OSTA
The Figure 3-4 framework has been developed following an earlier discussion of STM and
PPM based on OSTA. This framework summarises the PPM literature as well as claims that
have been made for PPM in the literature.
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Organisational
Systems

State Indicators
 Too many projects
 Scarcity of resources
 Projects not linked to strategic goals
 Wrong projects
 Unbalanced portfolio
 High degree of conflict over existing resources
 Slowing project progress
 Reducing successful competition rate

Transition Actions
Top down, Bottom up approach and combination
Portfolio Maps, Bubble diagrams, Histogram, Bar charts, Pie charts, mathematical models,

Desired Goals

Scoring models, Analytical Hierarchy Process, Economic Methods, Payback Time, Net Present Value (NPV),
Internal Rate of Return, Return On Investment (ROI), Monte Carlo and decision tree, Cost/Benefit Analysis

 Strategically aligned or linking the portfolio to the
strategy

 Achieving the balanced portfolio
 Maximizing the value of portfolio
 Reduce risk
 Selecting the right number of projects
 Centralized source of information
 To ensure portfolio sufficiency versus overall product

Design, diagnosis, opportunities, tools and process,
processes of Solicitation, Selection, Prioritization, Registration and Resource Allocation
Project selection, project portfolio management cycle, framework for categorizing projects

innovation goals

 Increase competitive advantage
 Increase agility in management
 Improve customer satisfaction
 Reduce project failure
 Easy to use and maintain
 Take timely correct actions
 Effective and efficient
 It is a software
 Reduces costs and eliminates waste
 Reduces IT expenditure by 10 to 40%
 Maintains agility

Figure 3-4: A Conceptual Framework of PPM

The main PPM goals which have been emphasised are strategic alignment, balancing and
resourcing the portfolio, and maximizing value. In addition, our trends analysis has indicated
that risk( discussed by Markowitz (1952) and McFarlan (1981)) has not been emphasised as a
main objective of PPM. Most of the previous PPM research discusses risk as an origin of
PPM and selection of the projects based on overall risk characteristics (see, De Reyck et al.
2005; Solak et al. 2010).
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Using STM analysis shows that there is much about PPM that is unspecified. In particular,
how academics understand PPM success indicators and little has been done to measure the
actual results of using PPM. Applying literature analysis shows that there is a focus on tools
rather than on PPM goals.
According to the PPM literature, no study has identified whether organisations achieve the
desired goals or what goals have been achieved in PPM. The PPM literature focuses on tools
and processes/frameworks rather than on identifying goals that have been achieved.
There is limited understanding of how to measure the achievement of goals. The literature
review shows there is few empirical research to identify which of the PPM goals have been
achieved. In this

study, the goals have been reviewed to better understand PPM’s

complexity.

3.5 Summary of Chapter
The PPM literature review shows that there is a need for a framework to make PPM
theories easy and clear to understand. Therefore, in this chapter, OSTA was developed to
bring a structure to the PPM field. OSTA is a reliable method being used in different fields of
studies. It provides a strong and clear structure to better understand PPM theories.
Using OSTA in the PPM literature has indicated that PPM is imperfect and complex in
content and requires further research. The conceptual framework represents that many studies
have examined on transition actions of PPM while there is less empirical study of state
indicators and desired states of PPM.
In order to more rigorously address the research objectives, OSTA needs to be studied from
an organisational perspective. Therefore, the following chapter explains the methodology and
methods undertaken to achieve the objectives of this research study.
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4 Research Design
Chapter 4 Research Design
Outline with section numbers
4.1 Introduction
4.1.1 The Research Aim and Objectives
4.2 Research Paradigm
4.2.1 Behavioural and Design Science
4.2.2 Ontology and Epistemology Approaches
4.2.3 Post Positivism Paradigm
4.2.4 Constructivist Paradigm
4.2.5 Transformative Paradigm
4.2.6 Pragmatic Paradigm
4.2.7 Summary of Research Paradigms
4.3 Research Methodology
4.3.1 Qualitative Research Study
4.3.2 The Case Study Research
4.3.3 Criteria for Judging the Quality of Research Design
4.3.4 Justification of the Case Study Methodology
4.4 Case Study Procedures
4.4.1 The Case Investigator
4.4.2 Pilot Study
4.4.3 Case Selections
4.4.4 Interviews
4.4.5 Documentation
4.4.5 Data Collection Instrument
4.5 Data Analysis Protocol
4.5.1 Preliminary Data Review
4.5.2 Data Coding
4.6 Data Reliability and Validity
4.6.1 Case Study Protocol
4.6.2 Using Multiple Sources of Evidence
4.6.3 Creating Case Study Database
4.6.4 Maintaining a Chain of Evidence
4.6.5 Validating Procedures
4.5.6 Publications
4.7 Ethical Considerations
4.8 Summary of Chapter
Figure 4-1: Chapter 4 Outline

4.1 Introduction
Information system research is a rich tapestry of diverse research methods, research
paradigms and research approaches (for instance, Chen and Hirschheim (2004); Wade and
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Hulland (2004)). According to Yin (2009, p. 26), every type of empirical study has an
implicit, if not explicit, research design.
In the most elementary sense, the design is the logical sequence
that connects the empirical data to a study’s initial research
questions and, ultimately, to its conclusion. Colloquially, a
research design is a logical plan for getting from here to there,
where here may be defined as the initial set of questions to be
answered, and there is some set of conclusions (answers) about
these questions. Between “here” and “there” may be found
number of major steps, including the collection and analysis of
relevant data.
Research design is also described by (Nachmias and Nashmias 1992). It is mentioned that
research design assists the researcher in the process of collecting, analysing and interpreting
observations. It is a logical model of evidence that allows the investigator to draw inferences
regarding causal relations among the variables under investigations.
This chapter explains the processes of collecting, analysing and interpreting data. It also
describes the paradigms. The following section recaps the research aim and objectives and
then the chapter illustrates how these objectives will be addressed.
4.1.1 The Research Aim and Objectives
From the discussion in Chapter 2 and 3, it was evident that PPM is a complex and
imperfect phenomena, and there is a need to better understand PPM. Therefore, the primary
aim of the research was to conceptualise PPM in a way that makes it easy and clear to
comprehend. The OSTA was developed as a reliable, well-established and useful framework
to address this. The research first objective was to investigate PPM literature in terms of the
OSTA which was achieved in Chapter3. The second objective of the research is to explore
OSTA from organisation’s perspective in PPM. To achieve this objective, it is necessary to
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understand the research design of this study. Therefore, this chapter explains the research
paradigms, research methodology, collection methods and procedures.
In chapter 7, a detailed discussion of the research aim and objectives will be presented.

4.2 Research Paradigm
Following the structure in Figure 4-1, this section presents an overview of the research
paradigms chosen for this research study. The research paradigm will clarify what language
has been used in the study.
While selecting an appropriate research paradigm should be seen as the researcher’s
individual decision (Orlikowski and Baroudi 1991), there are different academic disciplines
and different research communities that tend to advance those research paradigms, research
methods, and research approaches (Chen and Hirschheim 2004 ).
The term ‘paradigm’ has different definitions. According to Kuhn (1996, p. 175), a
paradigm “stands for the entire constellation of beliefs, values, and techniques, laws, and
instrumentation shared by the members of a given (scientific) community for attainment of
set objectives”. Guba and Lincoln (1994b, p. 105) considers a paradigm as a “basic belief
system or worldview that guides the investigator, not only in choices of methods but in
ontologically and epistemologically fundamental ways”.
4.2.1 Behavioural and Design Sciences
Organisations use Information Systems (IS) to improve their efficacy and efficiency. There
are a number of reasons that affect the extents to which organisations reach their goals
including, the utility of the information systems and characteristics of the organisation, its
work systems, its people, and its development and implementation methodologies. It is
important that researchers in the IS discipline continue to increase knowledge that helps in
the productive application of IT to organisations and their management in that it develops and
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communicates "knowledge concerning both the management of IT and the use of IT for
managerial and organisational purposes" (Zmud 1997).
Obtaining such knowledge includes two complementary paradigms; natural (or
behavioural) science and design science (March and Smith 1995). The relationship between
these two paradigms is presented in Figure 4-2. The behavioural science paradigm has its
roots in natural science research methods (Hevner and Chatterjee 2010). It is fundamentally a
problem-understanding paradigm (Hevner et al. 2004). It aims to develop and justify theories
(such as, principles and laws) that explains or predicts organisational and human phenomena
surrounding the analysis, design, implementation, and use of IS. Such theories advise
researchers and practitioners of the interactions among people, technology, and organisations
that must be managed if an information system is to achieve its stated purpose; namely
improving the effectiveness and efficiency of an organisation. These theories influence on,
and are impacted by, design decisions made with respect to the system development
methodology used and the functional capabilities, information contents, and human interfaces
implemented within the information system.
The design science paradigm has its roots in engineering and the sciences of the artificial
(Simon 1996). It is fundamentally a problem-solving paradigm. It searches to create
innovations that define the ideas, practices, technical capabilities, and products through which
the analysis, design, implementation, and use of information systems can be effectively and
efficiently accomplished. Design science research in IS identifies what are considered to be
wicked problems (Rittel and Webber 1984; Brooks 1987).
Behavioural science research and design science research are seen as complementary parts
of the IS research cycle (Hevner et al. 2004; March and Smith 1995). Gaining knowledge
about IS implemented in an organisational context needs the application of both research
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paradigms. Starting from pre-scientific observation of IS and IT usage in practice, theories
about IS-related issues are developed. These theories are thought to mostly explain and
predict human behaviour, IS function, and issues interrelated with both of these aspects. By
the process of justification, these theories are considered to be true or valid. Thus, they
provide a basic understanding of the (real world) problem situation described in the first
instance. This understanding explains the basis for the design of one or more IT artifacts
which address a given problem situation. By using them, IT artifacts are supposed to become
useful in terms of problem solving. Thus, they change present IS usage in practice and, for
that reason, provide a new impulse for theory development (Niehaves and Stahl 2006).

Figure 4-2: Complementary Nature of Design and Behavioural Science Research
(Adapted from Hevner and Chatterjee (2010, p. 11))

4.2.2 Ontology and Epistemology Approaches
Burrell and Morgan (1979), in their seminal book Sociological Paradigms and
Organisational Analysis, propose that the way social science researchers view and study
social phenomena is made by two fundamental sets of philosophical assumptions: ontology
and epistemology.
As a philosophy, ontology is described with assumptions about the variety of phenomena in
the world. It is a theory of the nature of reality (Delanty and Strydom 2003) and is a theory of
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being,thereby concerned with topics of what exists. It also ”examines” the claims that a
particular paradigm makes about reality or truth (Hitchcock and Hughes 1995). In sum,
ontology is about what exists, what it looks like, what components make it up, and how the
components interact with each other (Hitchcock and Hughes 1995).
Wiersma (2000) defines epistemology as the study which “investigates the possibility,
limits, origin, structure, methods and truthfulness of knowledge and how knowledge can be
acquired, validated and applied.” According to Brewerton and Millward (2001),
epistomology is “the inquiry about what differentiates defensible belief from opinion.” Also,
epistomology can also have a major influence on the data collection selections as well as on
the methodology in a research process (Hitchcock and Hughes 1995, p.19).
Ontology and epistemology are critical to all social science. Ontology can be considered as
the starting point of all research from which the researcher’s epistemological and
methodological positions logically follow towards methods and data sources. The ontological
position of the researcher will affect the manner in which the research is to be undertaken,
and the epistemological position concerns selecting the relevant methodology depending on
the conditions of the phenomena.

68 | P a g e

The below Figure 4-3 indicates these core elements and their relationships.

Figure 4-3: Core Elements and Interrelationships of a Research Paradigm
(Adapted from Klenke (2008, p. 18))

The methodology is the approach that concerns how to conduct the research to acquire the
anticipated research outcome using particular methods, techniques or procedures. It is
underpinned by specific ontological and epistemological assumptions to represent the choice
of approach and research methods adopted in a given research.
Adapted from Guba and Lincoln (2005) and Mertens (2009, p. 8) illustrate a tabular form
detailing the labels commonly associated with different paradigms (see Table 4-1).
Table 4-1: Labels commonly associated with different paradigms
(Adapted from Mertens (2009, p. 8))
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In summary, the four commonly agreed worldviews are post positivism, constructivism,
transformative and pragmatism. Post positivism has been identified as appropriate for
quantitative research. The constructivist paradigm is recognised to be a type of qualitative
research but neither of them are particularly appropriate for mixed methods research. The
transformative and pragmatism worldviews are descriebed as suited for mixed methods
research.
This research has focused on the pragmatic view of paradigms; however, the general
discussions of different paradigms are discussed below.
4.2.3 Post Positivism Paradigm
The post positivism paradigm developed from positivism with similarities and differences.
The positivist paradigm has its roots in physical science and utilise a systematic, scientific
approach to research (Mukherji and Albon 2009, pp. 11-12). Quantitative methods stem from
the positivist paradigm (Osborne 2008, p. 127) which proposes that all “phenomena can be
reduced to empirical indicators to represent the truth” (Sale and Brazil 2004, p. 353). The
positivist paradigm states that science delivers the clearest possible knowledge, and the
underlying quantitative methods offer objective results to develop the understanding of
reality (Guba and Lincoln 1994a, pp. 111-112) by direct observations or measurements, and
analysing numeric data. Positivism emphasises the methodological feature of science, rather
than the philosophical (Williams 2000, p. 20), and with the methodology for observation in
natural science adopted for social science research.
The application of positivism in social science research has been discussed by Cohen et al.
(2007, p. 7).
The established, traditional view holds that the social sciences
are essentially the same as the natural sciences and are
therefore concerned with discovering natural and universal
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laws regulating and determining individual and social
behaviour; the interpretive view, however, while sharing the
rigour of the natural sciences and the same concern of
traditional social science to describe and explain human
behaviour, emphasizes how people differ from inanimate
natural phenomena and, indeed, from each other.
Cohen et al. (2007, pp.10-11) further dicusses that positivism in social science indicates
that the social scientist is an observer of social reality and the end-product of investigations
can be formulated in terms parallel to those of natural science to come up with interpretations
relevant to their subject matter. However, they further explain that positivism is less
successful in situations where the study of complex human behaviour in the natural world is
required.
Both the positivism and post positivism paradigms assert the existence of a single,
objective reality that is there to be explored (Christie and Fleischer 2009, p. 24), while post
positivism rejects the concept of a measurable reality that exists in isolation of the observer
(Mills and Birks 2014, p. 20). The difference between positivism and post positivism has
been emphasised Wysienska and Szmatka (2002, pp. 89-90):
According to the post positivist perspective, all scientific
development is a two-tiered process, propelled as much by
theoretical, as by empirical, argument. This statement radically
alters the old positivist principle of phenomenalism. Three
principles of the positivist perspective represent alternatives to
the old general positivist postulate of phenomenalism. These
principles demonstrate that there is no such thing as theoryneutral observation (first principle) and that scientific theories
neither are built inductively (second principle) nor tested
individually (third principle).
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Significantly, post positivism rejects the strict positivist epistemological position that a
truly objective reality can be assessed and presented. On the other hand, post positivism
accepts that although a complete objective reality is impossible to discover; approximate
accounts of research can be made to explore approximate objective truths. Post positivist
researchers rely on scientific methods to gather and understand data but view their findings as
evidence-based probabilities rather than absolute truths to create a reasonable approximation
of reality that is tied closely to what is observed. Consequently, the post positivism paradigm
is closely associated with the scientific methods of inquiry and is based on the fundamental
assumptions that interpretations can be derived directly from data observed, and data
collection and analysis methods need to be systematic and transparent.
Based on Table 4-1, the specific labels associated with the post positivist paradigm are:
experimental, quasi-experimental, correlational, causal comparative, quantitative, and
randomised control trials. This clearly suggests that the post positivist paradigm is well suited
to research that aims to explore experimental studies using quantitative research methods.
4.2.4 Constructivist Paradigm
The constructivist paradigm is based on the assumption that knowledge of social
phenomena is constantly being accomplished by social actors through interaction and is in a
constant state of revision (Bryman 2012, p. 33), and individuals search for understanding of
the world in which they live and work. The importance of the constructivist paradigm is that
research is a product of the values of researchers and cannot be independent of them (Mertens
2009, p. 16). Researchers search for varied and multiple meanings about their experiences,
perceptions, and actions from the individuals in the context. The constructivist research
process is qualitative and largely inductive, with the researcher producing meaning from the
data collected in the context (Crotty 1998, pp. 42-43). The role of the constructivist
researcher has been detailed by Creswell (2009, p.8).
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The goal of the research is to rely as much as possible on the
participants’ views of the situation being studied. The questions
become broad and general so that the participants can construct
the meaning of a situation, typically forged in discussions or
interactions with other persons. The more open-ended the
questioning, the better, as the researcher listens carefully to
what people say or do in their life settings. Often these
subjective meanings are negotiated socially and historically.
They are not simply imprinted on individuals but are formed
through interaction with others (hence social constructivism)
and through historical and cultural norms that operate in
individuals’ lives.
The social reality interpreted by the researcher is based on their individual, cultural, and
historical experiences. However, the purpose of the constructivist researcher is to show the
social reality based on the meanings of social actors in the context to generate or inductively
develop a theory or pattern of meaning (Creswell 2009, p. 8). Importantly, constructionism
advocates that the categories that people employ in helping them to comprehend the natural
and social world are in fact social products (Bryman and Bell 2011, p. 22).
The aim of the research is to rely as much as possible on the participants’ views of the
situation being studied. The questions become broad so that the participants can construct the
meaning of a situation, typically forged in discussions or interactions with other persons. The
more open-ended the questioning, the better, as the researcher listens carefully to what people
say or do in their life settings. Frequently these subjective meanings are negotiated socially
and historically. They are not imprinted on individuals but are formed through interaction
with others (hence social constructivism) and through historical and cultural norms that
operate in individuals’ lives. The constructivist paradigm is described as an approach for
qualitative research. Based on Table 4-1, there are other specific labels, associated with the
constructionist paradigm.
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4.2.5 Transformative Paradigm
The purpose of transformative research is to address concerns of social justice, human
rights, and cultural complexity to produce reflective knowledge which assists actors in the
context to identify situations and transform the social position. According to Mertens (2007),
the basic beliefs of the transformative paradigm is to offer an overarching framework for
addressing concerns of social justice and consequent methodological decisions. This was
emphasised by Mertens (2009, p. 22) who claims that:
The transformative paradigm arose partially because of
dissatisfaction with the dominant research paradigms and
practices as a result of limitations in the research associated
with these paradigms that were articulated by feminists, people
of colour, indigenous and postcolonial peoples, people with
disabilities, members of the lesbian, gay, bisexual, transsexual,
and queer communities, and others who have experienced
discrimination and oppression, as well as other advocates for
social justice.
The constructivist approach to research did not sufficiently overcome issues of social
justice and marginalised people in the society, therefore the view of the transformative
paradigm is that research inquiry desires to be fused with politics and a political agenda, and
should involve an action agenda for reform that may change the lives of all research
participants, and the researcher’s life (Creswell 2009, p. 9). As recognised by Crockett et al.
(2013), there are four functions related with the transformative research approach, namely: 1.
promoting a paradigm shift from the individual to the social perspective, 2. responsiveness to
different cultural settings, 3. stimulating reflection and collaboration in trans-disciplinary
teams involving the community for inclusive development, 4. a creative approach to
analysing the whole complexity of the problem and solution design. Transformative
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researchers can follow a mixed method research approach for data collection and analysis to
discover social reality from multiple perspectives.
4.2.6 Pragmatic Paradigm
The original philosophical assumption of the pragmatic paradigm is that human reality can
be best understood in a practical, interactive relationship between human beings in their
environment (Dewey 1981). In the pragmatic paradigm, the research problem is considered
significant and more important than research methods, and the researchers use all approaches
to understanding the problem (Creswell 2009, p. 10). In this sense, pragmatism allows
researchers to conduct value-based studies in different ways as deemed appropriate, and to
utilise results in ways that bring positive outcomes and value (Tashakkori and Teddlie 1998,
p. 30). Pragmatist researchers look to the 'what' and 'how' aspects of the research problem in
order to change the problem situation to a preferred one through intended consequences
(Creswell 2009, p. 11). Moreover, the pragmatic paradigm is described as the best worldview
for mixed methods and uses multiple methods of data collection to inform the problem under
study from different perspectives. Hence, the pragmatic paradigm is pluralistic and real-world
practice oriented (Creswell and Clark 2011). The value of using mixed methods in research
has been clearly discussed (Jupp 2006, p. 180).
Pragmatism rejects the traditional conception that the
paradigms underlying quantitative and qualitative approaches
(positivism and constructivism respectively) are essentially
incompatible and in conflict. Instead, pragmatists argue that
both quantitative and qualitative approaches have their own
distinctive strengths and weaknesses and can be usefully
combined to complement one another. Essentially, pragmatism
advocates using whatever works best in any particular research
context, and thus opens the way for mixed-methods
approaches. Pragmatism is a form of methodological pluralism.
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Accordingly, pragmatism promotes triangulation, which refers to a research strategy that
involves approaching a research question from two or more angles in order to converge and
cross-validate findings from a number of sources (Jupp 2006, p. 180). While pragmatism has
been recognised as the most popular paradigm that provides the underlying philosophical
framework for mixed-methods research (Tashakkori and Teddlie 2010, p. 15), the
transformative paradigm is gradually being recognised as an appropriate philosophical
perspective for mixed-methods research (Mertens and Wilson 2012, pp. 162-163).
4.2.7 Summary of the Research Paradigms
This research study aims to understand the PPM phenomena. Therefore, it is natural or
behavioural science that attempts to clarify PPM theory. However, this clarification requires a
structure to frame current PPM knowledge in literature and practice. To achieve this, the
OSTA was represented in Chapter 3. The OSTA is used to conceptualise PPM to better
understand PPM theory and simplify its complexity.
Based on ontological assumptions of this research, the study seeks to identify the current
status of PPM in organisations, what it looks like, what components make it up and how the
components interact with each other in terms of the OSTA. Therefore, the pragmatic
paradigms are considered to understand the problem and to develop the OSTA in terms of
empirical data. In summary, this study seeks to understand what PPM is and how it is
implemented in practice. In addition, the research study analyses PPM in terms of OSTA
developed.

4.3 Research Methodology
Selecting an appropriate research methodology is essential for any research. Research
methodology is the way a research study is directed from the start to end and it is, in essence,
the structure of research actions and activities to investigate a given research question and to
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produce desired research outcomes. The abstract definition of ‘research’ has been stated as
“an activity to gain the understanding of a phenomenon” (Kuhn 1996, p. 20). Research
happens in many disciplines; hence the multidisciplinary nature of research is widespread and
can give many and diverse interpretations of research.
The research methodology is the complete action plan of a study with suitable theoretical
considerations and practical conditions that governs the research. In addition, the research
methodology helps the researcher to structure the logic of the research for a given research
question to achieve desired outcomes through data collection and analysis (Hernon 1991).
This section discusses the methodology used in this research study to address the research
objectives discussed in section 4-1-1. The methodology is justified by a summary explanation
of other possible methodologies for this study following the structure outlined in Figure 4-1.
4.3.1 Qualitative Research Study
A paradigm is a worldview based on the various philosophical assumptions about the
phenomenon of concern (Teddlie and Tashakkori 2009, p. 84). Creswell (2009, p. 6) uses the
term worldview for paradigms to describe them as overall orientations to the world, the
nature of the research, and the investigator’s beliefs that will often lead to embracing a
qualitative, quantitative or mixed methods approach.
The distinctions between qualitative, quantitative and mixed research methods have been
well explained by Caswell (2009, p. 4):
Qualitative research is a means for exploring and understanding
the meaning individuals or groups ascribe to a social or human
problem. The process of research involves emerging questions
and procedures. Data typically collected in the participant's
setting; data analysis inductively building from particulars to
general themes and the researcher making interpretations of the
meaning of the data.
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Quantitative research is a means of testing objective theories by
examining the relationship among variables. These variables in
turn can be measured typically on instruments so that numbered
data can be analysed using statistical procedures.
Mixed methods research is an approach to inquiry that
combines or associates both qualitative and quantitative forms.
It involves philosophical assumptions, the use of qualitative
and quantitative approaches, and the mixing of both approaches
in a study.
4.3.2 The Case Study Research
The most frequently encountered definition of case studies have merely repeated the types
of topics to which case studies have been applied (Yin 2009). For example, in the word of the
one observer” the essence of a case study, the central tendency among all types of case study,
is that it tries to illuminate a decision or set of decisions; why they were taken, how they were
implemented and with what result” (Schramm 1971). Other common cases include
‘organisation’, ‘processes’, ‘institutions’ and even ‘events’. The scope of the case study is,
according to Yin (2009, p. 18),
1.

A case study is an empirical inquiry that
a) Investigates a contemporary phenomenon in depth and within its real-life
context, especially when
b) The boundaries between phenomenon and context are not clearly evident.

2.

The case study inquiry
a) Copes with the technically distinctive situation in which there will be many
more variables of interest than data points, and as one result
b) Relies on multiple sources of evidence, with data needing to converge in a
triangulating fashion, and as another result
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c) Benefits from the prior development of theoretical propositions to guide data
collection and analysis
In this study, seven Australian government and industry cases are investigated through
interviews and document analyses. People in their response to interviewer’s questions in each
case (organisation) referred to their case. The interview data and document analyses from
different people in one case has complemented others response. For example, one person
discussed better about documents (e.g. P3M3 reports) and another better discussed the actions
they took in the case (organisation). Detail discussion of interviews and document analyses
have been provided in Section 4.4.
4.3.3 Criteria for Judging the Quality of Research Design
According to Yin (2009), anyone can judge the quality of any given designs according to
certain logical tests. Yin (2009, pp. 41-45) and Trochim (2006) discuss four tests that are
commonly used to establish the quality of any empirical social research. Four common social
science methods to test the quality of research design are represented in Table 4-2; the table
shows where in this research these tactics are implemented.
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Table 4-2: Case Study Tactics for Four Design Tests
(Adapted from Yin (2009))

Tests

Case Study Tactic

Phase of research in which
tactic occurs

Construct Validity

 Use multiple sources of evidence Data collection
(see Section 4.6.2)
Data collection
 Establish chain of evidence (see
Section 4.6.4)

Internal Validity

 Do
Structural
Coding
and Data analysis
Thematic Coding (see Section
Data analysis
4.5.2.1)
 Do pattern matching (see Section
4.5.2.2)

External Validity

 Use replication logic in multiple- Research design
case studies (see Sections 4.6.5
and 4.6.6)

Reliability

 Use case study protocol (see Data collection
Section 4.6.1)
Data collection
 Develop case study database (see
Section 4.6.3)

In order to ensure the quality of the research, four rigour approaches have been
implemented and discussed. The construct validity has been used to make sure that collected
data are accurate. The internal validity has been applied through two data coding cycles
including structural coding, thematic coding and pattern matching. These techniques have
been used to ensure that data were analysed correctly. These processes were checked in
different iterations by the researcher and the primary supervisor of the researcher to guarantee
that relevant data were analysed appropriately. To ensure the external validity, the copies of
interview transcripts were sent to interviewees to check and provide their possible comments
to ensure that data were valid. Last but not least, the reliability of the thesis was guaranteed
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through using case study protocol and developing a database in data collection stage. This
assured that if another researcher follows the same steps would receive the same result.
4.3.4 Justification of the Case Study Methodology
Benbasat and Zmud (1999) encourage the use of descriptive case studies because they are
often effective means to communicate contributions to practice. The case study research
methodology is further justified by virtue of its methodological strengths over alternatives
methods such as surveys, archival research, historical analysis and experiments. Case study
research is chosen as appropriate methodology to achieve research objectives in this research
project.
PPM deals with organisational phenomena where the boundaries between the phenomena
and context are not clearly evident. In order to adress the research objectives, the research
should study how organisations are applying PPM. The case study has a distinct advantage
over the other methodologies in this situation because there is a ‘how’ or ‘why’ question
being asked about a contemporary set of events over which the investigator has little or no
control. It is better than historical or archival analysis because it can take advantage of more
sources of evidence including direct observation and interviews.
You would use the case study method because you deliberately
wanted to cover contextual conditions – believing they might
be highly pertinent to your phenomena of study … The case
studies unique strength is its ability to deal with a full variety of
evidence (Yin 2003, p. 8).
The choice of the case study methodology is further justified because it is compatible with
all research paradigms. Regardless of whether one favours qualitative or quantitative
research, “there is a strong and essential common ground between the two” and they do not
always need to include direct, detailed observations as a source of evidence (Yin 2003, p. 15).
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However, three issues need to be acknowledged when conducting case research strategy.
They relate to issues that can lead to avoiding poor quality case studies: generalisability, the
investigators ability, and rigour (Yin 2003).
The first issue relates to a common misunderstanding associated with generalisation, and
the solution is conceptual. Yin (2003, p. 10) explains it is only perceived to be a problem
because of the dominance of the statistical survey research tradition. Case studies need to be
understood in the same way as experiments where generalisation is to a theoretical
proposition rather than to a population. A case does not represent a ‘sample’, and the goal of
a case study is to expand and generalise theories (analytic generalisation) rather than to
enumerate frequencies (statistical generalisation). The theory to be tested has been
established in the literature review hence the issue of generalisation is resolved. In this
research study, the results are generalizable in terms of Australian government organisations
while it cannot be generalised for every organisations.
The second and most important issue relates to the investigator’s ability to conduct case
study research. Yin (2003) makes the point that although most people believe they can
prepare a case study this is not true in practice and “case study research is remarkably hard,
even though case studies have been perceived to be ‘soft’ research” (p. 17). Yin adds “we
have little way of screening or testing for investigators ability to do a good case study”.
The final issue relates to the potential lack of rigour. This chapter focuses mostly on the
approaches that will be followed to maintain rigour. It will cover the selection of cases, case
procedure,

case

protocol,

the interview instrument, analysis

procedures,

ethical

considerations and other techniques to overcome the limitations of the case research strategy.
In order to choose the appropriate methodology for this research, surveys and Delphi
techniques were studied as possible methodologies.
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The survey for this study was a challenging task. Operationalising questions based on
OSTA that is not applied in PPM was deemed to be an unsuitable methodology. Another
major issue with surveys was that there was no existing database about portfolio managers or
experts in the field. Based on the OSTA (see Chapter 3) and philosophical assumptions,
quantitative analysis would not help in the achievement of the objectives of the research.
Delphi techniques were another potential option. In this methodology, a group of experts
participate in different rounds of the survey providing informal opinion (Landeta 2006).
Again, the issue with this was that there was no available source of experts in the field. In
addition, there was no evidence to assure the quality of experts to be used in this technique.
Semi-structured interviews could be a possible methodology for this research study;
however, in this research the researcher has collected the data about each case (organisation)
through interviews as well as document analyses. In the interviews, interviewees
complemented each other’s response by providing data about that particular case
(organisation). The analysed documents were collected for that particular case. The final
results and discussion in this research were based on data analysed for each case
(organisation).The conceptual framework (OSTA) were used to empirically study PPM in
terms of organisations.

4.4 Case Study Procedures
It is essential to understand the data collection processes used in this research study. This
section provides detailed information of the case study procedures. It first discusses the skills
that the investigator should have. Then it explains how the cases were selected for this study.
In addition, interview instrument and document and data collection instruments are discussed.
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4.4.1 The Case Investigator
The preparation for doing a case study includes the prior skills
of the investigator, the training and preparation for the specific
case study, the development of the case study protocol, the
screening of candidate case studies, and the conduct of a pilot
case study (Yin 2009, pp. 65-71).
The demands of the case study research strategy on an investigator (in terms of intellect,
ego and emotions) are far greater than those of other research strategies “because the data
collection procedures are not routinized” (Yin 2009). Also, “a well trained and experienced
investigator is needed to conduct a high-quality case study because of the continuous
interaction between theoretical issues being studied and the data being collected” and “only a
more experienced investigator will be able to take advantage of unexpected opportunities
rather than being trapped by them – and also will exercise sufficient care against potentially
biased procedures” (Yin 2009)
There are no tests for distinguishing those persons likely to become good case investigators
from those who are not but Yin (2003 and 2009, pp. 69-72) suggests the following basic list
of commonly required skills:
1. The ability to ask good questions. “The specific information
that may become relevant to a case study is not readily
predictable”. An investigator must, therefore, have an
inquisitive mind and “quickly review evidence and continually
ask why events or facts appear as they do”.
2. A good listener – not trapped by the researcher’s ideologies
or preconceptions. “A good listener can assimilate large
amounts of new information … hearing the exact words used
by the interviewee, capturing the mood and understanding the
context from which the interviewee perceives the world”.
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3. Adaptive and flexible – “very few case studies will end up
exactly as planned”. “The skilled investigator must remember
the original purpose of the investigation but must then be
willing to adapt procedures and plans if unanticipated events
occur” and recognise the need to revisit the original design if
large changes in direction are made.
4. A firm grasp of the issues being studied. “Case study data
collection is not merely a matter of recording data in a
mechanistic fashion, as it is in some other types of research.
You must also be able to interpret the information as it is being
collected and to know immediately, for instance, if several
sources of data contradict one another and lead to the need for
additional evidence – much like a good detective”.
5. Unbiased by preconceived notions, including those derived
from theory. Thus, a person should be sensitive and responsive
to contradictory evidence.
It is mentioned by Yin (2009) that training is a necessary step in doing case study research.
For this research purpose, the investigator has been trained by participating in different
workshops about qualitative research methodology and case study research designs.
4.4.2 Pilot Study
It is commonly suggested that researchers using case study research should conduct a pilot
study. According to Yin (2009, p. 92), a pilot study represents the most complicated case
compared to the likely real cases so that nearly all relevant data collection issues will be
encountered in the pilot case.
Yin suggests that the scope of the inquiry into the pilot case can be much broader and less
focused than the ultimate data collection. For this reason, it can cover both substantive and
methodological issues.
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For this research study, three pilot studies were conducted. It provided the first evidence for
the researcher that identifying people who are experts in the field is challenging. Therefore,
the pilots were conducted with two project managers and one program manager of two
different government agencies on February and March 2013. The first case’s mission was to
protect Australia’s border and manage the movement of people and goods across it. The
second case mission was to contribute to the economic and social wellbeing of Australians.
During the interview and data analysis, it was discovered that interviewees are less
confident about the questions when the questions and the topic of the research were given to
them prior to the interviews. It was observed that these people only have some ideas about
what portfolio managers should do rather than what they are doing. For this reason, it became
clear that interviewees must be selected from portfolio management offices (PMO) of
organisations.
The pilot study was helpful in that it identified the questions that were needed to be
changed for further data collection.
4.4.3 Case Selections
The Australian Government agencies have assessed themselves based on maturity levels in
the project, program, and portfolio (published in ANZSIG by Young et al. (2011)). It was
clear that Australian Government agencies had applied or are in the process of applying PPM
practices. Therefore, the researcher had contacted agencies in different rounds. In this
process, ten random agencies were contacted, with only two organisations agreeing to
participate in this study. Then five agencies were contacted. This process was continued until
an appropriate number of cases were established and the data collected was sufficient for
analysis. In addition, the process of contacting agencies was stopped when it was clear that
data saturation is occurring and the data which are already collected are adequate for the
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present research study. The researcher was able contact agencies through their emails and
their websites.
The researcher sent a letter by email to the Head of Portfolio/Program/Project Management
Group who was asked to nominate the most suitable person to interview (see Appendix-F).
The letter to request participation and with attached questions was sent by email to the Head
of Portfolio/Program/Project Management Group. It should be noted that the Head of
Portfolio/Program/Project Management Group was called the Portfolio Management Office
(PMO) in most of organisations. The participant information form attached to the letter
provided a better understanding of the project (see Appendix-G). The people who agreed to
participate were interviewed at a time that was convenient for them. A copy of the OSTA in
terms of literature and the interview questions was sent to the interviewees so that they better
understand the topic of the interview.
For the purpose of this research project, five Australian Government Agencies and two
clients of one of the biggest software companies in Melbourne-Australia were studied. Five
Government cases were studied because it was evident that they are applying PPM practices.
In addition, two clients of the software company were selected to discover if there are any
differences between government and industry cases and review how they apply PPM
practices.
4.4.4 Interviews
One of the most important sources of case study information is the interview. The
interview method was used in this research to collect required data. The interview questions
were designed based on the OSTA (see Chapter 3). The semi-structured interviews assisted
the researcher to communicate better with the interviewees. The questions made it
comfortable for the respondents to engage in the interview.
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The interview questions shown in Figure 4-4 are for government cases; however, the
questions were different from those used in industry cases (see Appendix-I). The detail of
cases and the people who were interviewed is presented in Chapter 5.
During the interviews the consent form was requested to be completed by the interviewees.
This consent form allowed interviewees to choose whether they wished to receive a copy of
interview transcript and/or any publications related to the research (see Appendix-H).
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Figure 4-4: Sample of Interview Questions for Government Cases

4.4.5 Documentation
For case studies, the most significant use of documents is to corroborate and augment
evidence from other sources. Documents and archival records are increasingly available
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through Internet searches. Documents can provide other specific details to support
information from other sources.
Document analyses were used as another source of data collection. During interviews,
some relevant documents were collected for further analysis based on the OSTA. In cases
where organisations neglected to provide documents, the researcher found them through
internet research from agencies websites and by contacting organisations. Information about
analysed documents is provided in Appendix-K. The collected document mainly was related
to latest P3M3 reports of Australian government cases while other documents such as
strategy, roadmap, and portfolio documents were also investigated. In P3M3 reports,
organisations were assessed based on their Portfolio, Program and Project Management
Maturity Models. However, this study focused on results of portfolio level of cases. The
P3M3 reports contained the current situation of organisation including their portfolio level
and issues, future scope, objectives, goals to improve the situation and, actions to implement
changes and enhance organisations’ portfolio level. Therefore, these data were analysed in
parallel with interview data to identify organisations goals and actions and their current state.
4.4.6 Data Collection Instrument
To have a better understanding of data, the data collection instrument was structured based
on the OSTA. This instrument was used by the interviewer during the interviews to take
notes. However, the interview transcripts were transferred to the OSTA format to summarise
data. In addition, the relevant documents were identified and reviewed based on this form for
each case. A sample of the data collection instrument is presented in Appendix-J.

4.5 Data Analysis Protocol
Data analysis involves examining, categorising, tabulating, testing or otherwise
recombining the collected data for the purpose of findings answers to the research
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propositions (Yin 2009, p. 126). It has been argued that qualitative case data analysis is a
complex task as the methods and approaches are often not well formulated (Miles and
Huberman 2002). Denscombe (2007) suggests four guiding principles that should be taken
into consideration while qualitative data analysis is underway. First, the analysis of data and
the results drawn from the research should be firmly rooted in the data. Second, the analysis
should be seen as a process of interpretation in which the researcher produces meaning from
the raw data. Third, introducing unwarranted preconceptions and personal biases into the data
analysis should be avoided. Finally, analysis should involve an iterative process in which
comparing empirical data with the concepts developed in the research should be a constant
task.
It should be emphasised that the foremost preparation for conducting case study analysis is
to have an overall analytical strategy. Yin (2009, pp. 130-135) proposes four general
strategies as follows”
‘Relying on theoretical propositions’ that is the most desired
strategy in case study analysis. It highlights that the objectives
and design of the case study are based on a theoretical
proposition that in turn reveals a set of researchobjectives,
reviews of the literature, and new hypotheses and propositions.
‘Examining rival explanations’ that emphasises on defining and
testing rival explanations. This strategy can be related to the
previous one; however, it is relevant even in the absence of
such theoretical propositions.
‘Developing a case description’ in which the main objective of
the case study is the description of the case itself. In this sense,
a descriptive approach is primarily used to identify first, the
embedded unit analysis and second, an overall pattern to
address the objective drawn from the case.
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‘Using both qualitative and quantitative data’ that describes
certain case studies can include substantial amounts of
quantitative data. If these data are subjected to statistical
analyses at the same time that qualitative data remains central
to the entire case study, and you will have successfully
followed a robust analytic strategy.
4.5.1 Preliminary Data Review
For the purpose of this research, the first strategy for data analysis was considered to be
more appropriate for the conceptual framework (OSTA in Chapter 3) and was developed first
and the research concepts and objectives drawn from the conceptual framework shaped the
data collection plan. In this regard, two main steps of qualitative data analysis that have been
recognised by several researchers (such as, Creswell and Clark (2011) and Denscombe
(2007)) were been followed as below.
4.5.1.1 Preparation of the data

In this stage, all the collected data including interview notes, interview transcripts, official
documents and reports, and white papers were prepared and organised. A word document
template was used to categorise and store all interview transcripts.
4.5.1.2 Familiarity with Data

Having organised and prepared the data in a suitable way, the researcher examined the data
to become familiar with the structure of the material. This stage should not be taken for
granted as less important since it allows the researcher to spot the consistency, relationships
and contradictions within the data collected through several sources.
Different data coding techniques were applied; however, it was evident that this process is
complicated. Due to the nature of the interview questions based on the OSTA and the
research objectives, three main data coding techniques were found to be appropriate for

92 | P a g e

analysing data in this research study. These techniques are discussed in the next section in
two cycles.
4.5.2 Data Coding
A code in a qualitative inquiry is “most often a word or short phrase that symbolically
assigns a summative, salient, essence-capturing, and/or evocative attribute for a portion of
language-based or visual data” (Saldana 2012, p. 3). According to Saldana in the book The
Coding Manual for Qualitative Researchers, the data can contain interview transcripts,
participant observation field note, journals, documents, literature, artefacts, photographs,
video, websites, e-mail and so on. Saldana (2010) explains that the portion of data to be
coded during First Cycle coding processes can range in magnitude from a single word, to a
full sentence, to an entire page of text, or to a stream of moving images. In Second Cycle
coding processes, the portions coded can be the same units, longer passages of text, and even
a reconfiguration of the codes themselves developed thus far. Saldana (2012) believes a
theme is an outcome of coding, categorisation, and analytic reflection based on what “several
qualitative research texts recommend that you initially code for themes”.
In coding data, some categories may contain clusters of coded data that merit further
refinement into subcategories and when the major categories are compared with each other
and consolidated in various ways, it begins to transcend the ‘reality’ of data and progress
toward the thematic, conceptual and theoretical. Codifying usually follows an ideal and
streamlined scheme as illustrated in Figure 4-5 (Saldana 2012, p. 12). Richards and Morse
(2007) clarify “categorising is how we get ‘up’ from the diversity of the data to the shapes of
the data, the sorts of things represented”. Concepts are how we move into more general,
higher-level and more abstract constructs. Our ability to show how these themes and concepts
systematically interrelate leads toward the development of theory (Saldana 2012). However,
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Layder (1998) contends that pre-established sociological theories can inform, if not drive, the
initial coding process itself.
As represented in Figure 4-5, the data are first coded into categories, and then themes from
these data are derived to develop the theory or theoretical framework. The coding methods
were followed based on Saldana (2012) and are divided into two main goals in this thesis.
4.5.2.1 First Cycle Methods

First Cycle methods are those processes that happen during the initial coding of data and
are divided into seven subcategories: Grammatical, Elemental, Affective, Literary and
Language, Exploratory, Procedural, and a final profile entitled Theming the data (Saldana
2012, p. 45).
As discussed by Patton (2002) each qualitative study is unique with the analytical approach
also unique. In addition, Saldana (2012, p. 12) believes that “no one, including myself, can
claim final authority on the best way to code qualitative data”.

Data

Data based
on Categories

Themes

Theory

Figure 4-5: Data Coding Procedures
(A version of the Saldana’s (2012, p.12) framework)

For the purpose of this research, the structural coding has first been applied to the data in
Chapter 5. Structural coding uses a content-based or conceptual phrase representing a topic of
inquiry to a segment of data that related to a particular research question used to frame the
interview (MacQueen et al. 2008, p. 124). The similarly coded segments were then
aggregated for more detailed coding and analysis (Saldana 2012, p. 66). Structural coding is a
question-based code that “acts as a labelling and indexing device, allowing researchers to
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quickly access data likely to be relevant to a particular analysis from a larger data set”
(Namey et al. 2008, p. 141). Saldana (2012, p. 67) discusses structural coding as more
suitable for interview transcripts than other data.
MacQueen et al. (2008) states that “structural coding generally results in the identification
of large segments of text on broad topics; these segments can then form the basis for an indepth analysis within or across topic.”
From identified categories and summarised data from structural coding, the thematic
analysis was applied (see Chapter 6) to data in order to develop themes from the summary of
findings.
Based on Saldana (2012, p. 139), a theme is an outcome of coding, categorisation, and
analytic reflection, not something that is, in itself, coded. Boyatzis (1998) explains that a
theme “at a minimum describes and organises possible observations or at the maximum
interprets aspect of the phenomenon.”
Thematic analysis and the search for themes in the data is a strategic choice and part of the
research design that includes the primary objectives, goals, conceptual framework and
literature review (Saldana 2012, p. 139).
4.5.2.2 Second Cycle Methods

Second Cycle methods are more challenging because they require such analytic skills as
classifying, prioritising, synthesising, abstracting, conceptualising, and theory building. It is
noted in the Saldana (2012, p. 45) manual that “if you have taken ownership of the data
through careful First Cycle coding, the transition to Second Cycle methods becomes easier”.
For the purpose of the Second Cycle methods, pattern matching has been chosen.
Pattern matching is a technique that attempts to link one (or more) patterns where one is a
conceptual/theoretical based pattern and the other is observation based (Trochim 2006) in
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which patterns coincide. The results can strengthen the study’s validity. This technique was
used to first to develop a theoretical framework from the literature. As a result, the OSTA
was developed from PPM literature.
From thematic analysis, themes are discovered, and data are presented based on the OSTA.
Two OSTAs from the literature and empirical study assisted in comparison of the data as
represented in Figure 4-6.
Literature Review

State 2

State Indicators
State 1
OSTA in terms of
empirical study

Transition
Actions
Desired State
State 3

Desired State
State 3

Interview/ documents data of organisation

-Theories
-Concepts
-Ideas

OSTA in terms of
literature review

Transition
Actions

State 2

Pattern Matching

Conceptual framework based on the OSTA

State Indicators
State 1

-Interviews
-Documents reviews
-Archived data

Empirical Study

Figure 4-6: Pattern Matching Model

4.5.2.3 The Summary of Data Coding Procedures

To summarise data coding techniques used in this research study, Figure 4-7 was followed
to trace the coded data sets and their analysis.
A data collection instrument is used to transfer data from documents, interview transcripts
and interview notes to the OSTA format. Data were familiarised based on using word
documents. Data sets were organised using these data collection and processing instruments.
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Structural coding was used to produce a summary of data for each of the cases. Following
Figure 4-7, thematic analysis was used in order to identify themes and to populate the OSTA
in terms of empirical evidence. Finally, the OSTA in terms of the empirical study and the
literature review were compared based on pattern matching techniques to determine the major
findings.
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Figure 4-7: Data Coding Procedures
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4.6 Research Reliability and Validity
The last stage of data analysis involved the reliability and validity of empirical findings.
Walsham (1995) explains that establishing validity in the eyes of the readers is the art of
persuasion that the data sets are reasonably likely to be accurate and appropriate.
As presented in Table 4-2, the reliability and validity of this research was ensured based on
four tactics given by Yin (2009). These tactics are explained in more detail in this section.
To address the matters of appropriateness of the data collected in this research case study
protocol, using multiple source of evidence, creating case study database, maintaining chain
of proof, validating procedures and publications are discussed below.
4.6.1 Case Study Protocol
According to Yin (2009, p. 79), a case study protocol is more than a questionnaire or basic
instrument. It is explained that the case study protocol can be used to ensure the reliability of
the case study.
First, the protocol includes the instrument but also contains the
procedures and general rules to be followed. Second, the
protocol is directed at an entirely different party than that of the
questionnaire. Third, having a case study protocol is desirable
under all circumstances but is it essential if you are doing a
multiple case study.
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The case study protocols were followed to be sure that the study can be replicated (see
Table 4-3).
Table 4-3: Case Study Protocol
1. Literature review to understand and establish the background PPM theory
2. Develop OSTA as a conceptual framework
3. Conduct pilot case study
a. To understand the collected data
b. To target the right interviewees and cases
c. To collect the relevant data
4. Identify organisations and contact potential interviews to arrange time for interviews
a. Data collection procedures
i. Name of sites to be visited, including contact persons
1. Data collection plan
2. Expected preparation prior to interview
3. Document reviews including P3M3 reports and check relevant
websites
4. Being clear about objectives and recent findings in PPM
b. The interview questions
i. Based on OSTA
1. What is the current situation of organisation?
2. What is the organisation’s goal?
3. What actions do organisations take to achieve goals?
ii. Based on PPM
1. Why do organisations apply PPM?
2. What are PPM goals?
3. How do they measure goals?
4. What actions do they take to achieve goals?
5. As each case study is completed, reflect findings and analyse data
a. Findings from government and industry cases
i. Categorise based on OTSA
ii. Use appropriate coding technique
iii. Identify new categories
iv. Summarise data
b. Empirical data
i. Analyse findings based on OSTA
ii. Use appropriate coding technique
iii. Explore PPM them
iv. Interaction among themes in terms of OSTA
v. PPM goals
vi. Use appropriate coding technique for comparisons
vii. Comparison of literature and empirical data
viii. Develop new themes from empirical data
6. Summarise findings and contribute to research objectives
7. Present papers for feedback in conferences
8. Incorporate feedback and produce final thesis
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4.6.2 Using Multiple Sources of Evidence
It is suggested that multiple sources of evidence be used to increase confidence that the
data is accurate. Yin (2009, p. 117) discussed using multiple sources of evidence for
triangulation. A major strength of case study data collection is the opportunity to use many
different sources of evidence for the purpose of “evidentiary reinforcement”.
This allowed the researcher to compare data collected through different methodological
approaches i.e. interviews (notes and transcripts) and documentation (internet search and
agencies websites).
4.6.3 Creating Case Study Database
Another major principle has to do with the way the data collected for case studies is
organised and documented (Yin 2009, p. 118). In this research study, different databases
were developed for each case.
1. Interviews were recorded and transcribed and then converted to OSTA format.
2. Interview notes were taken during the interview based on the data collection
instrument.
3. Documents were converted into the OSTA format.
4. A summary of data for each case was developed based on data coding techniques.
4.6.4 Maintaining a Chain of Evidence
To increase the reliability of the information in a case study, a chain of evidence is
required. It allows the researcher to follow the derivation of any evidence from the initial
research aim and objectives to ultimate case study conclusions. It is discussed by Yin (2009,
p. 122) that there should be evidence that no original data sets are lost through carelessness or
bias. Therefore, as it is described by Yin (2009, p. 123), the following structure was followed
to maintain a chain of evidence for this research study.
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Case Study Report

Case study
database

Citiations to
specific evidentiary
sources in the case
study database

Case study
protocol

Case study
questions
Figure 4-8: Maintaining a Chain of Evidence
(Adapted from Yin (2009, p. 123))

4.6.5 Validating Procedures
It is mentioned by Yin (2009, pp. 182-190), in case study research, procedures are required
to ensure the overall quality of the study. The procedures are to have the draft report review,
not just by peers but also by the participants in the case. The following procedures were
considered to validate the quality of the present study:
1. As a means of checking the validity of findings, and at their request, the researcher
returned the interview transcripts to the interviewees. By doing this the findings
was validated or amended by those whose opinions, views and experiences are
being studied.
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2. The collected data were peer reviewed with the primary supervisor of the researcher
in different iterations to ensure that data are relevant, and data are analysed
correctly.
4.6.6 Publication
The theoretical framework represented in this research that framed the research objectives,
data analysis and data collection instruments were tested in the information systems
commonly of interest by publishing a paper. In addition, the OSTA and the findings were
tested in the project and portfolio management community by publishing a paper.

4.7 Ethical considerations
Ethical perspectives have been widely discussed in the literature to emphasise that the
research study meets ethical standards and ensures the privacy, confidentiality and anonymity
of the subjects involved in the research study. Accordingly, ethical considerations need to be
viewed as an essential part of the research methodology to maintain a high level of ethical
responsibility throughout the research process.
The Human Research Ethics Committee considered this research approved with project
number ‘12-159’.

4.8 Summary of Chapter
This chapter discussed research paradigms, research methodology, research methods and
techniques. This research study used a case study methodology and interviews as well as
document analyses to collect its data. These main analysis techniques were used: structural,
thematic and pattern matching techniques. The following chapter will present a summary of
the collected data.
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Chapter 5 Findings
Outline with section numbers
5.1 Introduction
5.2 The Case Studies
5.2.1 Case-1
5.2.2 Case-2
5.2.3 Case-3
5.2.4 Case-4
5.2.5 Case-5
5.2.6 Case-6
5.2.7 Case-7
5.2.8 The Software Company
5.3 Structural Analysis
5.3.1 Identifying Categories and Summarising Data
5.4 Summary of Findings
5.5 Summary of Chapter
Figure 5-1: Chapter 5 Outline

5.1 Introduction
This chapter presents coded data in the first cycle coding to summarise findings from
interviews and document analyses. Following the structure in Figure 5-1, findings from
collected data are described and coded in categories based on coding techniques discussed in
Chapter 4. In this chapter, an introduction to each case is given. Data are then analysed and
explained to summarise findings.
This chapter provided a basis for Sarbazhosseini et al. (2014) (detailed in Appendix-A).

5.2 The Case Studies
In this chapter, a synopsis is provided of the seven cases that were studied during this
research project. A detailed overview is given, and background information of the cases is
discussed. Included in this overview are brief descriptions of the participants in the study and
an outline of the type of documents that were analysed for each case. Additional information
regarding these interviewees and document analyses are presented in Appendix-K.
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The PMI (2008) defined the PMO as “an organisation body or entity assigned various
responsibilities related to the centralised and coordinated management of those projects under
its domain. The responsibilities of the PMO can range from providing project management
support functions to being responsible for the direct management of the project.” PMOs take
the lead in managing and supervising project portfolios according to Unger et al. (2012).
As required in the ethics approval identity suppression has been applied to Case 1through
to Case 7. In this study, the software company requested it be named, hence the Case 8 is the
AllProView company.
5.2.1 Case-1
Case one is reported to have a diverse portfolio, including managing people entering or
leaving the country. They work to keep Australian borders secure through the management of
projects. This organisation strives to make fair and reasonable decisions for people in
Australia based on law.
Two interviews were conducted to collect the data for Case-1. Interviews were conducted
with the Director (ICT Strategic Planning Office) and the Business Analyst (Portfolio
Management Office). The organisation provided the P3M3 report for September 2012 and the
Capability Improvement Plan.
5.2.2 Case-2
This particular organisation is responsible for the development of service delivery policy
and provides access to social, health and other payments and services. Their budget, on
behalf of the government, is around $150 billion every year. They have around 40,000 staff
servicing the Australian population.
Three interviews were conducted to collect the data for Case-2. Interviews were conducted
with the Director, Portfolio Planning and Management team (ICT Portfolio Management
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Office), the National Manager (Portfolio Management Office) and the Business Analyst
(Portfolio Management Office). The requested documents were not provided during
interviews. However, the interviewees did discuss their P3M3 assessment during the
interviews. The relevant documents, including P3M3 assessment (September 2012), and
Capability Improvement Plan (June 2013) were found through the internet search in the
agencies’ website. Other collected documents included the Strategic Plan from 2012-2016.
5.2.3 Case-3
This organisation’s purpose is to help make Australia stronger, safer and more prosperous
by promoting and protecting international interests and contributing to global stability and
economic growth.
Two interviews were conducted for Case 3. The first interview was with the Director
Planning & Development Office and the second interview with the Director ICT Governance
Branch and Planning and the Director Portfolio Management Office. The following
documents were provided to the researcher via email; Delivery Strategy, Strategic Program
Development, and Performance Management and Evaluation. The P3M3 assessment was not
provided during the interviews. However, the interviewees discussed their P3M3 assessment
during the interviews.
The interviewees were responsible for looking after portfolio management as well as taking
care of all business media and government functions. They also provided secretariat support
to their steering committees.
5.2.4 Case-4
This case’s mission is to protect Australia and its national interests. In achieving this
purpose, it assists the Government of the day and is responsible to the Commonwealth
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Parliament that represents the Australian people to carry out the Government's policy
efficiently and effectively.
One interview was conducted for Case 4. The required documentation was not provided
during interviews. However, the interviewer found the relevant document, including an
oversight and management of the case information and communication technology report
2011-2012, in an internet search.
The interviewee was responsible for managing a portfolio of two clients; one client
providing a budget of A$0.5-1 million and the other A$20-30 million every year.
5.2.5 Case-5
This agency is committed to providing a quality service to all their customers both in
Australia and overseas. In recognition of the diversity of their clients, they offer a range of
information and other services.
One interview was conducted for Case 5 with a person from Audit, Policy and
Parliamentary Liaison. The required documents (such as P3M3) were not provided during the
interviews; however, they were found in an internet search, this included the P3M3
assessment for June 2011.
5.2.6 Case-6
This case is classed as one of the biggest Universities in Australia. They are an organisation
that has applied AllProView software in order to manage their portfolio.
Two interviews were conducted with this client. The two interviews were carried out with
PMO at the University including the portfolio management officer and their assistant. These
people were providing an IT service to the University. They run a total of 40-45 significant
projects that have a combined value of around $150 million
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5.2.7 Case-7
This case involved an alliance of eight members. Their primary goal is to reduce the burden
of cancer and develop an excellent centre. This particular case is growing across Melbourne
Australia to look after its cancer patients and their families.
One interview was conducted with the PMO for this case. This team were split in two; half
of the project team were responsible for managing the build and the other half of the team
looked after information management and ICT that would bring this all together. They are
putting IT solutions and systems in place to enable them to work efficiently. Currently, they
are running seven or eight projects with an estimated 140 projects they still need to
undertake.
5.2.8 The Software Company
AllProView is a software company located in Melbourne. This company has recently won
a grant to introduce P3 (Project, Program and Portfolio) dashboards into the Victoria
Government.
AllProView is a unique and powerful Internet-based resource in portfolio, program and
project management (P3M), invoicing and time-tracking application (AllProView 2014). The
product offers “corporate resource managers, planners, functional & project managers, senior
managers and administrators a sophisticated solution to centrally administer human resources
and materials against portfolios of activities and projects.”
In this study, Case 6 and Case 7 were two main clients of the AllProView, the software
company that agreed to participate in this research.

5.3 Structural Analysis
Following the structure of data coding discussed in Chapter 4 and Figure 4-7, this section
presents coded data using structural coding techniques as presented in Figure 5-2.
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Based on Saldana (2009, p. 149), first cycle methods are those processes that occur during
the initial coding of data. The finding from the data in the first cycle of coding is then
summarised in terms of categories discovered in this process.
It was discussed in Chapter 4 that interview questions, as well as data collection
instruments, were designed based on the OSTA (developed in Chapter 3). Therefore, data sets
collected in this research study were based on semi-structured questions and instruments
developed from the OSTA. In order to summarise data, a structural technique was applied. It
is suggested that this technique is more suitable for interview transcripts.
It is described by MacQueem and Milstein (1999) that structural coding applies a contentbased or conceptual phrase representing a topic of inquiry to a segment of data that relates to
a specific research question to frame the interview. The similarly coded segments are then
collated for more detailed coding and analysis.
Structural coding has been discussed to be appropriate for virtually all qualitative studies,
but particularly for those employing multiple participants, standardised semi-structured data
gather protocols, hypothesis testing, or exploratory investigations to gather topic lists or
indexes of major categories or themes (Saldana 2009). Namey et al. (2008, p. 125) explain
that this coding is question-based and “acts as a labelling and indexing device, allowing
researchers quickly to access data likely to be relevant to a particular analysis from a larger
data set.” Structural coding is therefore used to code and initially categorise the collected
data.
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Figure 5-2: Data Coding Procedures - Structural Analysis
111 | P a g e

For this research study, five government cases and two industry cases have been
investigated. Data was gathered through interviews and document reviews. Interview
transcripts were developed along with notes taken during interviews based on the OSTA. All
the collected data were transferred to the OSTA format. During the structural coding of data,
it was discovered that there were possible new categories other than the categories developed
in the OSTA. In addition, interview questions for industry cases were different to government
questions. For this reason, following data analysis there were more categories for industry
cases. Table 5-1 indicates the identified categories of government and industry cases.
Table 5-1: Initial Categories Identified from Data Analysis

Categories

Government

Industry

Cases (1 to 5)

Cases (6 & 7)

State Indicators





Transition Actions





Desired State





PPM Success Measurement





PPM Benefits





Helpful & Reflects Organisation’s Needs





Comments





Software benefits



How do they use it?



What the software does not cover?
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Table 5-1 shows the additional categories developed for industry cases. The following
discussion explains how and what categories were defined in the initial data analysis.
5.3.1 Identifying Categories and Summarising Data
In order to better understand findings in this study, initial categories are described, and
examples from the collected data are provided.
Category1: State Indicators

State indicators are a category from OSTA that represents the current state, scope, P3M3
reports and issues in managing portfolios. This category mainly focuses on organisational
issues as well as reasons for applying PPM.
For example, Case-1 said that “due to a limited number of resources, people, storage and
systems capability, we needed to apply portfolio management to get better alignment and to
apply consistency throughout the organisation.”
Category2: Transition Actions:

A transition action category from OSTA represents transition actions that organisations
take in order to achieve their goals. Analysis of data showed that organisations described
their processes, frameworks, tools and/or software, and steps they followed to achieve goals.
For example, Case-2 mentioned they use “Microsoft Word, spreadsheets, excels Prince 2
and SPS tools to manage their data in different departments.”
Category3: Desired State

Based on OSTA, the desired state represents the goals that organisations want to achieve.
This category has described desired goals of organisations.
For example, Case-1 discussed their goal is “to allocate appropriate funding and resources
to deliver what we promised, prioritise values of the organisation and meet the portfolio
budget statement.”
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Category 4: Portfolio Success Measurement

During data analysis, organisations discussed their portfolio success measurement criteria.
This category shows how organisations measured achievement of their goals. While this
category was not part of the OSTA, it was developed for further analysis.
For example, it was mentioned by Case-1 that “we use sign-off processes to check with the
client at the end to make sure we have delivered what was requested.” In addition, Case-4
mentioned there are “no specific measurement tools but guidelines, measuring of success is
done at different levels, for example, budget and timeframe is a technical level. Values are
not part of measurement. However, there are guidelines provided by government for
managing portfolios.”
Category 5: Benefits from PPM

Organisations discussed benefits of PPM in this category. Similar to success measurement,
benefits were not included in the OSTA; however, it is separated for data analysis purposes.
In this regard, Case-2 mentioned “PPM would bring accountability to the organisation
because of the framework and clarity that PPM creates throughout the organisation.
Everyone knows the processes and guidelines to follow to achieve positive results.”
Category 6: Helpful & reflects organisations need

This category explains whether PPM was helpful for organisations and reflects their
organisational needs.
In this regard, Cases 1 and 5 similarly agreed that it is helpful to their organisation. For
example, Case-4 noted “all projects are interconnected, and that’s where PPM comes into
the picture. PPM is essential by adding clarity, transparency, consistency, and having a
framework that would lead us to make efficient and right decisions in the right
circumstances.”
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Category 7: Comments

This category represents the comments provided by interviewees regarding PPM in a more
generalised sense. In this category, the organisational learningfrom PPM are explained.
In this regard, Case-1 mentioned that PPM “needs to consider Total Quality Management
(TQM). TQM is an area that would guarantee the quality of making decisions, as well as
processes.”
Category 8: Software Benefits

In this category, industry cases discussed benefits they received from AllProView software.
Case-6 mentioned “software should be there to help the organisation plan, monitor and
control its work. In addition, software is a single source of truth, useful for tracking and
understanding as well as efficient reporting.”
Category 9: how do they use the software?

This category explains how industry cases are using the AllProView’s software. Case-7
mentioned that we can“see the overall status,we can see where we are in terms of stages and
the status of projects overall and we can then drill down into actual projects to have a look at
what’s going on and how it is tracking.”
Category 10: what the software doesn’t cover?

This category is, as its name represents, what software does not include in managing
projects in a portfolio. It was mentioned in Case-6 that software does not cover “a) benefits
management, b) the software has some functionality for decision-making but cannot make
decisions, and c) it is not helping to decide what needs to be tracked.”

5.4 Summary of Findings
In this section, data are categorised based on what each case discussed. The following is a
summary of data presented in Appendix-K)
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Category1: State Indicators







Challenges:
o Cultural Issues
o Stakeholder management
o Change Management
o Budget Cuts
o Scarce resources
Lower Visibility, Clarity, Consistency, and transparency
Many interconnection among projects
Many regulations
P3M3 reports

Catagory2: Transition Action







Prince2 & templates, SAP framework, MS Project, Excel spreadsheets, Access
database
Policy from government
Stage gates
Planning based on portfolio statement
Government policy and procedures
AllProView software

Category3: Desired State










To keep control of surprises
To allocate appropriate funding and to deliver what we promised against
portfolio budget statement
To deliver government initiatives
To bring higher consistency and visibility
Controlling changes
Delivering the right things
Delivery based on portfolio statement
Efficient prioritisation to make right decisions
P3M3

Category 4: Portfolio Success Measurement







The framework gives a measurement of outcomes
Sign off processes
Formal audit reports
Senior management responsibilities
Feedback from customers
No specific measurement
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Budget and timeframe

Category 5: Benefits from PPM










Transparency
Consistency, standardisation and familiarity
Accountability
Clear visibility
It is a guide
Risk management
Better strategic decisions
Better decision-making processes by bringing clarity and visibility
Doing the right things at the right time

Category 6: Helpful & reflects organisations need









It clarifies for stakeholders what they can deliver based on documentation
Information sharing, consistency, accountability
Promotes consistency in processes
Ability to see exactly what they are working on and see activities
It is a good methodology, clarifies if they have right people and the right
money
Clarifies interconnections among projects in a portfolio
It does not help because of restrictive procedures
It is a framer

Category 7: Comments








It needs TQM
It helps business to walk with us to have no surprises
It is a tool, methodology and a framework
It works only if senior managers lead it
It needs a continual process improvement even if you get 5 at P3M3
You cannot follow the procedures as it is a constant battle because everything
changes
PPM software is essential

Category 8: Software Benefits






Single source of truth
Tracking and understanding projects and processes
It provides reporting
Managers can see a quick and comprehensive view of what is going on in
projects
Calculates ROI
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Category 9: how do they use the software?






For ROI analysis
Actual data accuracy and process compliance
Recording and controlling processes and projects status
SharePoint site
Having everything in place and have visibility, consistency, reporting on
project status, governance and responsibility

Category 10: what the software does not cover?




It does not provide benefits management but instead, functionality to assist in
making right decisions
Not helping in deciding what is to be tracked
Decision-making and benefits management

5.5 Summary of Chapter
This chapter first provided the brief introduction of the studied cases. It also presented the
interviewees and their role in the organisations. In addition, the collected data were analysed
based on structural coding techniques. Due to implementation of the OSTA (see Chapter 3), it
allowed development of research objectives and raw data collections to be structured.
In the initial analysis of collected data based on structural coding, some new categories
were developed. The data from all cases were summarised in categories. The collected data
from each case are presented in the Appendix-K.
The findings from this chapter will be used for further analysis of data in the next chapter.
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6 Discussion of Findings
Chapter 6 Discussion of Findings
Outline with section numbers
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6.2.7 Challenges with Budget Cuts
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6.2.10 Scarce Resources
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Figure 6-1: Chapter 6 Outline
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6.1 Introduction
This chapter covers the complete discussion of findings of this research study and follows
the structure in Figure 6-1. This study used the thematic analysis to develop themes based on
findings explored in Chapter 5. Therefore, it first discusses the themes and then uses pattern
matching to compare and analyse the literature with the empirical findings.
Throughout the study, it became apparent that there were consistent and significant themes
that arose from all the cases. For this reason, this chapter discusses the findings in common
and significant themes derived from the empirical study to better understand the context.
With these themes in mind, the OSTA was developed to formulate findings. A comparison is
provided, exploring the differences and commonalities between the empirical study and
literature review in terms of the OSTA. Following this, the chapter concludes by discussing
the discovered theoretical relationships between findings and literature.

6.2 Themes from the Empirical Study
This section discusses the major themes derived from the thematic analysis of the data. It
has been mentioned that the goal of this method is to identify the most common and
significant themes from data. A thematic approach applied to the data sets is presented in this
section.
According to Saldana (2012, p. 139), a theme is “an outcome of coding, categorisation, and
analytic reflection, not something that is, in itself coded.” Rossman and Rallis (2003)
differentiate category and theme as “think of a category as a word or phrase describing some
segment of your data that is explicit, whereas a theme is a phrase or sentence describing more
subtle and tacit processes.”
Following the data coding structure, this section explains the themes that were discovered
from summarised data (see Figure 6-2).
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Figure 6-2: Data Coding Procedures - Thematic Analysis
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6.2.1 PPM Frames Decision-Making Processes
It was discovered that organisations apply PPM in order to frame their decision-making
processes in the portfolios. It was found that PPM has a significant role in framing their
actions and management processes. For this reason, organisations found that PPM is a helpful
methodology or a tool for this. However, organisations commonly referred to PPM as not just
a tool; it is a methodology, a framework and even a discipline for every project, job or task
they undertake. It can be said that it is a “supreme framer” in the way that it provides
visibility for organisations.
6.2.2 Higher/Lower Visibility
Visibility is a common theme amongst all cases. Stakeholders are able to visualise the
progress of projects. Tracking the progress of projects has financial implications and one of
the primary concerns for portfolio managers. Having good visibility subsequently meant that
stakeholders were able to monitor and manage finances in an efficient way. Portfolio
managers were able to see how money is being allocated, allowing them to make informed
decisions about financial matters and, therefore, better balance budgets. In this process, they
might decide to reallocate money accordingly. Cases often expressed the view that good
visibility of financial management would mitigate the risk of inappropriate/ unwarranted
spending of money.
In addition, visibility clarifies the progress of projects. It assists portfolio managers to
better capture data including finance, resources, time, and quality. This permits them to make
right decisions at the right time.
Organisations commonly had lower visibility in their organisation. Therefore, it is
significant for organisations to have better visibility in order to reduce risks. Organisations
can clearly see the interdependencies among projects and, ideally, be able to identify and
mitigate risks in the early stages so that there are fewer unplanned disappointments or
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setbacks. It was discovered that they apply PPM because they do not want to have surprises
in meeting objectives. Case 4 noted that all of the projects are interconnected, and that is
where PPM becomes useful. This also confirms that PPM would help when there are multiple
projects with interactive impacts. For this reason, PPM by adding clarity, transparency,
accountability, and by creating a framework, would help organisations to make efficient and
correct decisions. Case 2 noted that they wanted PPM to control changes and prevent
surprises. It also discussed that visibility providing by PPM would further promote a strong
network of people working towards the same goal.
6.2.3 Higher/Lower Transparency
Organisations found that greater visibility creates greater transparency for them. Across the
cases, it was important that the flow of information from the bottom-up was transparent.
Portfolio management officers that reported the progress of projects in a consistent and fluent
way, which was readily available to portfolio managers to track projects, made managing
portfolios much easier. With a transparent flow of information, portfolio managers can see
how managers are operating projects and what progress is being made. For example, Case 2
outlined how PPM has allowed them to have efficient information sharing throughout the
organisation.
Due to complex interdependencies between projects in a portfolio, it is important for
organisations to aim for a higher transparency across projects. Having greater transparency
assists stakeholders to share information about projects that can lead to simplifying the
complexity of interdependencies and achievement of portfolio goals.
6.2.4 Higher/Lower Accountability
Another major concern for organisations is to clarify roles and responsibility for all
stakeholders. When all parties clearly know their roles and responsibilities they are then
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accountable for ensuring what they carry out. This is not only from an organisational
perspective but on an individual level(i.e., it is obvious what your position is in the
development of a project. In Case 6, it was mentioned that the biggest problem they
experienced was when members are not clear about what they want and what they need. In
addition, Case 2 suggested that PPM enhances accountability throughout an organisation. It
was also mentioned that “…risk of not doing PPM is not being able to advise the C.I.O or
our business colleagues of what we’re doing, that’s probably the biggest risk, and by doing it
holds us to be accountable, like the C.I.O group to be accountable for delivering as
promised. For project managers, it gives them boundaries to work within, and it shows them
a relatively clear path of what their requirements are and how they can then help the
delivering teams.”
6.2.5 Challenges with Stakeholder Management
A concerning theme that was identified during this research and from each of the cases was
the difficulty in managing stakeholders. It was discussed in numerous cases that because the
organisations operate in a top-down system, the participation from all stakeholders was
difficult. Managing project portfolios is a process that requires a lot of people to work
together and collaborate in the best way possible. From the top down, policy and procedures
need to be followed in order for portfolios to be managed successfully. It was reported in
Case 3 that when procedures were not followed, disharmony was projected onto other
stakeholders throughout the portfolio. On a broader scale, cultural issues within an
organisation arose. It was discussed that if project managers do not follow policies and
procedures the culture can be changed.
Stakeholder management can also be seen from the senior management perspective. In that
view, senior management significantly and consistently needs to see portfolio management.
There appears to be a direct link between senior management responsibility for portfolio
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management and the portfolio results achieved. In Case 3, senior management engagement
was raised as being a significant issue. It was mentioned that senior managers have to take
responsibility for delivering the portfolio of projects. Senior managers, by leading and
managing portfolios, can give confidence to all stakeholders that the actions they are taking
for the achievement of portfolio goals are necessary. In addition, this leadership and support
from senior managers could lead to having a better culture among all stakeholders in any
organisation.
6.2.6 Higher/Lower Consistency
It was found that organisations wanted to achieve consistency throughout their hierarchy,
hence policies and procedures were useful. Stakeholders wanted to see what they do and
deliver based on policy statements. Having consistency and strict guidelines would assist in
avoiding cultural issues within an organisation. Following policy and procedure for
stakeholders can ensure they are making consistent decisions based on organisational
requirements. Although having policies and procedures in the cases was reported to be useful
in providing consistency, Case 5 said that having policies and procedures in place were
restrictive and prevented creativity and innovation.
It is hard to distinguish, however, the difference between innovation and creativity and
what organisations were talking about when they reported portfolio managers are doing
projects in their own way. There is a possibility that innovation and creativity is causing
disharmony for stakeholders and therefore leading to cultural issues.
6.2.7 Challenges with Budget Cuts
A significant matter of concern for Government cases was the act of cutting budgets. It was
no surprise to hear that budget cuts have an impact on managing projects in a portfolio. The
outcome of budget cuts means that decision makers are required to assign priority to certain
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projects meaning that projects may need to be postponed or ceased. While projects are
defined for one or few strategic goal/s, killing one project might cause a domino effect and
impact negatively on other projects. If budget cuts are in force and there is a lack of visibility,
stakeholders may lack understanding and again lead to stakeholder management becoming a
greater cause of angst.
Cases 4 and 5 discussed the reality that when budget cuts occur projects can change, or
new projects can be added to a portfolio. They mentioned that the difficulty with this is that
policies and procedures do not always permit organisations to define a new project.
6.2.8 Challenges with Change Management
Along with all the elements of managing a portfolio, change management or a change in
the scope of projects was considered a challenge for all organisations. Change of scope was
one of the issues that organisations do not manage well. Similarly decision makers, as a
result, need to make complicated changes either by changing, adding or, in some cases,
ending a project to fit in line with the change in scope.
Change of management was also discussed from the perspective that organisations want to
adopt a new framework. Stakeholders sometimes resisted these changes. When stakeholders
resist or refuse to accept changes, the issue then becomes about culture and stakeholder
engagement/ management issues. It was also mentioned in Case 7 that quite often, people and
the business changes were their major problem, rather than the delivery of a project.
6.2.9 Cultural Issues
A common challenge identified throughout the cases was the need to create and maintain a
positive culture in the project management process. An issue arises when there is a need for
change leading from either new processes or a change in the scope of projects. With any of
these changes, there is a need to obtain full support from senior management. If this support
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is not apparent, cultural issues arise. The flow on from poor management in any of the
identified themes such as poor stakeholder engagement, low consistency (not following
procedures), budget cuts and poor change management, was considered to lead to significant
cultural issues. Cultural issues have a direct impact on portfolio achievements.
6.2.10 Scarce Resources
There were also other issues discussed by the cases. Limited resources including people,
software, space and budget has a direct impact on achieving a portfolio’s success. Projects
interconnections and limited resources (such as personnel, the amount of storage and systems
capability) are challenges to achievement of overall PPM goals (explained by Case 1).
Case 6 elaborates that “a project might deliver well but then our ability (resources) to
deliver that service on a day to day basis and operate it was not necessarily ideal and didn’t
meet the outcomes of the project.”
6.2.11 P3M3 Reports
The P3M3 assessment of government cases indicated that organisations were mainly
operating at level 2 in portfolio management while Case 2 and 4 were at level 3. The P3M3
assessment showed that organisations needed to focus on different areas and mainly
stakeholder management. This focus area in P3M3 matches with what organisations also
found as an issue. Engaging stakeholders is a challenge for organisations who want to
improve their portfolio management status (discussed in Section 6.2.5).
6.2.11.1 Benefit Management

Benefits management was another area in P3M3 that needed to improve. Organisations
advised that they deliver projects on-time and within budget but aligning these projects with
strategy of portfolio is a challenge.
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Benefits management is an integral part of change management and is aimed at increasing
successful delivery. Importantly, focusing on benefits and how they will be managed helps
provide focus for the portfolio and ensures that benefits continue to be realised throughout the
change process. It provides the necessary link between project delivery and the achievement
of business transformation.
6.2.11.2 Risk Management

Improving management of risks could help organisations to manage changes and surprises
in the business. Although risk management was discussed in P3M3 reports as a central area to
improve, it was not emphasised by cases as a separate goal or

issue. It seems that

organisations assume different perspectives for defining risks.
In P3M3 reports, the study showed that some cases wanted to improve the level of their
portfolio while others just wanted to maintain their portfolio level but improve in a few
different areas. The P3M3 studies indicated that organisations should mainly focus on
Stakeholder Management, Benefit Management and Risk Management to develop their
P3M3 levels as well as to achieve greater outcomes in their portfolios.
6.2.12 Sign-off Process to Measure Success
The most common tool for measuring success of projects was the sign-off process. Case 1
and Case 7 mentioned the way they measure their outcomes were signed-off involved asking
the client at the end of a project if they have delivered what they had requested. However, it
was mentioned that they have their framework and stage gate process that clarifies
measurement of each level but this was not provided to the interviewer. It was mentioned by
Case 2 those KPIs (Key Performance Indicators), which help an organisation to define and
measure their progress toward their organisational goals, were their success measure. This
suggests that there is a gap among portfolio success measures demonstrated by cases. It
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would seem organisations are not yet mature enough to define their success measurement for
goals such as strategic alignments.
6.2.13 Customer Satisfaction to Measure Success
Customer satisfaction was used as another way of measuring success of the portfolio.
Receiving regular feedback would help organisations measure their success. Case 6, for
example, was at the medium point of maturity and they mainly regulated themselves based on
customer satisfaction. They believed that their PPM measurement was meeting service level
targets. They mainly line up projects against a series of goals at an operational level. While it
seems that continued assessment is necessary for the organisation to measure their success,
customer satisfaction would not serve as a lone measure.
6.2.14 Auditing Reports to Measure Success
It was noted that organisations are using formal auditing reports as part of their process for
measuring success. Case 2 mentioned that they utilised formal auditing reports as part of their
measurement tool; this is similar in every government organisation. Government commonly
invited organisations to undertake auditing assessment; however, these organisations use this
kind of report to make sure they are doing the right things. There is limited knowledge of
whether or not these reports lead to portfolio success and if these reports assist organisations
to achieve their strategic goals.
6.2.15 Portfolio Statement to Measure Success
Portfolio statements provide the general investment goals and objectives of organisations
and describe the strategies that the managers should employ to meet their goals. Accurate
information on measurement is given as policy and procedures.
Within a portfolio statement, budgets and timeframes are set out and made clear and
provide another success measure used by Government agencies. The portfolio statement is
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developed through government. The Government then invited organisations to follow it. Case
3 said that all their work must align with the portfolio statement. However, it was mentioned
in both Case 3 and Case 5 that they “don’t have any formal processes for measurement.”
However, organisations believe that if they follow the portfolio statement their success is
guaranteed. Therefore, they find the portfolio statement to be their success measurement tool.
Case 4 mentioned there are “no specific measurements but guidelines”. The interviewee
believed that measurement is done at different levels. For example, budget and timeframe are
measured at a technical level. It was mentioned that the exact criteria for measuring success
are not part of the portfolio statement, but there are guidelines to manage their portfolios.
6.2.16 Portfolio Managers Responsibility to Measure Success
It was commonly discussed by cases that portfolio managers should take the responsibility
of portfolio success because they know what projects are running in the organisations in order
to achieve higher goals. Case 7 had a steering committee that was responsible for running the
portfolio of projects and was accountable for talking with other portfolio steering committees
to ensure they were not missing or overlapping tasks. However, the other cases mentioned
that portfolio managers do not have a clear view of benefits, and this creates an issue with
responsibility and achieving goals. Portfolio managers have to justify projects individually
because they are the ones with knowledge about why particular projects should be running
and what strategic goals should be achieved.
6.2.17 Actions based on Guidelines and Policies
The study from the five government cases showed there are policies and guidelines
implemented by government to manage portfolios. Based on these policies and guidelines a
framework is then created in order to manage portfolios. It was suggested to government
cases that they develop their framework based on Prince2 and SAP. It was also seen that
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industry organisations have their guidelines and policies for stakeholders. However, these
guidelines and procedures are given to industry cases based on their requirements and
understanding of the projects.
In adherence to Government regulations, organisations are using software material such as
Microsoft Word, Excel spreadsheets, Prince 2, and SPS tools. It was also discussed that
organisations use different types of analysis such as Situational Analysis, Network Analysis
and forecasting and prioritising. Some of the cases used various tools such as a financial
system or SharePoint for tracking and reporting. For managing their data, MS Access
database software was used. Case 5 indicated that they used Matlab in their decision-making
process.
While guidelines and policies were provided by government, organisations needed to
develop their management framework. The findings show that organisations usually
conducted their work plan and implemented framework at the different levels in the
organisation. Different levels use their tools in order to manage their work. Although, there
were different levels in the organisation with clear guidelines and procedures for that
particular level, the interdependency and interconnection of projects needed a reporting
system to senior management or steering committees to make final decisions and track whole
portfolios. This has shown that people in different positions are required to report on their
project. The portfolio management office was responsible for creating and summarising the
final report to the senior managers to make final decisions and track the portfolio.
While benefits of having guidelines and policies that clarify decision-making processes,
Case 4 and Case 5 discussed that it was limiting their scope to be innovative and flexible,
particularly when budget cuts occurred. It was a problem that creativity would not be
achieved from restrictive guidelines and policies.
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6.2.18 Actions based on Stage-Gates
According to Sethi and Iqbal (2008), in Stage-Gates after each process a go/kill decision is
completed and each project is evaluated against pre-defined criteria to decide whether to
continue investing in the project and, if it is applicable, an action plan for the next stage is
developed.
Organisations similarly used Stage-Gates, which were developed for themselves to follow
mainly in ICT portfolio offices. These gates included selecting the right projects, prioritising,
resource management, controls, risk management, and stakeholder management. In order to
take actions at each of these gates, organisations needed to refer to government policy to
ensure they are following the right procedures. In most cases these procedures were usually
mentioned as bullet points, and different organisational levels needed to take the required
action based on the guidelines given in Stage-Gates. It seems that in these guidelines there is
no set budget. However, the internal budget plan for organisations should be set without
budget cuts at a later date.
Case 7 had different gating phases for different levels of people in the organisation. These
gates provide an assurance mechanism by having an internal review before submitting key
documentation and plans to a steering group. It was mentioned in the case that Stage-Gates
will ensure their consistency, assist management of their stakeholder expectations, ensure
high quality and support robust decision making. This is true because it provides high-level
and low-level procedures and policies for organisations to manage their portfolios.
Case 6 noted that they had the IT group develop a framework for IT projects. They had
service delivery lifecycle, service change lifecycle, strategy management for IT services,
service portfolio management, and business relationship management in their organisation.
While these government cases did not explain in detail their processes or framework, it would
seem that clients using PPM software have a strong and clear method for each of the
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mentioned areas. On another note, they discussed that initial planning comes from senior
management and is then developed around the organisation. According to Case 6, they use
AllProView for milestones, status and resources. They also use Oracle and MS Project
software for scheduling, Remedy software for change management, and THEMIS for
Finance. It showed that they had different tools for each part of their organisation.
6.2.19 Using Portfolio Management Software
This study showed that although there are several portfolio management tools in industry,
government cases had difficulty in using them. One reason for this is that they were unsure of
which tool matched their purpose sufficiently. Another reason is that because all projects are
managed differently they were not convinced that software could help them. Government
cases, because of limited budgets and capabilities, were not able to identify the best PPM
software.
However, it was evident that when a particular portfolio management tool (AllProView
software in Case 6 and Case 7) is used, industry cases, gain better control, visibility,
consistency and transparency in managing portfolios. For example, it was mentioned by Case
6 that the software helps the organisation to plan, monitor and control its work.
Cases 6 and 7 (industry), discussed that the software brings the following significant
benefits:
“1. We find the software very useful in allowing us to look at projects that belong to a
particular portfolio and then report to that portfolio steering committee on what
we’ve got on our place.
2. Project managers can see quickly, a comprehensive view of what’s happening with
projects, what the next milestones are issues, risks and can then track money.
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3. Having everything in one place, visible, consistent, project status reporting, rigour,
encourage governance and responsibility are a few of the words used to describe the
software.
4. It has a whole section in there on assessing project viability, and it can calculate
ROI.
5. SharePoint site and web based meaning everyone has access.
6. Automate document approval processes.”
6.2.19.1 How is PPM Software Used?

Case 6 used AllProView to record the fundamental information of their projects and to
generate monthly standard reports. Also, they used the software for ROI analysis. They
believe the software enables improved data accuracy and process compliance.
Case 7 said “you can see the overall status and where you are in terms of stages. You can
then drill down into how the project is operating and determine what is happening and how it
is tracking or processing.” They also use AllProView software for reporting which assists
project managers to create their own project progress reports.
6.2.20 Organisational Systems Learning
Organisations within the study had different learning experiences with PPM. These
experiences might be useful to consider for future PPM research.
Case 1 indicated that Total Quality Management (TQM) needs to be considered within
PPM. It was mentioned that TQM is an area that guarantees the quality of decisions made as
well as the processes. This could be a further area of interest related to PPM (i.e., to consider
how applying TQM might reduce risks.) The interviewees also noted “it is learning for the
whole organisation and is not only excluded to ICT.” It seems that organisations first
implement PPM in ICT projects and then apply portfolio management to the entire
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organisation. Additionally, it was mentioned “we want business to walk with us to have no
surprises and identify issues early.” They believe that when PPM is applied it helps them to
find issues at an earlier stage and reduce surprises.
Case 2 had a different comment on PPM. They discussed PPM as a tool, methodology and
framework. It was discovered that the reason they believe PPM is a useful tool is because it
provides clear and precise guidelines to follow.
Case 3 commented that PPM is vital where an organisation needs a continual improvement
process. On this point, Case 4 mentioned that PPM is a constant battle in which everything
changes and for this reason higher visibility of interconnections is essential. Similarly, based
on the P3M3 assessment, Case 4 was of the opinion that if their portfolio is at an optimal
level it does not necessarily mean work is complete. Rather, continuous improvement to their
process is still required.
Case 3 added that cultural issues were a matter for the leadership and management of
organisation which is using the system. This means various organisations have different
management strategies for applying PPM. As a result, organisations face different cultural
issues. As mentioned in the issues and challenges section of this study, organisations were
facing stakeholder engagement issues. In summary, they believe that if senior management
took a leadership role in PPM then everyone would be more accepting of the guidelines that
are set.
In Case 4, a distinction was made between government requirements and industry
requirements. It was seen that the requirements were different for each. For example,
government experienced regular budget cuts impacting other projects while industry rarely
saw this as an issue. Therefore, it was discussed that PPM is a day-to-day battle and needs
appropriate decision-making processes to make the right decisions.
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Case 5 mentioned that procedures in PPM must be based on organisational needs. Case 5
discussed the differences between industry and government organisations reporting that
industry needs reliable procedures going forward; which do not necessarily work for
government organisations because of the many political and policy changes they face.
Case 6 believed PPM is helpful because it makes projects, actions, and processes traceable.
They were firm in their belief that they would not be able to deliver useful projects without
PPM in place. They described PPM as a framer for the organisation, framer being a tool to
frame their actions and decision throughout their organisations.
Case 7 mentioned that PPM is very helpful. It was believed that PPM is a permanent thing:
“It’s the roadmap for the future of the business rather than just having a big list of projects”.
Cases that were using specific PPM software believed that the software does not cover
everything. In this regard, they need to consider the following when using PPM software.
“1. It does not have a version management check-in or check-out.
2. They have not set a policy saying you must have these documents stored in your
project thus making it a powerful source of truth. This could be customised in
software for different clients.
3. They also believe that software does not provide benefits management
4. The software has some functionality for decision-making but cannot independently
make decisions on its own.
5. It is not helpful in identifying what needs tracking. “

Case 7 discussed that it would be helpful if additional formats such as PowerPoint were
included. The above points can be applied to any PPM software tools.
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6.2.21 Strategic Goals
While it seemed that government organisations did not have a clear understanding of
strategic goals, it was assumed that delivering government initiatives might match strategic
goals. Case 1 believed the primary goal is “to allocate appropriate funding and resources,
deliver what was promised, prioritised values of the organisation and manage the portfolio
budget statement.” It was also noted that portfolio managers did not want to face any
surprises. Delivering government initiatives was another ultimate goal talked by government
cases. For example Case, 2 believed they apply PPM in order to “deliver government
initiatives on time, within budget and to the outcome.” In Case 3, it was discussed that their
organisation want to increase general terms like money (financial status), similar to Case 2
their plan was to deliver based on goals mentioned in the portfolio statement.
In industry Cases 6 and 7 it seemed their view of strategic goals was much clearer. For
example, the major Case 7goal was to reduce the burden of cancer and develop a centre of
excellence. It is evident that industry cases had a better understanding of their strategic goals
than did government cases. Industry cases have a better view of their actions and goals and,
therefore, they can focus on achieving their strategic goals.
6.2.22 Prioritising Goals
Prioritisation was initially discussed by those who were interviewed as one of the reasons
organisations apply PPM; however, it was not discussed as one of the main PPM goals which
was discussed in Chapter 3. This study indicates that organisations use PPM in order to
prioritise projects and take timely actions. It was found in Case 4 that when the organisation
faces budget cuts and manages multiple clients, it is important to have a tool that helps them
prioritise projects in a portfolio. Case 4 said they apply PPM in order to deliver their clients’
wishes.
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It should be noted that prioritisation occurs when there is a limited number of resources
such as finance, people, hardware and software. For this reason, organisations need to
prioritise their projects to achieve their desired outcomes.
6.2.23 Balanced Portfolio
Balancing portfolios was discussed in the literature as one of the primary goals of PPM but
only a few organisations reported using PPM to achieve this.
Case 5 primary goals are to remain relevant and sustainable as an organisation. It explained
that what is most relevant to them is to be able to continue steady business. They want to
convince the government that they are useful to their clients so that the government continues
to provide them with a budget to run their portfolio.
Case 6 interviewees believed they had achieved healthy projects in the portfolio. They
believed this is because of the way in which it could break down the entire portfolio into
sensible sub-portfolios with ownership and reporting working well and detecting early
warning of problems.
6.2.24 Doing the Right Things
Doing the right things is mentioned as one of the key objectives of PPM. It was determined
that organisations would be able to know if they are doing the right projects by applying
PPM. In this regard, one of the major goals for Cases 6 and 3 was to ensure that what they
delivered was what was asked by client. Organisations believed that PPM takes a service
view rather than a project view. This means that it is not just about delivering projects but
about whether those projects deliver what was required.
In another discussion, Cases 3 and 6 mentioned “we want to make sure that we’re doing
the right things, undertaking the right projects, so that we’re optimising the use of our limited
resources.”
138 | P a g e

Case 6 also applied PPM to make sure “we are doing the right projects, meaning the ones
that are of greatest value to our organisation and obviously align with their plans, objectives,
and goals.” Another interviewee reported: “we are doing the right thing and undertaking the
projects well.”
The only problem with the focus being on ‘doing the right things’ is that for each of the
cases it was questionable as to whether they were equipped to measure the indicator if they
were doing the right projects and how they would know this.

6.3 Themes Analysed in terms of the OSTA
Based on themes derived from the empirical study in Section 6.2, the OSTA will be
developed in this section. For this purpose, state indicators, desired states and transition
actions have been discussed as well as the lessons learned by organisations.
In this section, all the categories and themes, which were discussed in Chapter 5 and the
previous section, are examined to be developed in terms of the OSTA. As a result, the OSTA
from the empirical study is produced based on common and significant themes.
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Figure 6-3: Developing the OSTA from Empirical Data
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Therefore, in below the themes explored from thematic analyses are discussed to frame the
explored themes based on the OSTA (detailed in Sections 6.3.1, 6.3.2 and 6.3.3). The
following discussion clarifies how the OSTA has been populated based on three main states
from empirical perspective.
6.3.1 State Indicators
State indicators represent the current state of the organisations in this study. PPM is
explored and an explanation as to why organisations undertake PPM is given. Based on the
themes previously mentioned and the OSTA, state indicators of organisations have been
developed (see Table 6-1). These states are represented based on their level and description
as discussed in the previous section.
Table 6-1: Themes in State Indicators based on the Empirical Study

Themes in State Indicators

Description

Visibility
Transparency
Accountability
Consistency

Low

Stakeholder Management
Change Management
Budget Cuts
Resources
including
people, software, budget

Issues involved with interrelationships
projects, and creating Cultural issues

space,

among

Limited number of resources

Sign off processes
Customer satisfaction
Auditing reports
Portfolio Statement
Portfolio managers responsibility

To measure success of the portfolio

P3M3

Case 1, 3, 5
Case 2 and 4

level 2
Level 3
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As shown in Table 6-1, there were some state indicators that arose whilst exploring the
OSTA in PPM. As depicted in the table the following points were found across the
organisations represented in the study.
Organisations commonly had low levels of visibility, transparency, accountability and
consistency. By applying PPM they wished to achieve a better state. The table also
demonstrates that organisations had issues with stakeholder management, change
management and budget cuts. These issues were said to be contributing to or leading to
cultural issues within the organisations, particularly when there are interconnections and
interrelationships among projects in a portfolio. The state indicators also show that having
limited resources and managing them in the portfolio is a challenge.
In addition, it was discovered that organisations take some actions to measure their
portfolio success but these actions do not seem to provide a good criteria for measuring
success. The table also shows that the maturity levels of the organisations were at levels 2
and 3.
6.3.2 Desired States/Goals
A desired state is the state an organisation wishes to be in. In this state, their goals and
objectives have been analysed. Table 6-2 below presents the desired goals based on themes
from the empirical study.
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Table 6-2: Themes in Desired Goals based on the Empirical Study

Themes in Desired States
Visibility
Transparency
Accountability
Consistency
Having a framework
make better decisions
Strategic goals
Prioritisation

Description
High

to

To increase level of
transparency and consistency

visibility,

accountability,

To deliver government initiatives
To prioritise efficiently in a timely manner based on
changes or strategic goals

Balanced Portfolio

To allocate resources efficiently and reduce the risk

Doing the Right Things

To make right decisions and deliver goals

P3M3

Case 1: Maintain level 2, focus on Benefits Management
and Risk Management
Case 2: Target level 4, focus on Stakeholder Management
and Risk Management
Case 3: Target Level 3, focus on Risk and Benefit
Management
Case 4: Target Level 3, Focus on Improving Consistency
and developing standard portfolio processes
Case 5: Target level 3, focus on Benefit Management

Table 6-2 shows that organisations wish to achieve higher visibility, transparency,
accountability and consistency. The organisations believed that with use of PPM, they will
have consistent decision making processes because PPM frames their actions and processes.
For the same reason, PPM helps them to increase the level of visibility, transparency,
accountability and consistency in organisations.
In addition, Table 6-2 shows that organisations desired to achieve strategic goals in order
to deliver what they have been asked. The organisations believed that they needed PPM in
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order to be able to prioritise their jobs and to make the right decisions based on their
priorities. In addition, one of the objectives was to achieve a balanced portfolio by reducing
risk and allocating resources efficiently among projects. The P3M3 reports indicated that
organisations, in order to target a new level, need bigger budgets, however, they wish to
improve their levels by considering different issues.
6.3.3 Transition Actions
Transition actions are the actions taken to change the system states from the current to the
desired state. These transitions may comprise methods, techniques and tools including
software. The following transition actions (see Table 6-3) have been identified.
Table 6-3: Themes in Transition Actions based on the Empirical Study

Themes in Transition Actions
Following Guidelines and Policies
Self-developed Stage Gates
Using Various Software such as Microsoft software in different departments
Using PPM Software

These transition actions indicate that government organisations had followed the guidelines
and procedures, but that industry had developed their own procedures and policies. It was
also discovered that organisations commonly developed stage gates based on PRINCE2.
These Stage Gates have been a key element in guiding and advising organisational decisionmaking processes and actions. Using the software for government cases seems to be a major
challenge in managing projects as different tools are used. This was different for industry
cases who reported using specific PPM tools throughout their organisation.
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6.4 Conceptualising PPM in terms of the OSTA
In this section, themes from the empirical study and literature review are compared. This
provides a better understanding of the PPM field. In order to do this, an OSTA framework
from the literature and empirical studies is presented. A comparison of this framework is then
be discussed.
In order to compare themes in both literature and empirical findings, pattern matching has
been applied (see Figure 6-4). Based on the OSTA represented in the literature (see Figure
6-5), and the OSTA applied to themes from the empirical study (see Figure 6-6), patterns
have been created and compared.
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Interviews Texts

OSTA

Documents

Raw Data

Data Collection

Interview
Transcripts

Interview Notes

Document
Reviews

Data Sources

Organising data

Understanding
the collected
data
Section 5.3
Structural Coding

Produces
summary of data
based on
identified
categories
Section 6.2
Thematic Analysis

Produces
common/
significant
Themes
Section 6.3
Developing OSTA
from empirical data

OSTA in terms of
PPM literature

OSTA in terms
of Empirical
Data
Section 6.4

Data procedures

Pattern Matching

Sources of Data
Processes
Outputs

Major findings
& Comparisons

Figure 6-4: Data Coding Procedures - Pattern Matching Technique
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This section discusses the findings through the OSTA in terms of both the literature review
and the empirical study. Significant exploration has led to the comparison elaborated in depth
detail below.

Organisational
Systems

State Indicators
 Too many projects
 Scarcity of resources
 Projects not linked to strategic goals
 Wrong projects
 Unbalanced portfolio
 High degree of conflict over existing resources
 Slowing project progress
 Reducing successful competition rate

Transition Actions
Top down, Bottom up approach and combination
Portfolio Maps, Bubble diagrams, Histogram, Bar charts, Pie charts, mathematical models,

Desired Goals

Scoring models, Analytical Hierarchy Process, Economic Methods, Payback Time, Net Present Value (NPV),
Internal Rate of Return, Return On Investment (ROI), Monte Carlo and decision tree, Cost/Benefit Analysis

 Strategically aligned or linking the portfolio to the
strategy

 Achieving the balanced portfolio
 Maximizing the value of portfolio
 Reduce risk
 Selecting the right number of projects
 Centralized source of information
 To ensure portfolio sufficiency versus overall product

Design, diagnosis, opportunities, tools and process,
processes of Solicitation, Selection, Prioritization, Registration and Resource Allocation
Project selection, project portfolio management cycle, framework for categorizing projects

innovation goals

 Increase competitive advantage
 Increase agility in management
 Improve customer satisfaction
 Reduce project failure
 Easy to use and maintain
 Take timely correct actions
 Effective and efficient
 It is a software
 Reduces costs and eliminates waste
 Reduces IT expenditure by 10 to 40%
 Maintains agility

Figure 6-5: PPM Framework Represented in Figure 3-4

The PPM literature is discussed in terms of OSTA in Chapter 3. Figure 6-5shows that
organisations have some difficulties in their current state. This has not previously been

147 | P a g e

researched. State indicators matched the transition actions organisations take in order to
achieve their desired goals. Figure 6-6 presents the OSTA from empirical perspective as a
populated diagram.
Organisational
Systems
 PPM needs TQM
 It is whole organisation learning
not just ICT
 Continues process improvement
 PPM is a tool, methodology and
framework
 Everything would be traceable
 PPM is a permanent things. It’s a
roadmap for future
 Not useful because creates
restrictive policies and procedures
so there is no creativity nor
innovation

State Indicators
 Lower Visibility
 Lower Transparency
 Lower Accountability
 Lower Consistency
 Stakeholder Management Challenges
 Change Management Issues
 Budget Cut Challenges
 Scarce Resources
 Sign off Processes
 Customer satisfaction
 Auditing reports
 Portfolio Statement
 Portfolio managers responsibility
 P3M3 reports

Transition Actions

Guidelines and Policies
Self-developed Stage Gates
Using Various Software
Using PPM Software

Desired Goals
 Higher Visibility
 Higher Transparency
 Higher Accountability
 Higher Consistency
 Having a framework to make better decisions
 Strategic Goals
 Prioritisation Goals
 Balanced Portfolio
 Doing the Right Things
 P3M3 reports

Figure 6-6: The OSTA from Empirical Perspective (populated Figure 6-5/3-4)
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By considering State Indicators, Transition Actions, and the Desired State from the
empirical study, it can be seen that there is disharmony between actions and goals. This
shows that there is no evidence to suggest that the transition actions that organisations take
lead to the desired state. While the transition actions discussed in literature can lead to goals
based on academic literature, this cannot be found from empirical analyses. Furthermore, this
study was not aimed to find if those actions lead to goals. Figure 6-5 and Figure 6-6 also
show that there are differences between states in the literature and the empirical study and
this is discussed below.
6.4.1 PPM Goals
From the PPM literature three main goals were identified: strategic alignment, balancing
portfolios and increasing the value of portfolio. While there were similarities between these
goals and the goal’s identified through software literature, the exploration of the practical
implications of goal setting within organisations contributes to the field. The findings of this
study show that organisations differ somewhat in the goals they wish to achieve by utilising
PPM (see Table 6-4).
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Table 6-4: PPM Goals

Literature Goals

Empirical Study Goals

Match (Y/N)

Strategically aligned

Strategic goals

Yes

Achieving balanced portfolio

Balanced portfolio

Yes

Maximising value of the portfolio

Increasing money values

Yes

Reducing risk

-

No

Selecting right number of projects

-

No

Centralised source of Information

-

No

Ensuring portfolio sufficiency versus
overall product innovation goals

-

No

Increasing competitive advantage

-

No

Improving customer satisfaction

-

No

Increasing agility in the management

-

No

Reducing project failure

-

No

Taking timely actions

-

No

Reducing costs and eliminating
wastes

-

No

Reducing IT expenditure by 10-40%

-

No

P3M3

P3M3 objectives

Yes

-

Higher Visibility

No

-

Higher Transparency

No

-

Higher Accountability

No

-

Higher Consistency

No

-

Having framework to make better
decisions

No

-

Prioritisation

No
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-

Doing the right things

No

The study shows that government cases are striving to achieve organisational goals and
deliver public initiatives. To achieve this, they recognise that improving the portfolio level of
benefits management and risk management in P3M3 assessment is essential. This concept
links with the desired state mentioned in the literature. The literature demonstrates
organisations want to achieve linking the portfolio to the strategy and maximising the value
of portfolios. This could be seen to have links to benefits management. In addition, achieving
a balanced portfolio (one of the PPM literature goals) can be seen as risk management.
However, industry cases, because they were defining their strategies for themselves, knew
what they want to achieve and terms like better visibility were not their main concern while
they achieved this by using PPM software.
According to analysis in Table 6-4, it shows that although there is goals from the empirical
study that match the literature, there is not a clear definition and understanding of these goals.
For example, in the PPM literature strategic alignment was discussed as one of the major
goals. This study discovered that government agencies want to achieve government initiatives
that are assumed to be strategic goals for organisations (i.e., not actual or prescribed goals).
One of the PPM literature goals is to achieve a centralised source of information. Empirical
data, however, shows that some organisations desire to achieve better visibility, transparency
and accountability. These goals cannot be matched because there is no evidence that this is
exactly what PPM literature means to bring better visibility, transparency and accountability.
6.4.2 Various Themes
Analysis of themes from the empirical study indicates there are themes which could be
used in different states. An example of this is, as a current state, visibility could be low.
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However, at the desired state an organisation may be aiming to achieve higher and better
visibility for a portfolio. In Table 6-5, themes that can be part of other states in the OSTA are
presented.
Table 6-5: Various Themes in the OSTA

Various Themes
Visibility

States
Current State and Desired State

Consistency
Transparency
Accountability
P3M3

6.4.3 Gap between Transition Actions and Desired State
Transition actions found in this study show that there is no clear evidence that these actions
lead to a desired state. Although the PPM literature explains the processes or tools an
organisation has to take to achieve a goal, it appears that organisations do not have enough
control to manage actions or processes to do so.
It was discovered from the literature that each of the desired actions identified has a
particular set of actions that leads to achievement of goals (see Table 3-2 in literature).
However, it was not evident that organisations that were studied know exactly what actions
would help them to achieve their goals.
Looking at actions organisations take to achieve a goal does not provide the evidence to
assist them in meeting future goals. It is clear that the organisations studied do not have a
clear understanding of strategic goals and the actions taken to deliver them. The actions by
the cases can be categorised mainly as guidelines and policies, self-developed stage-gates and
using software, but they cannot ensure achievement of their set goals.
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Transition actions made by organisations demonstrate there is a gap between desired goals
and the actions taken to achieve these goals. This comparison was raised when looking at the
different actions of government and industry. While organisations are using different
software tools, it seems that Portfolio Management Software is ideal for organisations rather
than having many different tools in place.
Comparison of goals shows that Portfolio Management Software delivers visibility which
is one of the main purposes for which government organisations have applied PPM.
However, it was found that government organisations are following traditional management
tools such as PRINCE2 or Microsoft tools such as Excel spreadsheets and Access database.
Although it was discussed that having one single source of truth was important in PPM, these
organisations still manage their portfolios with assistance from a variety of tools which might
not help them to have clarity in their processes and management. On the other hand, industry
cases had only one PPM software tool in place which led them to focus on strategic goals
rather than bringing visibility through PPM.
It was clear from the literature review that organisations take different actions in order to
meet their objectives, however, it was discovered that Stage Gates were the most commonly
used framework. Guidelines and policies were also a commonly used tool although it was
discussed that organisations felt this sometimes limited creativity and innovation in
government organisations.
In comparison, industry cases that used a PPM tool had a better understanding of their
goals. Organisations believed that this was because of the better visibility that the software
provided.

Having software helped them select, prioritise and allocate their resources

effectively and in a way that allowed them to see satisfactory progress.
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6.4.4 Inappropriate PPM Success Measures
It was discovered from PPM literature that there is no success measure for goals (e.g.,
strategic goals) or for determining a measurement for doing the right things or right projects.
This study discovered organisations experienced the same dilemma. It showed that even
when organisations knew their desired goals, they were unsure how to measure achievement
of their goals. It appears that organisations, as well as the PPM literature, have little
understanding of desired goals and what is associated with measuring those goals. However,
it is suggested the continuous assessment of project portfolio outcomes is needed to assist in
ensuring the right things are being delivered.
6.4.5 State Indicators
It was discovered in the PPM literature that organisations should apply PPM when there are
multiple projects, unlinked strategic goals, unbalanced portfolios and wrong (incorrectly
selected) projects. The studied cases, however, showed that organisations apply PPM in order
to gain a framework throughout the organisation. With having the framework, they would
enable better visibility, accountability and consistency throughout the portfolio.
It was surprising to find that indicators differed to those mentioned by Kendall and Rollins
(2003) who identified the main reasons for implementing PPM being “too many active
projects, projects not linked to strategic goals, wrong projects and an unbalanced portfolio.”
P3M3 reports contain state indicators, which could match with what organisations consider
their current state. Although, P3M3 reports are not initially designed for the purpose of
applying PPM, it can be seen that government organisations use these reports as their initial
step towards managing their portfolios.
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Table 6-6: State Indicators from the Empirical Study

Current State in Literature

Current State in Empirical Study

Match (Y/N)

Too many projects

-

No

Scarce resources

-

No

Projects not linked to strategic
goals

-

No

Wrong projects

-

No

Unbalanced portfolio

-

No

High degree of conflict over
existing resources

-

No

Slowing project progress

-

No

Reducing successful
competition rate

-

No

-

Lower Visibility

No

-

Lower Transparency

No

-

Lower Accountability

No

-

Lower Consistency

No

-

Challenges with Stakeholder
management

No

-

Challenges with Change
management

No

-

Issues with Budget Cuts

No

P3M3

Yes

P3M3

According to Table 6-6, state indicators show that organisations have different reasons for
applying PPM. While organisations design their objectives based on state indicators, their
desired state matches their goals. Therefore, they are achieving different benefits from the
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implementation of PPM (i.e., literature says projects are not linked to strategic goals in state
indicator, therefore, they apply PPM and use different approaches discussed in Table 3-3 to
achieve strategic goals while from empirical study it was found that organisations do not have
an appropriate visibility on their actions and decision makings so they apply PPM in order to
achieve higher visibility).
6.4.6 Organisational Systems Learning
Organisational systems learning from this research is based on one-iteration of the OSTA.
Organisations assess their desired state as well as actions taken, and by considering their state
indicators organisations can learn how their system is working or where it needs to improve.
This study was done in isolation and, therefore, future research could benefit from
examination of different environments. With this being said it remains evident that
organisations have learned from the PPM processes. Organisations have learned that applying
TQM concepts assures quality of their portfolios. It can be observed that since organisations
do not have a clear definition of success measures for their desired state, having TQM would
assist them to ensure the quality of delivered goals.
It was also mentioned that PPM is a continuous battle with big changes in projects,
resources, scope, and quality. In such a battle, there is a need for clear visibility throughout
organisations to manage changes effectively. Therefore, better visibility and having a
framework assists in the management of portfolios. The clarity that a framework provides
assists projects to be efficiently traced, and decisions to be consistently made according to
strategic goals.

6.5 Re-introducing Theoretical Relationships
This section presents the current complexities of the PPM field. Findings from the
empirical study and the literature review demonstrate that PPM is a field that needs to
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consider other criteria that have never been discussed from a PPM perspective. For example,
it was found that higher visibility is one of the main objectives of organisations while PPM
literature has never emphasised the need for visibility in organisations. The same concept
applies to consistency, accountability and transparency.
It was also discovered that stakeholder management, change management, budget cuts and
cultural issues are the main challenges for organisations. However, the literature review
suggested the main challenges include other issues such as too many projects or incorrectly
selected projects. This suggests there is a gap between how organisations define their current
state and how literature explains it.
6.5.1 Government and Industry Cases
While government organisations develop their framework based on PRINCE2 (which is a
PM methodology), it was explained that PRINCE2 was initially designed for multiple project
management rather than for portfolio management. There is some uncertainty that these
frameworks would help organisations meet their objectives. In addition, since state indicators
were defined differently by organisations, desired goals would also be different. It was found
that desired goals closely match with what literature and the empirical study explained. This
study discovered, however that organisations took different actions to achieve their goals. In
addition, there is no strong evidence or information that demonstrates that these actions
would help organisations to deliver their goals.
It was discovered that although there are many PPM software applications available, not
many government organisations were using the software. It was discovered that industry
cases, due to PPM software development, had better visibility throughout their organisation
(compared to government cases) and led to better strategic goals achievement.
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6.5.2 PPM Interdependencies with Program and Project Management Theories
In Chapter 2 the interdependencies between portfolio management and program and project
management were discussed. In this section, these interdependencies were discussed based on
empirical findings from the OSTA and PPM.
It was mentioned in Chapter 2 that organisations today are required to undertake multiple
projects simultaneously. Therefore, they need to apply PPM concepts in order to stay ahead
of the competition. In Table 2-3, the main reasons for failures and reasons for applying PPM
or PrgM were explained.
The findings of this research study show that there are inter-connections among PPM and
PrgM theories. This study shows that clarity, visibility and stakeholder management are
characteristics of PrgM. However, strategic alignment, managing multiple projects, faster
tracking of projects and doing the right things are characteristics of PPM.
This study shows that PPM and PrgM are used in conjunction with each other and
organisations which use PPM plan to achieve PrgM goals as well.

6.6 Summary of Chapter
This chapter first discussed the themes identified from the empirical study and then
discussed themes in terms of the OSTA. In addition, the OSTA was discussed to understand
PPM in organisations better. The comparison of themes from the literature and the empirical
study represented a valuable discussion on organisations that implemented PPM in different
ways from what it is discussed in literature.
The state indicators show that organisations have lower visibility, transparency,
consistency and accountability. These criteria have never been developed in the PPM
literature. It also seems that organisations have issues with managing stakeholders when there
is a lack of consistency and a need for a change. It seems that these issues lead to cultural
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issues, particularly when project managers follow a management style that is not based on
policies and procedures or organisational guidelines. In addition, the comparison of state
indicators as described in the literature and demonstrated by the study shows that
organisations find their current state differently to what is described in the literature.
Discussion around desired state discovered that organisations implement PPM differently
because their state indicators are different from what it is mentioned in the literature.
Organisations want to deliver goals in a way that improves their state indicator. For example,
they want to achieve higher visibility or consistency throughout their organisation so as to
better control the finance and progress of projects in a portfolio.
From a transition actions perspective, the study shows that there is a lack of information
about whether these transition actions would lead to the desired state. It shows that
organisations that do not use PPM software have different objectives compared to those that
have PPM software in their organisation. The study also shows that perhaps those
organisations that use PPM software can better focus on their strategic goals.
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7 Conclusion
Chapter 7 Conclusion
Outline with section numbers
7.1 Introduction
7.2 Conclusion on Research Aim and Objectives
7.3 Contribution to Theory
7.3.1 Contribution to PPM
7.3.2 Reflection on OSTA
7.4 Contributions to Practice
7.5 Reflection on Contributions
7.6 Strength of the Research
7.7 Limitations of the Research
7.7.1 Context
7.7.2 Interviews and Interviewees
7.7.3 Response Biases in Qualitative Data
7.8 Future Work
7.8.1 Research
7.8.2 Industry
7.9 Summary of Thesis
Figure 7-1: Chapter 7 Outline

7.1 Introduction
This study has considered different theories in order to better understand PPM. The study
shows that there is limited understanding of PPM theory in the literature. It demonstrated that
PPM lacks a robust framework. This study first aimed to frame PPM theory, but due to poor
content in PPM studies, the OSTA was offered as a valid framework to better understand the
field. The OSTA has been employed in fields such as clinical studies, ecological studies,
computer sciences and software engineering. The OSTA was selected mainly because of its
on-going and dynamic advantage. The study has applied a solid coherent framework of
OSTA to PPM in order to better understand the PPM theory.
Different research methodologies were studied in order to select the best possible method
for the study. It was evident that case studies would be a suitable methodology to address the
research objectives. Therefore, interviews and document analyses were conducted. Seven
cases from Australian government agencies and industry were studied to explore the research
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objectives. Data collection methods and data analyses techniques were discussed in details in
Chapter 4. The summaries of analysed data from interviews and document reviews were
analysed in Chapter 5.
Themes from the empirical study were discussed individually and in terms of the OSTA to
assist in the identification of differences between PPM literature and the empirical study. The
research aim was addressed by comparing states of the OSTA in both the literature and the
empirical data to show the differences and similarities in understating PPM. In addition, the
discussion considered the possible gaps in practice and introduced the current complexity of
the PPM field.
The main purpose of this chapter is to summarise the results of data analyses and
summarise the significant findings. The structure of the chapter is organised as shown in
Figure 7-1. This chapter explains how the research objectives were achieved and addressed
through this empirical study.
The discussion in this chapter describes in detail how the research findings specifically
relate to the evidence from the literature in dealing with the research objectives. The chapter
also presents the possible implications of the results for theory and practice and discusses
options to extend the research.

7.2 Conclusion on Research Aim and Objectives
The aim of this research was to clarify and better understand PPM theory by better
conceptualising it. The theoretical background of PPM from project management and
program management perspectives was explained (see, chapter 2). The comparison of the
PPM software literature and academic literature was developed to improve the understanding
of PPM. The P3M3 assessment was studied to understand how PPM has been recognised
from the industry perspective. Finally, PPM goals were analysed in terms of three main
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sources of academic, industry and software review. The first objective of this research was to
conceptualise PPM literature. It was explained through nine distinct reasons that PPM
requires a new framework. Therefore, STMs were suggested to frame PPM theory as a
reliable and well-established approach. STMs are adapted to organisational setting in this
study to make it useful in PPM because of PPM’s on-going and dynamic characteristic.
Hence, the OSTA has been developed to frame PPM literature (see Chapter 3). It was the
OSTA’s clarity and completeness which made this approach useful to better understand PPM
and to achieve this objective of the research.
The second objective was to explore the OSTA in organisations from empirical
perspective. The objective was achieved by conducting seven case studies (see Chapter 5)
and by analysing the interview data and documents (see Chapter 6).To achieve this research’s
objective, seven government and industry cases were investigated. First, organisations’
scopes, issues, and current situations were studied. Second, organisations’ goals and
objectives were reviewed. Third, actions, processes, and tools that organisations use were
investigated. These data sets were collected in terms of the OSTA and analysed based on
methods discussed in Chapter 4.

7.3 Contribution to Theory
This study presented a qualitative data analysis of studied cases based on the developed
OSTA in the PPM field. Contributions to PPM and reflections on the OSTA are discussed.
7.3.1 Contribution to PPM
PPM, as a discipline, has been characterised by diverse opinion as to its nature and by a
commercial approach to management standards, business literature and software support. It
was important to understand PPM because there is limited PPM theory.
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This study has contributed to PPM in different ways. First it has contributed by developing
new criteria which have not previously been discussed in PPM literature (see Chapter 6).
Second the study has identified PPM goals from the empirical research (see Chapter 6).
These contributions were made as a result of addressing the research objectives in this study;
new criteria were established in this study (i.e. visibility (see Section 7.3.1.1 as below)) and
new goals were explored in the research (i.e. achieving consistency (see Section 7.3.1.2 in
below)).
7.3.1.1 New Criteria

According to the widely cited Standish Group (CHAOS 2013), the main increase in success
rate of projects in 2013 resulted from several factors which included looking at the entire
project environment of processes, methods, skills, costs, tools, decisions, optimisation,
internal and external influences, and team chemistry. This CHAOS study suggested factors to
influence success rates includes executive management support, user involvement,
optimisation, skilled resources, agile processes, clear business objectives, emotional maturity,
execution and tools and infrastructure. This research shows that there are similarities with the
Standish Group findings. For example, executives’ engagement, stakeholder management,
visibility, tools and processes are found to be important themes.
The PPM theory suggests that it is essential to apply PPM when there are many projects,
scarcity of resources, projects that are not linked to strategic goals, unbalanced portfolios,
wrong projects, a high degree of conflict over existing resources, slow project progress and
low success rates. However, these findings were somehow different from what the study’s
findings suggest.
This study contributes to PPM by identifying previously unrecognised themes (see Chapter
6) by addressing research question 1 in Section 7.3. Therefore, new criteria were identified
when the research explored scope, reasons, and success measures in PPM. The study shows
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that organisations apply PPM when they have lower visibility, transparency, accountability
and consistency. These new criteria have never been previously discussed in PPM theory;
however, they have a significant role in managing portfolios. The study discovered that in
order to manage their portfolios efficiently, organisations needed to consider these new
criteria. The study demonstrates that these criteria play an important role in PPM.
In this regard, for example, case 1 discussed that they are looking for better visibility
throughout their organisation. This would assist them to control changes and avoid surprises.
The better visibility would help this organisation to track their processes and projects in the
portfolio. However, same concepts apply to other themes.
In addition, the study found that organisations apply PPM to frame their processes and
actions in order to make better decisions. In this regard, organisations believe PPM assists
them to increase visibility, consistency, transparency and accountability.
This study discovered a number of issues in PPM which were not explained by PPM
theory. Organisations had issues in managing their stakeholders, changes, and budget cuts. It
was also found that failing to manage these issues created cultural issues. In large portfolios
there are many people who are working on different projects as a team with the available
resources. The interrelationship among projects and managing these people is a significant
challenge for organisations. Organisation, however, attempt to solve these issues by applying
policies and procedures. Flexibility, innovation and creativity are the key factors that need to
be considered in policies and procedures.
7.3.1.2 Discovered PPM Goals

The study contributes to PPM by identifying PPM goals. PPM goals were discovered by
reviewing PPM academic, industry and software literature. This research has explored PPM
goals in terms of academic and software literature. It shows that there are differences among
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goals, some of which have never been previously discussed in the literature. For example, it
has been discussed in the academic literature that one of the main goals of PPM is to ensure
that there are an optimal number of projects in the portfolio. However, this goal has never
been discussed in terms of software goals. In addition, there is no evidence to show that this
goal can be achieved by using the software.
One of the major contributions of this study to theory was to analyse PPM goals. After
applying the OSTA to PPM, the empirical study explored PPM goals. The analysis shows
that there are differences among goals. It was discovered that organisations initiate PPM
differently and they seek to achieve certain goals to improve their current state based on
initiated state indicators. It was surprising that these, desired state goals were matched with
the literature while their initial, state indicators of PPM and transition actions were different
from what was discussed in the academic literature. These goals were discussed in detail in
Chapter 6. For example, it was discussed that government cases wanted to achieve the
government’s initiatives. This was assumed to be a strategic goal for government
organisations. This could fit academic goals that PPM would help organisations to align
strategically. However, goals like visibility or consistency have never been discussed in the
PPM academic literature while they are a primary concern for organisations.
It was discovered that government cases are not capable of defining their goals clearly. In
most cases they refer to their portfolio statement to define their goals. While they are aware
of their issues, and problems involved in their organisations, it is vital for organisations to
understand their goals and capabilities to achieve what they want.
7.3.2 Reflection on OSTA
This research contributes to the theory by reflecting on the OSTA used in this thesis. The
OSTA was developed, applied and evaluated in PPM to better understand the phenomena.
This research first explained nine distinct reasons that PPM requires a new framework in
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Section 3.2.3. Second, the OSTA introduces a new approach to apply to PPM as it is ongoing and dynamic characteristic. In addition, the framework’s clarity and completeness was
discussed as major reason that OSTA was useful in PPM (see Section 3.2). Third, it reflects
on thesis by developing various themes in Chapter 6 which themes were part of other states in
the OSTA. Fourth, it reflects by revealing the ignorance of gap between transition actions
and the desired state by analysing states identified through populated framework in Figure
6-6. Fifth, it represents that the desired state do not have appropriate measurement methods.
Last it reflects the existing complexity in the PPM field .
7.3.2.1 New Approach

This study contributes to knowledge by developing a version of the state-transition
approach. This reliable approach has been well established and used in different fields such
as clinical, ecological studies, computer sciences and software engineering (discussed in
Chapter 3). With the on-going and dynamic environment of PPM, the OSTA is developed
and applied to PPM as a research frame.
In this regard, the OSTA was first validated in PPM literature in Chapter 3. The interview
questions, data collection, as well as analysis methods, were developed through the OSTA in
Chapter 4. The summary of data found from the study is presented in terms of the OSTA.
This assisted to better understand the data. Last themes from the empirical study derived from
applying the OSTA are discussed. The OSTA is used to compare the findings from the
empirical study and literature review. This comparison helps to better understand the PPM
theory by discussing the interrelationship among states of the OSTA and the themes which
were discovered.
The new approach used in this study has led to a new understanding of PPM. It is the
OSTA simplicity and clarity as well as on-going and dynamic advantage that is useful for
understanding PPM phenomena in organisations.
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7.3.2.2 Developed Various Themes

The OSTA in this research explored various themes. These themes were used as state
indicators as well as desired states. However, the only difference was their level. For
example, visibility was discussed as one of the themes common in both states. However,
visibility existed at lower levels in state indicators and higher visibility was desired in
organisations (meaning that organisations where they found there is a lower visibility in their
organisations (state indicator), they intended to achieve better visibility in their organisation
(desired state)). The same concepts apply to transparency, accountability and consistency.
7.3.2.3 Gap between Transition Actions and Desired State

The OSTA reflected theory by identifying the gaps between actions that organisations took
and the goals that they wanted to achieve. This study has discovered the relationship between
actions and goals in the PPM literature, meaning that particular actions lead to achievement
of certain goals. However, there was no evidence to identify this relationship between the
actions and goals from the findings. Now the big uncertainty is whether these organisations
achieve their goals based on the actions that they take.
7.3.2.4 Lack of Appropriate Measurement for Desired State

It was discovered from the PPM literature that there is no appropriate measure to determine
if strategic gaols have been achieved. While the goals were identified, one of the major gaps
in the literature was that there has been little study on identifying success measurements of
portfolio management. The data analysis confirms that organisations have not established
measurements of their success. In general, firms are at the 2nd and 3rd maturity level meaning
that they are still identifying the best ways to measure success. While sign-off, customer
satisfaction and portfolio statements are used as the main measurements, it is still a challenge
for organisations to measure their success. As PPM has on-going characteristics, it was
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difficult for organisations to measure their success dynamically and improve their portfolio.
This might be because of interrelationships among projects and the entire portfolio.
Continuous improvement in the assessment of the goals of projects and portfolios is
necessary. However, organisations first need to clearly understand their goals and capabilities
and establish clear useful measures.
7.3.2.5 Identified Theoretical Relationships

This research identified new criteria developed for PPM theory. It was discovered that
PPM is more complicated and depends on other criteria which have never been the focus of
PPM theory. In addition, the study shows that the organisations have little understanding of
critical themes and this makes it hard to manage portfolios.

7.4 Contributions to Practice
This study contributes to practice by exploring that organisations can apply PPM and
incorporate new criteria to enhance their PPM understanding. This assists them to supplement
standards and processes that they are taking.
Application of the OSTA in organisations helps them to maintain continuous assessment of
their portfolio; which would lead to achievement of goals. The OSTA is useful in the way
that it provides organisations with a simple and dynamic approach to understanding their
portfolios. It is beneficial in that it clarifies the actions and processes they take. With the
OSTA organisations can ensure that their actions lead to achievement of goals.
Organisations can take advantage of the OSTA to assess and clarify the steps that they
follow to reduce the risk of failures and to assist the stakeholders to make right decisions at
the right times. It is essential for organisations to first understand their capabilities and their
desired state and then apply the OSTA to assist them to better understand the required actions
they need to take to achieve their goals.
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It was found that government cases do not use PPM software. Instead they use a variety of
tools in different sections due to limited budget or lack of personnel training. Perhaps this is
the reason that these organisations are looking for other criteria such as higher visibility in
their processes. Using appropriate PPM software assists organisations establish a consistency
in their decision-making and accountability processes.

7.5 Reflection on Contributions
During the paper presentation of this research feedback was received which validates the
above contributions. The following feedback is from portfolio managers in other government
cases.


It was mentioned “executives do not know what they are doing.” This study
discovered that there is a gap between the actions organisation take and the goals
they want to achieve. Organisations are not sure about the goals they want to
achieve and, therefore, they are not sure what actions would lead them to success of
the portfolio.



Another received comment was that the budget cuts are the major issue at the
moment for government cases. For this reason the portfolio management office
might exist for some years and when the changes come it may not exist anymore.
This has an impact on organisational processes and procedures. It was evident that
budget cuts are one of the major issues in PPM. Budget cuts impact on other related
projects in the portfolio.



With respect to appropriate PPM software, it was noted that organisations “are
limited in their ability to adapt software in structure because regulations do not let
them do it.” Government organisations have little flexibility/freedom to be
innovative or creative in their processes because they have to apply regulations
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from government. In addition, organisations do not have the freedom to make their
own decisions or be creative in taking actions.


Engaging stakeholders was noted as one of the challenges. It was discussed that if
the executives took the responsibility of portfolio success and engage in managing
the portfolios, most of the issues could be solved. The benefits would be that “they
could see the impact of changes on other projects, they could manage cultural
issues involved in organisations and they could assist stakeholders to make right
decisions at the right time.”

7.6 Strength of the Research
This research’s strength is in the development of a reliable, well-established version of the
state-transition approach. The OSTA was used in PPM to better frame the literature and to
understand the gaps in the literature. The OSTA assisted in the formulation of the research
questions and collection of data to address the questions. In order to answer the research
questions, well-designed research was deployed. The interview protocol involved a set of
procedures and instruments to enable interaction between the researcher and study
participants including designs for participant contact, an interview data collection instrument,
the interview scripts and analysis techniques. The protocol was desk-checked by the
researcher before use. The interview script included items from PPM and the OSTA
perspectives. In parallel, document analyses were conducted in order to strengthen the
findings from interviews. This research considered a number of cases to address the research
questions.
To conclude, the OSTA was used to frame the phases of the research project into PPM. The
research offers a structure within which to frame the literature, research questions and to
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collect and assess the case data. The use of OSTA was conducted in parallel with a
comparison of PPM literature and case data.

7.7 Limitations of the Research
This section presents the limitations of the research study, how these limitations could have
affected the results, and actions taken by the researcher to minimise the impact of limitations.
7.7.1 Context
The main challenge of this study was PPM literature in particular how PPM works and the
existing PPM theories. Perhaps the lack of a PPM standard and small number of publications
related to PPM concepts was one of the reasons for this. While PPM is a wide field used in
different disciplines it was challenging to determine exactly what PPM delivers to
organisations.
In addition, studying the PPM software did not help to better understand the concepts. It
should be noted that the software literature was accomplished by the researcher and there
were no validation, testing or functional analyses being undertaken; however, the paper
(Sarbazhosseini and Young 2012) was peer-reviewed and published in a conference.
Therefore, a well estbalished and reliable OSTA was used in order to comprehend PPM and
explicate its concepts.
7.7.2 Interviews and Interviewees
One of the major limitations of this research was the lack of PPM experts. An appropriate
methodology of case studies was conducted to interview and analyse case documents. These
case studies were conducted in portfolio management offices of government agencies
therefore people who were interviewed were involved in managing portfolios.
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In order to better understand how PPM works in a different environment, interviews with
portfolio managers in industry were conducted to identify how industry uses PPM software
and PPM concepts. These cases provided valuable and diverse information about PPM.
It was discovered that people who work in portfolio management offices are often very
busy. Therefore, a good communication channel through emails and phone was established
with each interviewee.
7.7.3 Response Biases in Qualitative Data
During interviews, it was discovered that interviewee responses were sometimes biased and
the researchers’ interview technique needed to be modified to allow elaboration of questions.
In order to better engage in the interviews, a version of OSTA was presented during
interviews. This helped the interviewees to track the questions and the structure of questions
in terms of the OSTA. In addition, visualising the OSTA helped the researcher to take notes
based on the OSTA. However, it should be acknowledged that providing the OSTA diagram
could also stimulate biased response from interview participants (i.e., they attempt to
interpret what the researcher might be looking for in the questions response rather than
responding in more natural and immediate manner while the interviewer attempted to use his
skills to communicate well with the participants to solve the issue.)

7.8 Future Work
There are several potential opportunities for future work that could advance the knowledge
of PPM theory and the OSTA. This section provides a number of recommendations for
further research in two broad areas: future research and industry studies.
It should be noted that results of this study can be generalised in terms of Australian
government organisations as it was investigated; however, the study suggests that the OSTA
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can be used in different countries and organisations to test and enhance the OSTA and PPM
knowledge.
7.8.1 Research
A number of future investigations could follow from this study to enhance PPM theory and
the OSTA.
7.8.1.1 Relationships between Transition Actions and Goals

It was discovered that there is a lack of evidence to show that actions organisations take
can lead to goals. For this reason, future research could test the actions based on the OSTA
and discover if those actions lead to portfolio goals (i.e. linkage/relationships between actions
and goals).
7.8.1.2 Analysing OSTA in Different Environments

This study applied one-iteration of the OSTA. The suggestion for future research is to
apply the OSTA in different circumstances to better understand the theories. For
organisations to better manage changes and successes, it is suggested they implement the
OSTA in different settings or circumstances to maximise their portfolio success.
The OSTA can also be used in future research to clarify portfolio success measurement. It
can provide valuable information to show how the OSTA can be used to assess the
organisation and continuously improve its processes.
When organisations wish to use OSTA, or apply PPM, they need to consider the new
criteria found in this research. Adaptation of the OSTA can be useful for an organisation to
enhance their PPM processes and achievements.
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7.8.2 Industry
This study found it challenging to identify standards for PPM. It is suggested that future
researchers develop a PPM standard and/or processes which can clarify the meaning of PPM
concepts for both researchers and practitioners.
It is clear that there is no existing formula or process for determining the success rates of
PPM. By comparing state indicators to the desired state this research proved the OSTA to be
a successful tool for organisations to assess success rates.

7.9 Summary of Thesis
Interest in PPM has significantly increased in recent years amongst academics and
practitioners. PPM is a dynamic decision-making process in which new projects and/or
programs are evaluated, selected and prioritised and resources are allocated to achieve
strategic goals. PPM was initially considered in fields such as financial sectors and later in
research and development, new product development and IT. PPM has a strong research base
in areas such as methods, tools, processes and mathematical formulas with PPM identified as
a regime that manages multiple projects simultaneously and enhances organisations ability to
achieve their strategic goals.
However, there seems to be limited theory that clarifies what PPM is, or how it should be
conceived, and equally limited methodological tools for its examination. Given the complex
nature of PPM, this research was motivated to clarify and better conceptualise its meaning.
The aim was to provide a structure to PPM and to better understand it.
The State-Transition Approach is a well-established and reliable approach to
conceptualising dynamic systems. In this thesis an 'Organisational State-Transition Approach'
(OSTA) was developed and deployed as a means for studying the domain. The OSTA has
been used in this study to conceptualise PPM literature, collate data and provide analyses.
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Australian government agencies and industry cases were selected to participate in the
research through interview and document analyses processes. These data sets have been
analysed in terms of the OSTA, including state indicators, transition actions, desired states or
goals and organisational learning, to understand PPM in practice.
Findings of the study are important in better understanding the complexities of PPM. The
research found new criteria, states and goals which were not detected previously in the PPM
literature. Gaps in understanding the relationships between actions and the desired state of
organisational systems were exposed. The lack of effective tools for implementing PPM
concepts was revealed. This research study provided a greater knowledge of PPM theory;
introduced a new method for its exploration; and, opened the door for both academics and
practitioners to further research and deploy PPM.
Project Portfolio Management is a great regime that assists organisations to achieve their
strategic goals; however, there is still a lot to be learnt about this phenomenon.
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Appendix- A
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Appendix- B
PPM Literature Analysis

The following two tables show that PPM has a strong research base in areas such as
methods, tools, processes and mathematical formulas. The data was developed from analysis
of the PPM literature and collected from 2011 until mid-2013.
Number of Papers Found in Each Category in Initial Analysis
(Adapted from Sarbazhosseini et al. (2013))

Number of Papers
Tools and techniques
Definitions

Processes

Initial findings

67

Frameworks
Balancing and Resourcing
Strategic alignment
Maximising the value
Selecting right number of
projects
Goals and
Objectives

To ensure portfolio
sufficiency versus overall
product innovation

24

Centralised source of
information
Risk
Success measures
Duplicated papers
Total Finding

15
17
89
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The figure below shows the emphasis of PPM literature on Transition actions in terms of
OSTA.

Organisational
Systems

State Indicators
 Too many projects
 Scarce of resources
 Projects not linked to strategic goals
 Wrong projects
 Unbalanced portfolio
 High degree of conflict over existing resources
 Slowing project progress
 Reducing successful competition rate

Over 55%
Transition Actions
Top down, Bottom up approach and combination
Portfolio Maps, Bubble diagrams, Histogram, Bar charts, Pie charts, mathematical models ,

Desired Goals

Scoring models, Analytical Hierarchy Process , Economic Methods , Payback Time, Net Present Value (NPV),
Internal Rate of Return, Return On Investment (ROI), Monte Carlo and decision tree , Cost/Benefit Analysis

 Strategically aligned or linking the portfolio to the
strategy

 Achieving the Balanced portfolio
 Maximizing the value of portfolio
 Reduce Risk
 Selecting the right number of projects
 Centralized source of information
 To ensure portfolio sufficiency versus overall product

Design, diagnosis, opportunities, tools and process ,
processes of Solicitation , Selection, Prioritization, Registration and Resource Allocation
Project selection , project portfolio management cycle , framework for categorizing projects

innovation goals

 Increase competitive advantage
 Increase agility in management
 Improve customer satisfaction
 Reduce project failure
 Easy to use and maintain
 Take timely correct actions
 Effective and efficient
 It is a software
 Reduces costs and eliminates waste
 Reduces IT expenditure by 10 to 40%
 Maintains agility

Actions Received Higher Focus in PPM Literature in term of OSTA and
based on Number of Papers
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Appendix- C
Vendors

In order to find vendors and their deliverables, the current available products in PPM and
vendors’ websites were reviewed to summarise what they are delivering and what the
features of their products are. In the left columns, features and benefits that vendors are
providing are given and on the top horizontal row PPM goals are given from literature to find
the matches.

Features and Benefits those Vendors Delivering versus PPM Literature Goals, Identifying Matches
Features and
benefits that
vendors deliver
versus literature
goals
Enterprise View
Advanced tracking,
planning,
scheduling,
reporting
Better
communication
Reduce complexity
Easy to use,
operation
Reduce risks
Reduced project
failures
Increase investment
returns
Maximising the
value of portfolio
Maximising
investments,
resources and
capitalise
organisation’s
accumulated
knowledge
Maximising strategic

Balancing
/
Resourcing
portfolio

Strategic
alignment

Maximising
value

Reduce
risk

Select
right
number
of
projects

Centralised
source of
information

To ensure
portfolio
sufficiency
versus overall
product
innovation
goals
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value of investments
Reduce costs, cost
effective, cost
control
Speed up ROI
Making smart
decisions based on
strategies
Timely corrective
actions
Efficiently and
effectively identify,
evaluate, select and
prioritise projects
Strategic alignment
On-time, on-budget
project delivery
Achieve PPM
success, deliver
projects successfully
Effectively and
efficiency manage
projects
Strategic roadmap
Increase competitive
advantage
Continues
organisational
improvement
Achievement of
long-term strategic
objectives
Improved customer
satisfaction
Predicts future
revenue
Strategic resource
planning
Increase resource
utilisations,
forecasting their
needs
Providing right tools
to right people
Maximising results
from employees’
time and efforts
Reduced efforts,
reduced time
Increase
productivity,
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performance
Faster deployment
Improve governance
Increase
effectiveness
Easy to maintain
Complete project
management,
portfolio
management
Providing all the
tools that executives
or managers need
Increase agility
Enhancing
teamwork

-

-

-

-

-

-

-

-

-

-

-
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-
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In this figure, the vertical column shows the software suppliers and the horizontal column
shows the benefits that they provide. This figure represents the analysis which has done in
order to identify Software goals. Due to amount of data, only a figure is presented to
summarise the analysis.

Making smart
Decisions/
Increase
Information
resources
transparency/ utilizations/
make the right forcasting
choices based on their needs
strategies/

Reduce risks/
providing risk
analytics/
identifying
problems
before they
want to occur

Reduce
Costs/ cost
control/
measuring
costs/ cost
effective

Maximize
investments,
resources and
capitalize on your
organization's
accumulated
knowledge

Increase
investment
returns/ secure
investments/
improve ROI/
predict project
financial

Maximize
strategic value of
investments/
accurate
measure of
strategic value

Maximize the
Achivement of
value of the
long-term
Bertter
portfolio/
simplicity of On-time/
strategic
communication/
Optimization/ management/ on budget
objectives/ collaboration and
maximize
reduce
project
draw up a long coordination/
opportunities/ complexity delivery
term project integration
maximize
plan (what-if)
profitability

Providing all the
tools that
executives or
managers need/
extensive support
to your
organizations
specific needs

Advanced tracking/
Planning/ Scheduling/
Reporting/ Budgeting
///// Providing useful
information of processes
(governance, workflows,
resources, step
overviews, management)

Enterprise
view/////capability for Efficiently
planning and managing and
work at the project level effectively
as well as facilities that identify, Increase
evaluate, Agility
provide compltere
visibility into status of select and
project portfolio// better prioritize
visibilty/ comprehensive projects
solution

Achive PPM
Increase
success/
effectiveness /
deliver
Reduced efficency/ and
projects
efforts/ Quality
successfully/ reduced management/
improving time
greater
projec
organizational
portfolio
efficiency

continues
organizational
improvement/
move forward
quickly and
confidently

improved
customer
satisfaction/
customer
success

increase
faster
productivity/
easy to maintain/ deployment/
performance/
administration execute better,
optimize
workforward/
operations

speed up
ROI

secure/ robust/
define and
flexible/
publish
custimizable/
interactive/
comprehensive
strategic
solution/ fast and
roadmap
scalable

improve
governance/ enhancing
achieve full teamwork
governance

Strategic
alignment/
providing
improve strategic
right tools to
alignment/ solution
right people
for strategic

effective/ strategic
resource planning/
budget / manage
scarce resources/
transparency of
resources

corporate planning

timely corrective
actions/ just in time compelete
hirin/ actionalble project
analytics/
management/
dynamiccaly
portfolio
represents current & managament
furture model

predicts
maximize
future
results from
revenue/
employees'
predictive
time and
business
efforts
modeling

Increase
effectively
competitive
reduced and
easy to use/
advantage/
project efficiency Total
operation
time to
failures manage
market
projects

3
4
4
4
3
5
1
1
3
3
2
1
2
1

2
4
7
1
4
3
1
1
3
2
2
4
4
4
6
1
8
7
5
9
4
6
4
2
3
4
3
5
3
2
1
5
5
8

6
3

5

4
3
6
8
6
2
1

6
4
5
4
1
3
3
3
4
6
2
4
7
5
3
3
3
3
3
3
3
5
6
4
6
4
3
4
23

7

13

21

6

16

3

8

9

6

2

11

4

21

24

13

2

6

6

5

3

2

4

6

5

6

6

1

4

21

11

1

18

1

2

5

5

4

7

1

5

Software Goals
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To clarify the above Figure, the horizontal column involves following data of benefits and
goals offering from software perspective:

1. Making
smart
Decisions/
Information
transparency/
make the right
choices based
on strategies

2. Increase
resources
utilisations/
forecasting their
needs

3. Reduce
risks/
providing risk
analytics/
identifying
problems
before they
want to occur

4. Reduce Costs/
cost control/
measuring costs/
cost effective

5. Maximise
investments, resources
and capitalise on your
organisation's
accumulated
knowledge

6. Increase
investment
returns/
secure
investments/
improve ROI/
predict project
financial

7. Maximise
strategic value
of investments/
accurate
measure of
strategic value

8. Maximise
the value of
the portfolio/
Optimisation/
maximise
opportunities/
maximise
profitability

9. simplicity of
management/
reduce
complexity

10. On-time/ on
budget project delivery

11.
Achievement
of long-term
strategic
objectives/
draw up a long
term project
plan (what-if)

12. Better
communication/
collaboration
and
coordination/
integration

13. Providing
all the tools
that
executives or
managers
need/
extensive
support to
your
organisations
specific needs

14. Advanced
tracking/
Planning/
Scheduling/
Reporting/
Budgeting
/Providing useful
information of
processes
(governance,
workflows,
resources, step
overviews,
management)

15. Enterprise
view/capability for
planning and
managing work at the
project level as well as
facilities that provide
complete visibility into
status of project
portfolio/ better
visibility/
comprehensive
solution
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16. Efficiently
and effectively
identify,
evaluate,
select and
prioritise
projects

17. Increase
Agility

18. Achieve
PPM success/
deliver
projects
successfully/
improving
project
portfolio

19. Reduced
efforts/ reduced
time

20. Increase
effectiveness /
efficiency/ and Quality
management/ greater
organisational
efficiency

21. Continues
organizational
improvement/
move forward
quickly and
confidently

22. Improved
customer
satisfaction/
customer
success

23. Speed up
ROI

24. Increase
productivity/
performance/
optimise
operations

25. Easy to maintain/
administration

26. Faster
deployment/
execute
better, work
forward/

27. Improve
governance/
achieve full
governance

28. Enhancing
teamwork

29. Define and
publish
interactive/
strategic
roadmap

30. Secure/ robust/
flexible/ customisable/
comprehensive
solution/ fast and
scalable

31. Strategic
alignment/
improve
strategic
alignment/
solution for
strategic
corporate
planning

32. Providing
right tools to
right people

33. Effective/
strategic
resource
planning/
budget /
manage
scarce
resources/
transparency
of resources

34. Maximise
results from
employees' time
and efforts

35. Predicts future
revenue/ predictive
business modelling

36. Timely
corrective
actions/ just in
time action/
actionable
analytics/
dynamically
represents
current &
future model

37. Complete
project
management/
portfolio
management

38. Increase
competitive
advantage/
time to
market

39. Easy to use/
operation

40.
Reduced
project
failures

41.
Effectively
and
efficiency
manage
projects

Data stored in Horizontal Column of Software Goals Table in Appendix-C
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Appendix- D
The P3M3

The table below shows the maturity levels in P3M3.
Maturity levels of P3M3 (adapted from OGC (2007))

Maturity
Level 1 –
awareness
of process

Level 2 –
repeatable
process

Level 3 –
defined
process

Project
Management
Does the
organisation
recognise projects
and run them
differently from its
ongoing business?
(Projects may be run
informally with no
standard process or
tracking system.)
Does the
organisation ensure
that each project is
run with its
own processes and
procedures
to a minimum
specified standard?
(There may be
limited consistency
or coordination
between projects.)
Does the
organisation have its
own centrally
controlled project
processes and can
individual
projects flex within
these processes to
suit the particular
project?

Programme
Management
Does the organisation
recognise programs and
run them differently
from projects?
(Programmes may be run
informally with no
standard process or
tracking system.)

Portfolio Management
Does the organisation’s
Executive Board recognise
programmes and projects,
and maintain an informal
list of its investments in
programs and projects?
(There may be no formal
tracking and documenting
process.)

Does the organisation
ensure that each
programme is run with
its own processes and
procedures to a
minimum specified
standard? (There may
be limited consistency or
coordination between
programmes.

Does the organisation
ensure that each
programme and/ or
project in its portfolio is
run with its own processes
and procedures to a
minimum specified
standard? (There may
be limited consistency or
coordination.)

Does the organisation
have its own centrally
controlled programme
processes and can
individual programmes
flex within these
processes to suit
the particular
programme?

Does the organisation have
its own centrally controlled
programme and project
processes and can
individual programmes and
projects flex within these
processes to suit particular
programmes and/or
projects. Does the
organisation have its own
portfolio management
process?
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Level 4 –
managed
process

Does the
organisation obtain
and retain specific
measurements on its
project management
performance and
run a quality
management
organisation to
better predict future
performance?

Does the organisation
obtain and retain specific
measurements on its
programme
management
performance and run a
quality management
organisation to
better predict future
performance?

Level 5 –
optimised
process

Does the
organisation
undertake
continuous process
improvement with
proactive
problem and
technology
management for
projects in
order to improve its
ability to
depict performance
over time and
optimise processes?

Does the organisation
undertake continuous
process improvement
with proactive problem
and technology
management for
programmes in order to
improve its ability to
depict performance over
time and optimise
processes?

Does the organisation
obtain and retain specific
management
metrics on its whole
portfolio of programmes
and projects as a
means of predicting future
performance? Does the
organisation assess its
capacity to manage
programmes and projects
and prioritise them
accordingly?
Does the organisation
undertake continuous
process improvement with
proactive problem and
technology management
for the portfolio in order to
improve its ability to depict
performance over time and
optimise processes?
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The following table indicates the seven areas in P3M3 to evaluate project, program and
portfolio.

The P3M3 from Processes Perspective (adapted from OGC (2007))
Process

Management
Control

Benefits
Management

Financial
Management

Stakeholder
Management

Risk
Management

Organisational
Governance

Description

This covers the internal controls of the initiative and how direction is
maintained throughout its life cycle, with appropriate break points to
enable it to be stopped or redirected by the controlling body if
necessary. Best practice is characterised by clear evidence of leadership
and direction, scope, stages, tranches and review processes during the
course of the initiative.
This ensures the desired business outcomes are clearly defined,
measurable and ultimately delivered through a structured approach.
Best practice recommends that benefits are assessed and approved by
the organisational areas that will deliver them. Benefit dependencies
and other requirements should be clearly defined and understanding
gained on how the initiative’s outputs will deliver the benefits.
This ensures that likely costs are captured and evaluated in a formal
business case and are categorised and managed over the investment life
cycle. There should be appropriate involvement from the organisation’s
financial functions with approvals being embedded in the broader
organisational hierarchy. Best practice suggests that a business case
should define the value of the initiative to the business and contain a
financial appraisal of the possible options
Best practice suggests that both internal and external stakeholders
are analysed and engaged in order to achieve the initiative’s objectives.
Stakeholder Management includes communications planning, the
effective identification and use of different communications channels,
and techniques to enable objectives to be achieved.
This views the way in which the organisation manages threats to, and
opportunities presented by, the initiative. Risk Management maintains a
balance of focus on threats and opportunities, with appropriate
management actions to reduce or eliminate the likelihood/impact of
any identified threat.
This looks at how the delivery of initiatives is aligned to the
organisation’s strategic direction, including start-up, closure and during
the initiative’s life cycle. This perspective looks at how the impact of
external factors might be controlled/ mitigated, as opposed to
Management Control, which considers how internal control is
maintained.
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Resource
Management

This covers management of all resources required for delivery,
including human resources, buildings, equipment, supplies, information,
tools, and supporting teams. A key element is the process for acquiring
resources and how supply chains are utilised to maximise their effective
use. In best practice there will be evidence of capacity planning and
prioritisation to enable effective resource management.
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Appendix- E
Ethics forms

The following Figure is the approval letter from Human Ethics Committee for this research
study.

A Copy of Ethics Approval for the Research
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Appendix- F
Recruitment Material

The following email was sent to agencies asking them to participate in this research study.

Sample of Recruitment Material
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Appendix- G
Participant Information Form

Participant Information Form
Project Title
Conceptualising Project Portfolio Management in terms of
Organisational State-Transition Approach

Researcher
Hamed Sarbazhosseini
PhD Candidate
Faculty of Business, Government and Law
University of Canberra
Phone: (02) 6206 3990
Email: Hamed.Sarbazhosseini@canberra.edu.au

Supervisor details
Professor Craig McDonald
Faculty of Business, Government and Law
University of Canberra
Phone: (02) 6201 5285
Email: Craig.McDonald@canberra.edu.au

Project Aim
The aim of this research is to examine the role and the efficacy of Project Portfolio Management
(PPM) in organizations as part of the Portfolio, Program and Project approach to strategic
management.

Benefits of the Project
The knowledge gained from this research will be used to develop a framework to manage
portfolios in organizations. The research will critique current theory of project portfolio
management and demonstrate gaps. The result of this research will provide a direction for
researchers to explore more about the field.

General Outline of the Project
Government agencies have completed the Portfolio, Program and Project Management Maturity
Model survey. Academic research and assessment have shown a level of maturity in organizations in
portfolios, programs, and projects. I, Hamed Sarbazhosseini, as an independent researcher from
University of Canberra, will undertake this research. This research will investigate how organizations
use Project Portfolio Management (PPM). This research is investigating why organizations use
portfolio management, what actions they take to achieve goals, what the desired goals are and what
goals have been achieved.
In this research, I am not looking for any specific project goals, any specific financial reports, or
any projects specific information. I am only looking for general expert opinion about PPM goals.
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Participant Involvement
Interviewees who agree to participate in the research will be asked to:
1. Participate in an interview with the researcher at a time that is convenient. The interview
will take about 30 minutes and be audio taped with the interviewee’s permission. The
interviewer will ask the interviewees about their experiences in using portfolio
management. Because English is my second language, I will audiotape interviews to ensure
correct interpretation.
2. Provide any relevant documents, which might help for better analysis of portfolio
management. These documents may include strategy, vision and mission documents; policy
documents; annual reports; and corporate plan.
Participation in the research is completely voluntary and participants may, without any penalty,
decline to take part or withdraw at any time without providing an explanation, or refuse to answer a
question. Participants may choose to participate in interviews but not provide documents.
All the data collected from participants will be stored securely and only accessed by the
researcher and the supervisory panel from University of Canberra. Great care will be taken to ensure
that any reports of the data will not identify any individual or their circumstances.

Confidentiality
Only my supervisory panel and I will have access to the individual information provided by
participants. Privacy and confidentiality will be assured at all times. The research outcomes will be
provided in a PhD thesis and may be presented at conferences and written up for publication.
However, in all these reports, the privacy and confidentiality of individuals and agencies will be
protected. Interviewees will have an opportunity to receive a transcript of interview by stating in the
informed consent form to comment. During these processes, neither directors of agencies nor other
interviewees will know about each other’s data. I will not share the collected data from one
interview with another one.

Anonymity
Please be assured that all reports of the research will contain no information that can identify any
individual or agencies by name and all information will be kept in the strictest confidence.
Pseudonyms and terms “case 1” and “case 2” will be used.

Ethics Committee Clearance
The project has been approved by the Committee for Ethics in Human Research of the University
of Canberra (HREC application 12/159-Hamed Sarbazhosseini).

Storage of data
Interview notes and documents from the interviewee will be stored in the form of papers. Voice
recordings will be stored in the hard disk format. All the collected data will be stored at University of
Canberra in the Supervisory panel’s or the researcher’s office. The data will be destroyed on 1 Jan
2019.

Queries and Concerns
Queries or concerns regarding the research can be directed to the researcher, Hamed
Sarbazhosseini, whose contact details are at the top of this form. He welcomes answering any
queries.

Sample of Participant Information
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Appendix- H
The Informed Consent Form

The informed consent form for interviewees to sign and to choose if they wish to receive a
transcript of interview and/or a copy of published papers for their further knowledge.

Sample of Informed Consent Form
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Appendix- I
A Sample of Interview Questions with Industry Cases

The following questions based on OSTA were asked from industry cases.

Sample of Interview Questions with Industry Cases
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Appendix- J
Data Collection Instrument

A Sample of Data Collection Instrument
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Appendix- K
Conducted interviews and documents for each case

Below is a detailed summary of collected data through interviews.
Case 1
“Case 1”- Interview (notes, analysis to model)
1. Two interviews were conducted to collect the data for case 1. Interviews were
conducted with the Director of ICT Strategic Planning Section and the Business
Analyst of Portfolio Management Office.
2. The two Interviews were recorded with the interviewees’ permissions. Notes were
taken during the interviews by the researcher for further analysis. These notes
were transferred into the model.
3. The interviews were conducted on 19/12/2012 and 07/03/2013.
“Case 1”- Transcript – analysis to model
1. The recorded interviews (audio format) were transcribed in Microsoft word
format.
2. The transcripts were transferred to the model presented in the theoretical
framework.
a. Key concepts, interview questions and transcripts were reviewed to
employ this process.
b. During this, there were texts identified which could not be applied to the
original model. Therefore, new categories were created to assign those
data and not lose them for further analyses. The created categories were
“Benefits”, “Helpful & Reflects Organisations Need”, and “Comments”.
The “Benefits” explained the advantages of PPM but not necessarily the
ones that organisations wanted to achieve. The “Helpful & Reflects
Organisations Need” category showed interviewees’ opinions on PPM and
its usefulness in their organisation. The “Comments” category was the data
that were not proper for other categories.
“Case 1”- Docs – model
1. The P3M3 report of September 2012 and the Capability Improvement Plan were
provided by the interviewees.
2. The provided documents were applied to the model for further analysis.
“Case 1” - Final analysis – results for “Case 1” concepts
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1. The final analysis included the analysis of the two interview transcripts, notes and
the documents.
a. This process involved 1) combining the interview transcripts and notes to
cover the possible missing data, 2) development of the concepts and
development of a model, 3) discovering main concepts from the document
reviews and assigning them in a model, 4) development of the final model
for the ‘case 1’ while considering differences and similarities.
Case 2
“Case 2 “- Interview (notes, analysis to model)
1. Three interviews were conducted to collect the data for case 2. Interviews were
developed with the Director, Portfolio Planning and Management team of ICT
Portfolio Management Office, the National Manager from Portfolio Management
Office and the Business Analyst of Portfolio Management Office.
2. Interviews were recorded with the interviewees’ permission. The notes were taken
during the interviews by the researcher for further analysis. These notes were
transferred into the model.
3. The interviews were conducted on 29/1/2013, 11/2/2013 and 11/02/2013.
“Case 2”- Transcript – analysis to model
1. The recorded interviews (audio format) were transcribed in Microsoft word
format.
2. The transcripts were transferred to the model presented in the theoretical
framework.
a. Key concepts, interview questions and transcripts were reviewed to
employ this process.
b. During this, there were texts identified which could not be applied to the
original model. Therefore, new categories were created to assign those
data and not lose them for further analyses. The created categories were
“Benefits”, “Helpful & Reflects Organisations Need”, and “Comments”.
The “Benefits” explained the advantages of PPM but not necessarily the
ones that organisations wanted to achieve. The “Helpful & Reflects
Organisations Need” category showed interviewees opinion on PPM and
its usefulness in their organisation. The “Comments” category was the data
that were not proper for other categories.
“Case 2”- Docs – model
1. The required documents were not provided during the interviews; however, the
interviewees discussed their P3M3 assessment during the interviews. The relevant
documents including P3M3 assessment (September 2012), Capability
Improvement Plan (June 2013) were found through the internet search using
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Google and agencies’ website. Other collected documents include Strategic Plan
2012-2016.
2. The provided documents were transferred into the model for further analysis.
“Case 2”- Final analysis – results for “Case 2” concepts
1. The final analysis included the analysis of the three interview transcripts, notes
and the documents.
a. This process involved 1) combining the interview transcripts and notes to
cover the possible missing data, 2) development of the concepts and
development of a model, 3) discovering main concepts from the document
reviews and assigning them in a model, 4) development of the final model
for the ‘case 2’ while considering differences and similarities.

Case 3
“Case 3 “- Interview (notes, analysis to model)
1. Two interviews were conducted for Case 3. The first interview was with the
Director (Planning & Development Office) and the second interview with the
Director (ICT Governance Branch and Planning) and the Director (Portfolio
Management Office).
2. Interviews were recorded with the interviewees’ permission. Notes were taken
during the interviews by the researcher for further analysis. These notes were
transferred into the model.
3. The interviews were conducted on 26/2/2013 and 07/03/2013.
“Case 3”- Transcript – analysis to model
1. The recorded interviews (audio format) were transcribed in Microsoft word
format.
2. The transcripts were transferred to the model presented in the theoretical
framework.
a. Key concepts, interview questions and transcripts were reviewed to
employ this process.
b. During this, there were texts identified which could not apply to the
original model. Therefore, new categories created to assign those data and
not lose them for further analysis. The created categories were “Benefits”,
“Helpful & Reflects Organisations Need”, and “Comments”. The
“Benefits” explained the advantages of PPM but not necessarily the ones
that organisations wanted to achieve. The “Helpful & Reflects
Organisations Need” category showed interviewees opinion on PPM and
its usefulness in their organisation. The “Comments” category was the data
that were not proper for other categories.
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“Case 3”- Docs – model
1. The following documents were sent to the researcher via email: Delivery Strategy,
Strategic Program Development, and Performance Management and Evaluation.
The other documents were not provided during the interviews, however, the
interviewees discussed their P3M3 assessment during the interviews.
2. The relevant documents like the Performance Report, the Workplace Report and
the Capability Report were found through the internet search in the agency’s
website.
“Case 3”- Final analysis – results for “Case 3” concepts
1. The final analysis included the analysis of the two interview transcripts, notes and
the documents.
a. This process involved 1) combining the interview transcripts and notes to
cover the possible missing data, 2) development of the concepts and
development of a model, 3) discovering main concepts from the document
reviews and assigning them in a model, 4) development of the final model
for the ‘case 3’ while considering differences and similarities.
Case 4
“Case 4 “- Interview (notes, analysis to model)
1. One interview was conducted for Case 4.
2. Interview was recorded with the interviewee’s permission. The notes were taken
during the interview by the researcher for further analysis. These notes were
transferred into the model.
3. The interview was conducted on 18/11/2013.
“Case 4”- Transcript – analysis to model
1. The recorded interview (audio format) was transcribed in Microsoft word format.
2. The transcript was transferred to the model presented in the theoretical
framework.
a. Key concepts, interview questions and transcripts were reviewed to
employ this process.
b. During this, there were texts identified which could not apply to the
original model. Therefore, new categories created to assign those data and
not lose them for further analysis. The created categories were “Benefits”,
“Helpful & Reflects Organisations Need”, and “Comments”. The
“Benefits” explained the advantages of PPM but not necessarily the ones
that organisations wanted to achieve. The “Helpful & Reflects
Organisations Need” category showed interviewees opinion on PPM and
its usefulness in their organisation. The “Comments” category was the data
that were not proper for other categories.
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“Case 4”- Docs – model
1. The required documents were not provided during the interviews, however, the
interviewer found the relevant document of oversight and management of the case
information and communication technology report 2011-2012 in the internet
search.
“Case 4”- Final analysis – results for “Case 4” concepts
1. The final analysis included the analysis of the interview transcript, notes and the
documents.
a. This process involved 1) combining the interview transcripts and notes to
cover the possible missing data, 2) development of the concepts and
development of a model, 3) discovering main concepts from the document
reviews and assigning them in a model, 4) development of the final model
for the ‘case 4’ while considering differences and similarities.

Case 5
“Case 5 “- Interview (notes, analysis to model)
1. One interview was conducted for Case 5 with a person in Audit, Policy and
Parliamentary Liaison.
2. The interview was recorded with the interviewee’s permission. The notes were
taken during the interview by the researcher for further analysis. These notes were
transferred into the model.
3. The interview was conducted on 13/12/13.
“Case 5”- Transcript – analysis to model
1. The recorded interview (audio format) was transcribed in Microsoft word format.
2. The transcript was transferred to the model presented in the theoretical
framework.
a. Key concepts, interview questions and transcripts were reviewed to
employ this process.
b. During this, there were texts identified which could not apply to the
original model. Therefore, new categories created to assign those data and
not lose them for further analysis. The created categories were “Benefits”,
“Helpful & Reflects Organisations Need”, and “Comments”. The
“Benefits” explained the advantages of PPM but not necessarily the ones
that organisations wanted to achieve. The “Helpful & Reflects
Organisations Need” category showed interviewees opinion on PPM and
its usefulness in their organisation. The “Comments” category was the data
that were not proper for other categories.
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“Case 5”- Docs – model
1. The required documents were not provided during the interviews, however, the
interviewer found the relevant document of P3M3 assessment for June 2011
assessment through the internet search.
“Case 5”- Final analysis – results for “Case 5” concepts
1. The final analysis included the analysis of the interview transcript, notes and the
documents.
a. This process involved 1) combining the interview transcripts and notes to
cover the possible missing data, 2) development of the concepts and
development of a model, 3) discovering main concepts from the document
reviews and assigning them in a model, 4) development of the final model
for the ‘case 5’ while considering differences and similarities.

Case 6
The people who were interviewed from case 6 were providing the IT service that supports
one of biggest universities in Australia Melbourne. They had mentioned that month to month
they had 40-45 significant projects with a combined value of around $150 million. They
mentioned that they have a number of strategic level documents and they were in the launch
stage of PPM.
The two interviews were conducted with the PMO and the PMO assistant. Interviews were
conducted on 19/9/2013 and 20/9/2013 in Melbourne.
Transcript – analysis to model
1. The recorded interviews (audio format) were transcribed in Microsoft word
format.
2. The transcripts were transferred to the model presented in the theoretical
framework.
a. Key concepts, interview questions and transcripts were reviewed to
employ this process.
b. During this, there were texts identified which could not apply to the
original model. Therefore, new categories created to assign those data and
not lose them for further analysis. The created categories were “Benefits”,
“Helpful & Reflects Organisations Need”, and “Comments”. The
“Benefits” explained the advantages of PPM but not necessarily the ones
that organisations wanted to achieve. The “Helpful & Reflects
Organisations Need” category showed interviewees opinion on PPM and
its usefulness in their organisation. The “Comments” category was the data
that were not proper for other categories.
224 | P a g e

The “software” contained the comments about the certain software that
they used. The “Benefits of Software” explained the benefits of using
software. The “how to they use software” showed how clients were
applying the software. The “what does not software cover” explained what
client expect the software to deliver. The “examples” explain the how they
use software with examples provided.

“Final analysis – results for “Case 6” concepts
1. The final analysis included the analysis of the three interview transcripts, notes
and the documents.
a. This process involved 1) combining the interview transcripts and notes to
cover the possible missing data, 2) development of the concepts and
development of a model, 3) discovering main concepts from the document
reviews and assigning them in a model, 4) development of the final model
for the ‘case 6’ while considering differences and similarities.

Case 7
Case 7 is an alliance of eight member organisations. In case 7, half of the project team
were managing the build and the other half of the team were looking after the Information
Management and ICT. They were putting in place IT solutions and systems to enable
everything to work. It was also mentioned that they were running about seven or eight
projects at the moment but there were 140 jobs they need to do. Case 7 mentioned that they
have a very fixed deadline to deliver their projects.
One interview was conducted in this case with the PMO. The interview was conducted on
20/9/2013.
Transcript – analysis to model
1. The recorded interviews (audio format) were transcribed in Microsoft word
format.
2. The transcripts were transferred to the model presented in the theoretical
framework.
a. Key concepts, interview questions and transcripts were reviewed to
employ this process.
b. During this, there were texts identified which could not apply to the
original model. Therefore, new categories created to assign those data and
not lose them for further analysis. The created categories were “Benefits”,
“Helpful & Reflects Organisations Need”, and “Comments”. The
“Benefits” explained the advantages of PPM but not necessarily the ones
that organisations wanted to achieve. The “Helpful & Reflects
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Organisations Need” category showed interviewees opinion on PPM and
its usefulness in their organisation. The “Comments” category was the data
that were not proper for other categories.
The “software” contained the comments about the certain software that
they used. The “Benefits of Software” explained the benefits of using
software. The “how to they use software” showed how clients were
applying the software. The “what does not software cover” explained what
client expect the software to deliver. The “examples” explain the how they
use software with examples provided.
“Final analysis – results for “Case 7” concepts
1. The final analysis included the analysis of the three interview transcripts, notes
and the documents.
a. This process involved 1) combining the interview transcripts and notes to
cover the possible missing data, 2) development of the concepts and
development of a model, 3) discovering main concepts from the document
reviews and assigning them in a model, 4) development of the final model
for the ‘case 7’ while considering differences and similarities.

AllProView
The interview was conducted with the director and owner of AllProView Company on
20/9/2013. The documents as well as demo of the software were provided to the researcher to
better understand the product.

Summary of Data in Categories
Below are the detailed summaries of cases for each category identified in Chapter 5.
Category1: State Indicators




Case-1
o Issues: cultural and change management
o To get better alignment, consistency and validity
o Limited number of resources, people, amount of storage and system
capability
o To put the methodology around
o Portfolio is at level 2
Case-2
o Challenges: stakeholder management, change management
o Require a strategy that every project must be managed
o Portfolio is at level 3
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Case-3
o Issues: stakeholder engagement, cultural issues
o To manage the projects in our portfolio
o Portfolio is at level 2
Case-4
o Issues: budget cuts, change management,
o Complex decision making due to interconnections
o Lots of regulations
o Portfolio is at level 3
Case-5
o Issues: budget cuts, cultural issues
o Decisions are based on government guidelines, no creativity nor
innovation
o Constrained by procedures from government
o Portfolio is at level 2
Case-6
o Issues: aligning with the business, our ability to deliver projects in a
day to day basis and operate it
o We have number of strategic level documents
o Providing the IT services that support our strategy and portfolio goals
Case-7
o Challenges: people and business issues
o We are putting in place IT solutions and systems to enable everything
to work together among 140 projects

Catagory2: Transition Action






Case-1
o Prince2 and templates, SAP framework, MS project
o Policy from government
o Stage gates
Case-2
o Prince2, SAP tools, Excel spreadsheets, Access database and PMBOK
o Gateway reviews
o ICT work plan
Case-3
o MS project, spreadsheets, SharePoints to track finance and reporting
tools
o Planning based on portfolio statement
o Situational analysis
o Business process and strategy documents.
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Case-4
o MS Office, Excel spreadsheets, database, Matlab
o Network analysis
o Processes and procedures for everything at difference levels of
organisation
o Government policy and procedures
Case-5
o MS tools
o Following policy and procedures from government
o Risk management document and plan
Case-6
o AllProView software
o IT development framework
o Strategy management for IT services
o Service change lifecycle
Case-7
o AllProView software
o Prince2
o Stage Gates
o Digital education platform

Category3: Desired State






Case-1
o To keep control of surprises
o To allocate appropriate funding and to deliver what we promised
against portfolio budget statement
o P3M3, keep the same level of portfolio management and focus on
stakeholder management and benefit management
Case-2
o To deliver government initiatives on time and on budget
o To provide consistency and visibility
o Controlling changes
o P3M3, target is level 4 in portfolio management
Case-3
o To achieve what we promised based on government initiatives
o Increasing general terms, more money
o Delivering the right things
o Good strategy and delivery
o Deliver based on portfolio statement
o P3M3, target is level 3 and focus on benefit and risk management
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Case-4
o Efficient prioritisation to make the right decisions
o To improve portfolio view and to support achievement of goals
o P3M3, keep at level 3, improve risk management and benefit
management
Case-5
o to remain relevant and sustainable as an organisation
o to deliver what business wants based on government initiatives
o P3M3, target is level 3, focus on benefit management
Case-6
o To ensure they can operate what they delivered
o To make sure we are doing the right things
o To align with organisations strategy
Case-7
o To deliver what we have been asked for on time and on budget
o Develop a centre of excellence

Category 4: Portfolio Success Measurement










Case-1
o Our framework gives us measurement against outcomes
o Singing-off processes
o P3M3
Case-2
o Formal audit reports
o Our own framework
o Senior management responsibilities
o P3M3
Case-3
o Feedback from customers
o P3M3
o Financially track our finance
o Tracking our resources
Case-4
o No specific measurement
o Budget and timeframe
o P3M3
Case-5
o Measure based on our framework
o No specific measurement
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Case-6
o Customer satisfaction
o Not mature enough for measurements
Case-7
o Sign off processes
o Senior managers are responsible

Category 5: Benefits from PPM













Case-1
o Transparency
o Consistency, standardisation and familiarity
Case-2
o Accountability
o Clear visibility
o Transparency
o Executives to track the projects
o It is a guide
o Risk management
Case-3
o More clear and accountable
o Consistent process
o Better strategic decisions
Case-4
o Without that we cannot operate at all
o Better decision making processes by brining clarity and visibility
Case-5
o We do not waste money
Case-6
o Doing the right things at the right time
o Delivering customer needs
o Prioritisation
Case-7
o Clear role and responsibility
o Keep everything on track by having visibility
o Controlling the changes
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Category 6: Helpful & reflects organisations need











Case-1
o Documents clarify for stakeholders what we can deliver
o Proper processes of planning, delivering and benefit realisation
because of visibility and clarity
Case-2
o Information sharing, consistency, accountability
Case-3
o Promotes consistency in processes
o Ability to see exactly what we are working on and seeing our activities
o It is a good methodology, clarifies if we have the right people and the
right money
Case-4
o Clarifies interconnections among projects in a portfolio
Case-5
o It does not help because of restrictive procedures
Case-6
o Everything is traceable
o It is a framer
Case-7
o It is a permanent thing. It is a roadmap for the future business

Category 7: Comments









Case-1
o It needs TQM
o It helps business to walk with us to have no surprises
Case-2
o It is a tool, methodology and a framework
Case-3
o It is a culture of leadership and management
o It works only if senior managers lead through
Case-4
o It needs a continual process improvement even if you get 5 at P3M3
o You cannot follow the procedures it is a continual battle because
everything changes
Case-5
o Procedures must be based on organisations’ needs otherwise it does not
help
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Case-6
o PPM software should be there to help the organisation plan, monitor
and control its work.
Case-7
o PPM software is essential

Category 8: Software Benefits




Case-6
o Single source of truth
o Tracking and understanding projects and processes
o It provide reporting
Case-7
o It is useful reporting to steering committee
o Managers can see the quite quick a comprehensive view of what is
going on in projects
o Calculates ROI
o Automates document approval processes

Category 9: how do they use the software?




Case-6
o For ROI analysis
o Actual data accuracy and process compliance
o Recording and controlling processes and projects status
Case-7
o SharePoint site
o Having everything on place and to have visibility, consistency,
reporting on project status, governance and responsibility

Category 10: what the software does not cover?




Case-6
o It does not do benefits management but provides come functionality to
make right decisions
o Not helping to decide what is to be tracked
Case-7
o Decision making and benefit management
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