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Chapter 1: PPM Risk #1 – Shared Vision, Mission, Goals, and Objectives

1.
What is the premise of the Modern Portfolio Theory (MPT)? The premise of Modern Portfolio Theory is that a portfolio of diverse investments will reduce risk and provide a higher return than individual investments. 
2.
Who is attributed with the creation of Modern Portfolio Theory (MPT)? Dr. Harry Markowitz.
3.
What are the pros and cons of comparing the management of a project portfolio to the management of a financial portfolio? The pros are that it fosters the consideration of the projects of a portfolio much like the investments of a financial portfolio of which individual components can be selected in an optimal way for the organization. The cons of comparing the management of a project portfolio to the management of a financial portfolio is that, investments, stocks are not liquid assets and cannot be easily reorganized and restructured. In a typical investment portfolio situation one can finely subdivide funds among many fairly liquid assets. The same cannot be said of portfolios of projects.
4.
What is the value of vision to an organization? Vision is the required organizational bedrock of change. It is the bridge between the current state of things and the desired state. The idea and driving force behind shared vision is that it is the common goal of individuals in an organization or a system that leads to the achievement and fulfillment of the vision.
5.
What are the four categories of vision? The four categories of vision are (1) the target vision, (2) the common enemy vision, (3) the role model vision, (4) and the internal transformation vision.
6.
What is the purpose of the Project Management Institute publication, The Standard for Portfolio Management? The purpose of The Standard for Portfolio Management is to describe generally recognized good practices associated with project portfolio management.
7.
In what ways are the PMI depictions of portfolio management in The Standard for Portfolio Management helpful and in what ways the depictions inaccurate and potentially unhelpful? The PMI standard is helpful as a body of knowledge standard, but it lacks detail for how to actual do it and in some cases it is inaccurate. As an example, the PMI depiction of portfolio management graphically suggests, to most who view it, that the management of operations and the management by projects are similar in scale and size to the organization. This is not accurate and this can be a nonstarter when corralling the leadership team to a consensus on what PPM is and can be for the organization.
8.
What are the relationships between vision, mission, goals, and objectives? There is a top down relationship between vision, mission, goals, and objectives. A shared vision is required in order to develop an accurate and unanimously agreed to mission. A clear mission for the PPM organization sets the stage for the development of unambiguous goals and measurable objectives from which sensible strategies can be developed. Without mission, goals, and objectives in place, an organization will be at risk.   
9.
What are the benefits to the PPM organization of being driven by mission, goals, and objectives? Studies have shown that organizations that are driven by the needs of the business are likely to be goal-oriented, focused on areas that help to achieve specific objectives, and are more likely to be appreciated by those whom the organization exists to serve. 
10.
What risks are PPM organizations that are driven by best efforts, as opposed to goals and measurable objectives, likely to encounter? Organizations that are not driven by the needs of the business, but rather best efforts, are likely to be theory-oriented and though they may believe in their soul that their achievements are exemplary, those whom the organization exists to serve may feel quite differently.
Chapter 2: PPM Risk #2 – Executive Level Support

1.
Why is executive level support important to the success of project portfolio management? Executive level support for PPM is not just important; it is critical and should be viewed as mandatory. Without executive level support, it will be difficult to implement the required processes, tools, and collaborative discussion, review, and decision making techniques required to select, manage, and continually optimize an ever changing project portfolio.
2.
How can senior management impact organizational commitment to project portfolio management? Senior management buy-in and support will impact the organizational commitment to PPM through participating in the process, consensus building, team member motivation, and adherence to the agreed to processes and best practices developed for the effective selection and management of the portfolio.
3.
What are the benefits of commencing project portfolio management prior to obtaining full executive understanding and support? In some cases, commencing PPM on a trial basis can enable the executive team to become familiar with the concepts and activities associated with PPM. With further exposure and understanding, a full executive commitment to PPM can be reached.
4.
What are the risks of commencing project portfolio management prior to obtaining full executive understanding and support? Commencing PPM prior to obtaining full executive understanding and support is very risky. For one, the purpose of PPM should always be business-driven and to accomplish a specific goal; not just a desire to implement a management process or PPM tool. And for another, when PPM is attempted on a trial or prototype basis, due to the limited scope of implementation the full benefits of PPM may not be possible to demonstrate resulting in a lack of management desire to continue with the PPM initiative. 
5.
In commencing project portfolio management, what is the benefit of focusing on business goals from the start? The benefits of focusing on business goals from the start are numerous. PPM is a means to an end, not an end upon itself. Hence, it is critical that the purpose for doing PPM is clearly understood by all involved. Also, focus on the goal of PPM enables measurable objectives to be established for PPM which is required in order to demonstrate success. In absence of PPM goals, a strategy to implement PPM will likely be a best effort strategy, aligned to standards and opinions, but not necessarily aligned to the needs of the business. This results in a high risk PPM strategy that has little if any measurability. 
6.
In what way can project portfolio management be a driver of the projects of an organization? PPM is a driver of projects. To meet the needs of the business, project opportunities are identified, ranked, selected, and managed. The selection and management of project portfolios are driven by the needs of the business and new projects are commenced often in a top-down manner by the executive and leadership team. 
7.
In what way can project management activity be a driver of project portfolio management to an organization? For many organizations, project management is a driver of PPM. As more and more projects are undertaken, often a next step for management is to being the process of obtaining a holistic view of all of the projects in the organization which is followed by analysis, review, and decision making in order to best align the project mix to the needs of the business. For many organizations, this is a driver of PPM and in essence is how they first start.
8.
What is a PPM executive playbook? The PPM executive playbook is the common sense, suitable for leadership team use, and condensed version of the overall process and policy framework for project portfolio management.
9.
How is a PPM executive playbook different from the detailed project portfolio management processes of an organization? The PPM executive playbook is the condensed version of the PPM process of the organization. It serves to ensure all involved are aware of and participate in the PPM process as required and agreed to. The PPM executive playbook provides a high level and intuitive view into the PPM work processes.
10.
What are reserved powers for PPM executive discretion and in what kinds of situations are they needed? Reserved powers for PPM executive discretion are special decision making powers intended to enable and support the executive team in decision making outside of the formal PPM process. Two common situations where deviation from the PPM process and reserved powers for PPM executive discretion are when certain information and activities must be strictly confidential and when the needs of the few, or even one, outweigh the needs of the many. 
Chapter 3: PPM Risk #3 – Functional Champion

1.
What is the role and focus of the PPM functional champion? The role of the PPM functional champion is to ensure the successful adoption of PPM by the participating executives and management team members. The focus of the PPM functional champion is on ensuring full support, participation, and adherence to the unanimously agreed upon PPM strategy.
2.
How does the roles and focus of the PPM functional champion compare and contrast to the role of the PPM project champion? The PPM functional champion is the champion of the ongoing PPM plan and strategy whereas the PPM project champion is merely the champion of the project to initially implement a PPM tool. 
3.
What are the three common reasons and drivers for the appointment of a functional champion? Three common reasons and drivers for the appointment of a functional champion are when there are significant resistances to change, when there are new and unchartered business complexities, and when there are organizational interdependencies that must be seamlessly managed with a high degree of transparency.
4.
What two key factors lead business professionals, who even claim to be open to new ideas and approaches, to have a resistance to change mindset? There are numerous reasons why business professionals, even those who claim to be open to new ideas and approaches, resist change. At an initial level, business professionals often first think about whether or not the proposed change will work which is soon followed by a “what’s in it for me” contemplation.
5.
What are the pros and cons of selecting an existing and ardent supporter of PPM to be the functional champion? By making an ardent supporter the champion for a cause, you lose both the opportunity to have that ardent supporter be a strong and helpful advocate to the named champion and you lose the opportunity to use the assignment of a champion as a way to draft and win over a member of the team that as champion might view the opportunity and participate much more effectively than as an unenthused participant.
6.
What are the pros and cons of selecting an outside consultant and expert in PPM to be the functional champion? There are many pros and cons to using an outside consultant as a champion. Some favor the idea as others in the organization that could assume this role might not have the time and availability. Others tend to listen to an outside expert with open ears and open mindedness, where the same advice might not be heeded if given by an internal member of the team.
7.
What are the pros and cons of selecting a leading critic of PPM to be the functional champion? Rather than allowing a critic with no real skin in the game to kibitz from the sidelines and give all of the reasons why the PPM strategy can’t work or is wrong, making this person the functional champion results in a change in their focus from complaining about PPM to figuring out how to get PPM right. One of two outcomes will surely happen. Either the naysayer becomes involved and committed in ensuring the success of PPM by identifying and resolving issues or the person never quite gets enthused and with an indifferent and uncommitted attitude offers minimal support to the leadership team in the effort.
8.
How can the PPM functional champion benefit from the use of Nemawashi techniques? Nemawashi is perhaps one of the most effective leadership techniques for driving organizational change. Before any formal decisions are made the responsible party engages in Nemawashi and meets individually with all key participants in the decision making process. Only after their concerns have been raised and addressed and their support has been gained can a meeting be called to actually make the decision. While it is true that this process takes longer, requires more work up front, and is more involved than simply calling a meeting of the leadership team, the end result almost always proves to be more effective and timely over the long haul by avoiding premature and false starts when in fact no real consensus and support for a decision or strategy exists.
9.
How can the PPM functional champion benefit from the use of Managing By Walking Around (MBWA) techniques? Management by walking around has been a common management technique employed by the executives of leading companies such as Hewlett-Packard, IBM, General Electric, and many others, and it was made widely popular by Thomas Peters during the 1980s in his book, In Search of Excellence. MBWA need not be viewed as a technique reserved only for charismatic CEOs; it can be performed effectively by anyone in the organization. In the context of project portfolio management, MBWA enables the PPM functional champion to solicit feedback from others and to respond to their challenges, issues, and mindsets. Often, such a no-holds barred conversation simply cannot be had through the normal organizational reporting structure and relationships of leadership team colleagues and of course the boss which in many cases might be the CEO. 
10.
How can the PPM functional champion benefit from the use of Situational Leadership techniques? The core premise of the Situational Leadership Model developed in the 1970s by Paul Hersey and Ken Blanchard is that there is no single best style of leadership to always be exhibited in every circumstance. Rather, leadership needs to be task-relevant and adapted to the readiness, as measured by willingness and ability, of the follower. The PPM functional champion can benefit greatly by first understanding these readiness dynamics and then exhibiting the most effective leadership style. As functional champion, leading peers can be a delicate matter. While there is ample opportunity for humility and being respectful to colleagues, there is also the opportunity and need to directly confront non-helpful mischief that can take the form of stubbornness, belligerence, and intentional or habitual resistance. 
Chapter 4: PPM Risk #4 – Big Bang vs. Incremental Adoption

1.
What is the origin and meaning of the business term “burn the ships?” In the 1500s, Captain General Hernando Cortez, the infamous Spanish Conquistador, landed in Mexico to conquer the Aztec Empire, take possession of its wealth, and to settle New Spain. According to legend, before launching the attack on the Aztecs, Cortez ordered his men to burn the ships in order to prevent his men from retreating from the fight. Nowadays, when business executives invoke the term “burning the ships”, they are referring to managing change in such a way as there is no possibility of returning to the old order and thus no need to debate or find reasons to not fully support the new order.
2.
How does a fixed iteration of time implementation compare and contrast to a phased-based implementation? Unlike phases which can and often do have different durations, the fixed iteration of time approach provides the leadership team with a consistent review process. This is helpful for not only delivering results more rapidly over the course of the PPM roll out, but it also fosters the established the ongoing behavior and expectation of the PPM leadership team to meet, review, and make decisions via a planned process and regular, predictable PPM calendar of events.
3.
What is the purpose of a gap analysis? A gap analysis seeks to answer two fundamental, yet challenging, questions; “How are we currently performing?” and “How do we want to be performing?”
4.
What are the pros and cons of informal assessments and rigorous assessments? Many PPM experts advocate that an informal, high level gap analysis is of little value to an organization. And, that it is well worth the time and money to bring in an outside expert to facilitate if not lead the gap analysis. Skeptics may view this advice as an attempt to sell consulting services, but others disagree as there is tremendous value in utilizing an outside subject matter expert whose sole focus is helping organizations with this difficult task.  
5.
What is the purpose of a proof of concept? A proof of concept is a short, and by design, incomplete realization of a method or idea to demonstrate its feasibility. The purpose of a proof of concept is to verify that the concept or theory is likely to work in a real, fully designed and deployed system. 
6.
How does a functional proof of concept compare and contrast to a limited-scope implementation? A limited-scope implementation is another kind of proof of concept. The limited-scope implementation is usually conducted within a single department of the organization with the intent to gain support of others and to roll the solution out to the rest of the organization. Some organizations have success with this approach for a proof of concept, for others it can be very risky. For one, some complex systems that involve a high degree of collaborative use and decision making cannot be effectively implemented on a departmental or partial use basis. For another, if the limited-scope proof of concept is being performed in order to obtain full executive support, the mere nature of the limited-scope implementation may not lead to an accurate assessment of the full value of the system when implemented as intended.
7.
In what ways does implementing project portfolio management require toleration for information that is not perfect? Toleration for imperfect information, in terms of the use of the PPM system, following PPM best practices, and making PPM decisions, is needed on account of the fact that much of the core project related data is not perfect to begin with.
8.
What characteristics of data must be correct for data to be complete and have integrity? Data integrity is defined as data that has a complete or whole structure. The characteristics of data must be correct for data to be complete and have integrity. This means that such things as data definitions, dates, business use rules and context, what the data can mean and how it can relate to other data must also be complete and correct.
9.
When implementing project portfolio management, is there a universally correct approach for whether a PPM tool or a PPM process framework should first be implemented? For many organizations seeking to implement a PPM application and to establish and institutionalize best practices for managing the project portfolio, there can be a debate and legitimate differences of opinion on what should be focused on first; best practices for managing the project portfolio or evaluation, selection, and implementation of a PPM solution. The holy grail of PPM is having both quality data as an outcome of good best practices and good PPM functionality as a result of implementing a quality, best-fit for the organization, PPM tool.  
10.
Though not typically recommended, in what kind of environment would a big bang approach for implementing PPM be advised? If the leadership team is already committed to the business value of PPM and the culture of the organization is open to change, a big bang approach enables all involved to participate in quickly planting the seeds of PPM in terms of tools, processes, and capabilities and in nurturing those seeds into fruit bearing trees. In this kind of climate, an incremental phase-based roll out at best would slow down the PPM initiative and at worst might even put it at risk.
Chapter 5: PPM Risk #5 – The Effects of Changing Processes and Measures

1.
What are the four parts of Deming’s System of Profound Knowledge? Deming’s System of Profound Knowledge consisted of four relatively simple parts: (1) appreciation of a system, understanding the overall processes; (2) knowledge of variation, causes of variation and techniques of measurement; (3) theory of knowledge, the concepts of knowledge and the limits of what can be known; and (4) knowledge of psychology, concepts of human nature. 
2.
What are the five positive levels of process maturity? Level 1 – Ad Hoc; Level 2 – Planned; Level 3 Managed; Level 4 – Integrated; Level 5 – Sustained.
3.
What are the five negative levels of process maturity? Level minus 1 – Conscientious Objector; Level minus 2 – Misfit; Level minus 3 – Saboteur; Level minus 4 – Deviant; Level minus 5 – Terrorist.
4.
What level of maturity would a person that advocates “if you see a best practice by the side of the road, kill it” be? Level minus 1 – Conscientious Objector.
5.
Why might certain groups in an organization such as software developers have a resistance to project portfolio management tools and best practices? Often time, software developers have had bad experiences with project management tools and methodologies that were misfit or not appropriate for the needs of the software development project. This can result in an aversion to project management processes and techniques. 
6.
What are examples of factors that influence attitudes towards processes and metrics? There are numerous factors that can contribute to an overall affinity to processes and metrics at one end of the spectrum or a complete disdain for processes and metrics of any kind at the other. Considerations such as position level in the organization, span of control, job duties, degree of specialization, degree to which individual contribution can be measured, degree to which compensation is based upon end results achieved, knowledge, experience, and overall business acumen are but just a few of the factors that, in general, shape and influence attitudes towards processes and metrics.
7.
How might Job Level and Metrics Based Compensation influence attitudes towards processes and metrics? Typically, individuals that are executives or at the management level of an organization are more inclined to have an affinity for processes and metrics as processes enable the organization to exhibit higher levels of capability, more predictably achieve outcomes, and sustain and improve upon competitive vitality. Conversely, those with little to no responsibilities to manage people or to manage organizational capabilities just want to be left alone where they can go about doing their jobs with minimal interference.
8.
In what ways are changing processes and measures for project portfolio management a bottoms up evolution? As organizations adopt, use, and mature their project management processes, techniques, and best practices at the singular project level, a logical next step for improvement and change is addressing all of the management related activities that span multiple projects and that holistically take into consideration the needs, priorities, budget, and resources of the organization. This view of project portfolio management is far more than a pompous aggrandizing of the project management profession as some early cynics contended, rather it is a business driven observation that no matter how well projects are managed at the project level it is actually quite important to be taking on the right in the first place. 
9.
From an evolutionary perspective, how is Enterprise Project Management (EPM) different from Project Portfolio Management (PPM)? For many organizations, PPM is a next step up in the evolution. Where EPM provides a holistic view of the project portfolio in terms of consolidation and integration, PPM takes it to the next level in terms of supply and demand management as well as the establishment of the PPM efficient frontier.
10.
 In what ways are changing processes and measures for project portfolio management a tops down evolution? To many people, project portfolio management is viewed to be the result of a natural evolution, but not of project management, rather of strategic business planning and executive decision making. And in this context, the PPM evolution starts at the top and drives downward through the organization with project portfolio management being a driver of projects.
Chapter 6: PPM Risk #6 – Timeframe for Analysis and Decision Making

1.
What is decision timing and how does it relate to project portfolio management? Decision timing is the timeframe under which decisions are made. Every organization has their own unique decision timing and no matter which PPM system an organization implements, decision timing must be fully understood and addressed by way of the organization’s business planning process and policy. If not, an organization implementing PPM is likely to end up with a very expensive spreadsheet of projects, not a system for categorizing and optimizing project investments based upon specific goals and strategies of the enterprise.
2.
What are the three steps that can be taken in order to establish the PPM decision timing for an organization? First, develop a high level schematic of your PPM model. Second, assign dates, timeframes, and any other relevant information to each of the PPM model process activities. And third, create a calendar version of the High Level PPM Model based upon the assigned dates and timeframes for executive management and portfolio management decisions. 
3.
With respect to number of options and use of information, what are the four PPM decision styles? The four PPM decision styles are Decisive, Hierarchic, Flexible, and Integrative.
4.
Consideration of a high number of options and a high use of information is characteristic of which decision style? This decision style would be Integrative.
5.
Consideration of a low number of options and a high use of information is characteristic of which decision style? This decision style would be Hierarchic.
6.
Consideration of a high number of options and a low use of information is characteristic of which decision style? This decision style would be Flexible.
7.
Consideration of a low number of options and a low use of information is characteristic of which decision style? This decision style would be Decisive.
8.
In terms of organizational level factors, what is the benefit of providing a visual representation of the required organizational components for project portfolio management and showing how they work together? At a high level, the Organization Level factors provide a visual representation of the required organizational components and how they work together. From this high level construct, the PPM process and governance can be enunciated enabling all involved to speak a common PPM language, follow a common PPM process, and collaboratively work together using the prescribed tools and techniques required to support effective and healthy debate and decision making as well as to ensure the integrity and consistency of the resulting program and project work efforts. 
9.
What is the benefit of using scoring models to establish a common PPM currency? Scoring models to establish a common PPM currency enables projects of differing measurable attributes such as benefits, costs, risks, and importance to the organization to be compared against one another.
10.
In a PPM two-criterion comparison grid that provides a matrix of benefits realized compared to level of risk, what would be the labels used to describe the characteristics of each quadrant? A common technique in Two-Criterion Comparison Grids is to provide labels such as “Pearl, Oyster, Bread & Butter, White Elephant” or “Blockbuster, High Wire Act, Cash Cow, Dud” that serve to provide descriptions of the characteristics of each of the resulting four quadrants. 
Chapter 7: PPM Risk #7 – Quantifying Business Value

1.
What is the project management triangle? The Project Management Triangle is a model of the constraints of project management. It is often used to illustrate that project management success is measured by the project team's ability to manage the project, so that the expected results are produced while managing time and cost.
2.
What are the disadvantages and potential negative consequences of the use of traditional project management measures such as Scope, Time, and Cost? Managing project constraints and achieving project success should not be viewed as or limited to a discussion of scope, time, and cost. There are other factors to consider such as the product of the project benefit and how that benefit is or is not realized based upon product deliver timeframes and windows of opportunity.
3.
How is the focus of the Deliver Now PMO model different from traditional PMO models? The Deliver Now PMO model extends upon enterprise PMO concepts and focuses on throughput of the project portfolio as a strategic vehicle to drive bottom line value as opposed to the more traditional PMO focus on cost and efficiencies in the actual technical management of projects. 
4.
What are the two dimensions of project success? The two dimensions of project success or product of the project success and project management success.
5.
What is likely to be more important to an organization; increasing project throughput and realizing product benefits sooner or ensuring that metrics of technical project management success such as scope, time, and cost are met? For most for profit organizations increasing project throughput and realizing product benefits sooner is more important than achieving technical project management measurements.
6.
What is the difference between a measurement and a calculation? Measurement is concerned with making observations and then translating those observations into a quantifiable piece of information. A calculation, on the other hand, is merely the result of a predetermined formula. 
7.
How can a reduction in time benefit be measured as a dollar value? The time needed to perform a task or operation should be measured in terms of the before and after improvement states. The net savings in time can be multiplied by a measure of cost such as the hourly pay rate for personnel. This can be measured as a savings each time the task or operation is conducted. If the task or operation occurs many times, even a small savings per occurrence can lead to big benefits overall.
8.
How can a people reduction benefit be measured as a dollar value? If an improved process only requires one person rather than ten, the product of the project can claim those people costs such as the total cost of compensation as benefits. The people may be redeployed elsewhere in the company which is fine, but for the improved process they are no longer needed and represent a tangible benefit. 
9.
How can a reduction in errors benefit be measured as a dollar value? Certain improvements lead to the reduction of errors such as software and hardware products malfunctioning while under warranty. The reduction in errors times the cost per error provides an overall measurement of the benefit for the proposed improvement. 
10.
In what ways are dollar amounts such as revenue and expense different and how can they be measured as a common currency? For most organizations, there is a significant difference between revenue and expense and it is not enough to just view the benefit of a project opportunity in terms of a dollar amount without further assessing the kind of dollar amount, revenue or expense, the benefit belongs to. In order to make an “apples to apples” comparison of project opportunities, the product of the project dollar benefits need to be similarly compared. For example, if a company has a 10% profit margin, then a product of the project that reduces expenses by $1 has the revenue equivalent of a $10 benefit. 
Chapter 8: PPM Risk #8 – Ensuring Integrity of Data

1.
What are three management considerations for the leadership team in getting started with PPM, working with one another fairly and ensuring an acceptable level of project portfolio management data integrity? Three management considerations for the leadership team that help in getting started with PPM, working with one another fairly, and ensuring an acceptable level of project portfolio management data integrity are; understanding data integrity, producing data integrity, and improving data integrity. 
2.
What is the technical view of data integrity? The technical view of data integrity is primarily concerned with a correct and whole definition of the data itself and the assurance that data will not change, be lost, or modified in any manner when sent and received.  
3.
What four considerations make up the trustworthy view of data integrity? At its most basic level, data integrity is all about trustworthiness and four considerations determine the extent to which data can be trusted as used in business to make complex, strategic decisions. These considerations are (1) timeliness, (2) degree of accuracy, (3) truthfulness with respect to its context of use, and (4) intent with respect to the state of mind of the conveyer of the data.

4.
What is False Causality? This technique of incorrectly correlating factors is known as False Causality and it is performed all the time. For example, it would not be unlikely to observe that the more ice cream that is sold at the beach, the more people will drown. Hence, ice cream sales at beaches should be prohibited. This is obviously ridiculous, but statistically a correlation can be shown between the two by tracking sales of ice cream at beaches, the number of drowning at beaches, and making a nice graph of the data points. 
5.
How does a focus on purpose, people, and process impact PPM data integrity? To move beyond mere technical data integrity to produce a trusted view of data integrity, there things are required; purpose, people, and process. The purpose of PPM must be clear, the people must be energized and committed, and the process must be practical, effective, and adhered to. 
6.
What supports that the premise that no three words have contributed to more execution difficulties and outright PMO failures than the words, “people, process, and tools?”  People, process, and tools are a means to an end, but not the end itself. Organizations that rush into a people, process, and tools strategy without first establishing the business purpose of PPM and measurable goals and objectives are likely to put the cart before the horse. This results in risks and execution difficulties and a real likelihood that the PM efforts will not be aligned to the needs of the business.
7.
Why is the purpose of project portfolio management important to establish? When the purpose of project portfolio management is clear to everyone and that purpose is relevant to the needs of the business, all those that need to be involved are more likely to be actively engaged and committed to giving their best possible effort to the success of the enterprise. The result is an understanding of strategy, critical success factors, and informational needs and a willingness to effectively participate and contribute. 
8.
Name three kinds of organizations that provide project portfolio management maturity models? Many different kinds of organizations provide PPM maturity models. Three of such organizational types include standards organizations like the Project Management Institute and the UK Office of Government Commerce, PPM vendors that sell PPM applications and provide implementation services, and PPM consultants. 
9.
How is an assessment of project portfolio management maturity taken? An effective assessment involves personal and group interviews, widespread participation and survey input, artifact collection and evaluation, and benchmark comparisons to established standards.
10.
After an assessment of project portfolio management, what work and activities are next performed? The real value, challenge, and heavy lifting come after the assessment and this involves setting your assessed level based upon the information collected and analyzed, determining specific maturity goals by key area of focus, developing the best possible set of improvement recommendations to achieve the maximum amount of ROI with the minimum amount of disruption, and then leading the resulting change throughout the organization.  
Chapter 9: PPM Risk #9 – Tooling and Architecture

1.
What three factors contribute to a one-tool-does-it-all mindset? Different kinds of people and organizations contribute to the one-tool-does-it-all mindset. Factors such as researchers performing PPM tool analysis, customers publishing tool-based requests for proposals (RFPs), and PPM tool sellers marketing their offering as the one tool that meets all of the needs of the PPM performing organization all contribute to the one-tool-does-it-all mindset. 
2.
What factor is perceived to be the biggest contributor to the one-tool-does-it-all mindset? At first thought, one might conclude that the tool mindset exists on account of all of the tool sellers out there marketing their offering as the one and only best in class, one tool does it all, solution that can address the full spectrum of your business needs, at least your important business needs. Nothing could be further from the truth. Generally speaking, all of the leading PPM solution providers provide rich feature sets for their own offerings as well as connectors, APIs, plug-ins, accelerators, and features for integration to the wide variety of other systems, applications, and tools that are needed and used by the business.
3.
What factor is actually the biggest contributor to the one-tool-does-it-all mindset? The biggest contributor to the one-tool-does-it-all mindset is not unintended and it emanates from the customer side of the house. This thinking comes from the Request for Information (RFI) and Request for Proposal (RFP) efforts that tend to provide preformatted Excel spreadsheets requesting sellers to indicate how their product offerings meeting, partially meet, or do not meet their specifications.
4.
In what ways are providers of PPM tools responsible for the one-tool-does-it-all mindset? Some PPM tool providers may participate in the one-tool-does-it-all way of thinking to promote their offerings against competitors and other alternatives, but most simply do not.
5.
In what ways does the PPM analyst community contribute to the one-tool-does-it-all mindset? Though unintended, the analyst community contributes to the one-tool-does-it-all mindset. Though the leading research firms advise against using their analysis to compare one PPM tool vendor against another in making an acquisition, despite such advice, report findings and research analysis are often taken out of their original context and used for the purposes of determining which product offering is the closest to meeting the one-tool-does-it-all promise.
6.
In what ways are customers of PPM tools responsible for the one-tool-does-it-all mindset? Customer RFPs and RFIs often tend to ask sellers to indicate how their product offerings meeting, partially meet, or do not meet their specifications. How these specifications are even arrived at in the first place is worthy of discussion. But the broader point is that the resulting analysis almost always favors the product with the most tick marks in the “meets” column. Almost always, this can be an architecturally unsound approach.
7.
What purpose does architecture? The goal of architecture is to deal with, if not simplify, complexity and there are few business environments more encompassing and in need of simplification than project portfolio management.
8.
What are the four components of the PMO-Centric PPM architecture? The four components of the PMO-Centric PPM architecture are (1) project portfolio management (PPM), (2) collaboration, (3) desktop tools, and (4) PMO content assets.
9.
How does an EPM-Centric PPM architecture compare and contrast to an Integration-Centric PPM architecture? An EPM centric architecture encompasses the components required for Enterprise Project Management whereas the integration centric PPM architecture encompasses the components required to manage all demand from incidents to strategic and tactical demand.
10.
What is the basic premise of Enterprise IT Management (EITM)? Enterprise IT Management is CA’s vision for providing a new level of management control across the enterprise for both IT management and service delivery by both integrating and automating the management of disparate systems. CA espouses the premise that IT organizations require an integrated management solution that can consolidate all demand from incidents to strategic and tactical demand.
Chapter 10: PPM Risk #10 – Sustaining Value

1.
What are the four process improvement stages of the PMI Organizational Project Management Maturity Model (OPM3®)? The four process improvement stages of OPM3 are (1) Standardize, (2) Measure, (3) Control, and (4) Continuously Improve.
2.
What are the three domains of the PMI Organizational Project Management Maturity Model (OPM3®)? The three domains of OPM3 are (1) Project Management, (2) Program Management, and (3) Portfolio Management. 
3.
According to the author, in what ways are project management maturity models good? Maturity models in all of their various forms are essentially good. They give structure to complex domains and provide guidance for assessment, improvement, and ongoing strategic planning for the systemically development of capabilities. This is the good.
4.
According to the author, in what ways are project management maturity models bad? Without prior training, experience, and a deep understanding of the model not to mention other requisite skills such as industry experience, deep business acumen, and organizational development skills, an attempt to informally implement a maturity model like OPM3® without the involvement and participation of a credible practitioner is likely to be doomed from the start. Nonetheless, this happens time and time again resulting in a waste of time and effort the organization and an unnecessary and unhelpful blemish on the maturity model itself. This is the bad.
5.
According to the author, in what ways are project management maturity models ugly? The ugly side to PPM maturity models has to do with the ugly, unspoken but widely known side of the certifications business. Ideally, a certification is the mechanism from which to administer a standard. This is big money and presents a real conflict of interest to the standards organization. This is the ugly.
6.
With respect to the how projects are viewed dimension, what are myopic projects and who manages them? Myopic projects represent the formal projects of the enterprise that are managed by the formal project performing organization such as a PMO.
7.
With respect to the how projects are viewed dimension, what are ubiquitous projects and who manage them? Ubiquitous projects are all of the projects that exist throughout all corners of the enterprise. Some people refer to these projects as informal or accidental and they are typically management by functional management and staff, not trained, professional project managers.
8.
What are the principles of scientific management? Scientific management is a theory of management that analyzes work and work patterns with the objective of improving productivity. The principles of scientific management include a system of process and controls, measurements, and output based pay.
9.
What is Taylorism? Scientific management is often referred to as “Taylorism” attributing its development and practical application to Frederick Taylor during the late 1800s. 
10.
What are the principles of complex adaptive systems and in what ways are complex adaptive systems thinking relevant to project portfolio management? The term complex adaptive systems or CAS is used to describe the emerging and loosely organized academic field of study of complex systems. The principles behind complex adaptive systems are threefold: order is emergent not predetermined, the system’s history is irreversible, and system’s future is unpredictable. Examples of complex adaptive systems are many and range from stock markets to ant colonies where the overall behavior of the system is the result of many decisions made at the same time by many individual agents. The desire to achieve command and control PPM oversight typical to scientific management techniques needs to be tempered with the pressing complexities, uncertainties, and realities of today. Complex adaptive systems thinking can provide an approach to acknowledge these PPM challenges and to find ways to pursue the opportunities that they present.
