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Project portfolio management (PPM) is a crucial aspect of business strategy implementation, 
as companies increasingly organize their activities and execute their strategy in a multi-
project environment. Efficient resource allocation and prioritization can lower overall 
business complexity, increase growth spending, and improve profitability. However, the 
complexity of resources and projects in the internal development project portfolio often 
hinders efficient resource allocation and project prioritization.  

This master’s thesis explores the critical aspects of an organization’s project portfolio 
management with a focus on project prioritization and resource allocation. The study aims 
to understand how organizations can better manage their internal development project 
portfolios to optimize resource allocation and enhance value creation. The research was 
conducted through a qualitative approach including semi-structured interviews with Project 
Management Office experts from different Finnish organizations. 

The study adopts an end-to-end PPM process and PPM process portfolio maturity model to 
understand how organizations could be better equipped for successful decision-making in 
terms of project prioritization and resource allocation. Empirical data was collected through 
12 semi-structured interviews. The findings highlight the importance of a structured and 
rule-based PPM process to manage the flow of projects from idea generation to completion. 
Further, clear roles and responsibilities in PPM and effective communication were identified 
as crucial aspects of PPM. The research also emphasizes the need for data-driven decision-
making, the use of strategic buckets, and better utilization of capacity analysis as key ways 
of ensuring that projects align with strategic objectives and that resources are allocated in 
the best way in terms of value creation. 
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Projektisalkunhallinta on keskeinen osa liiketoimintastrategian toteuttamista, sillä yritykset 
organisoivat toimintojaan ja jalkauttavat strategiaansa yhä useammin moniprojekti 
ympäristössä. Resurssien tehokas kohdentaminen ja priorisointi voivat vähentää 
liiketoiminnan yleistä monimutkaisuutta, edistää kasvua ja parantaa kannattavuutta. Sisäisen 
kehityshankesalkun resurssien ja projektien monimutkaisuus estää kuitenkin usein 
resurssien tehokkaan kohdentamisen projekteihin ja projektien priorisoinnin.  

Tässä maisterin tutkielmassa tarkastellaan organisaation projektisalkunhallinnan kriittisiä 
näkökohtia keskittyen projektien priorisointiin ja resurssien jakamiseen. Tutkimuksen 
tavoitteena on ymmärtää, miten organisaatiot voivat paremmin hallita sisäisiä 
kehityshankesalkkujaan optimoidakseen resurssien kohdentamisen ja parantaakseen 
arvonluontia. Tutkimus toteutettiin laadullisella menetelmällä, haastattelemalla PMO-
asiantuntijoita suomalaisista yrityksistä. 

Tutkimuksessa käytetään projektiportfolion hallinnan prosessin ja portfolio kypsyysmallia 
ymmärtämään, miten organisaatiot voisivat saada paremmat valmiudet menestyksekkääseen 
päätöksentekoon projektien priorisoinnissa ja resurssien jakamisessa. Empiirinen aineisto 
kerättiin 12 puolistrukturoidun haastattelun avulla. Tulokset korostavat jäsennellyn ja 
sääntöihin perustuvan projektiportfolion hallinnan prosessin merkitystä, jotta projektien 
kulkua voidaan hallita idean syntymisestä sen toteutukseen asti. Lisäksi selkeät roolit ja 
vastuut, sekä tehokas viestintä todettiin keskeisiksi tekijöiksi. Tutkimuksessa korostetaan 
myös dataan perustuvan päätöksenteon tärkeyttä, strategisten korien käyttöä ja 
kapasiteettianalyysin parempaa hyödyntämistä keskeisinä keinoina varmistaa, että hankkeet 
ovat linjassa strategisten tavoitteiden ja käytettävissä olevien resurssien kanssa, jotta ne 
tuottavat parhaimman mahdollisen arvon.  
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1. Introduction 

Issues related to project portfolio management (PPM) have become increasingly topical as 

companies in various sectors increasingly organize their activities in a project-based manner 

and move to a multi-project environment (e.g. Ahlemann et al., 2024; Khatun et al., 2024; 

Richard et al., 2021). Organization’s project portfolio consists of the development projects 

that drive organization’s strategy. It is therefore crucial that the projects within the portfolio 

have the best capabilities to succeed. Prioritizing the right projects in the portfolio and 

allocating available resources effectively are hence essential factors in delivering value for 

the organization and its stakeholders. (Aboagye et al., 2017; Meskendahl, 2010) Therefore, 

top-performing companies should be able to prioritize projects appropriately, as well as 

balance the number of projects and available resources, to be able to implement their 

strategic aims in the most efficient and value adding way (Cooper & Edgett, 2010). 

However, many companies have identified inefficient resource allocation and project 

prioritization as one of the main reasons that hinder the functioning of the PPM office. This 

is the case especially in terms of internal development projects, as different phases and 

interdependencies of projects make it challenging to manage resources effectively and 

ensure that projects progress on time (Snyder, 2024; Nilsson & Palm, 2024; Viljoen & Steyn, 

2007). The challenge is common especially for companies that have multiple projects in their 

portfolios, meaning that there are several projects managed concurrently (Lostumbo et al., 

2024; Patanakul & Milosevic, 2008).  

Therefore, the current challenge for many Project Management Offices (PMOs) or Project 

Portfolio Managers is the complexity of resources and projects in the internal development 

project portfolio (Snyder, 2024). With projects at different stages and often interdependent, 

PPMs struggle to track resource availability, leading to inefficient resource planning and 

poor predictability in project completion. This causes problems in the project queue 

prioritization, as PPMs do not have enough information to make the decision on which 

project should be prioritized over others and ultimately affects tracking project delivery. As 

projects are dependent on specific resources and competencies, the resources must be 

allocated in a certain way for the projects to deliver value. (Khatun et al., 2024; Viljoen & 
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Steyn, 2007). Therefore, a proper model or process for PPM, especially for project 

prioritization and resource allocation is much needed (Aboagye et al., 2017; Cooper & 

Edgett, 2010; Hannach et al, 2016). 

The aim of the research is to get an understanding of how this complexity could be solved 

or improved, as well as understand how the companies could get more structure to their 

resource management and project prioritization activities and in their internal development 

project portfolio. To support the decision-making of the PPM office and project 

prioritization, a more structured and systematic process is needed (Padovani & Carvalho, 

2016; Hannach et al, 2016). This would bring efficiencies to the organizations, as the projects 

would be run more smoothly and successfully. Such a system will need to be implemented 

with full leadership support and a concentrated effort, particularly if none of the components 

are in place already (Haukka, 2013). 

 

1.1. Background of the study 

Previous literature has referred widely to resource management, as well as project 

prioritization. Scholars have studied the topic from various viewpoints. Many address the 

challenge of managing large project portfolios with limited resources. For example, Carbno, 

as early as in 1999, already stated that when allocating resources, management must consider 

various factors, such as the project's urgency, the skills, competences, availability of 

employees, as well as the effect that resource levels will have on delivery schedules. The 

issue has not disappeared, or changed even during the latest years, as Chaparro et al., (2019) 

state in their research, that the complexity of project portfolio management brings various 

issues to businesses. Due to the highly unpredictable nature of the project and surrounding 

environment, strategic objectives may alter, leading to a high degree of uncertainty (Rice, 

et. al., 2008; Martinsuo, et al., 2014).  

What is interesting and worth noting, is that in terms of project selection and prioritization, 

project prioritization has been recognized to be a more scarce topic in the literature, and most 

literature generally describes the term as part of the project selection process. Nevertheless, 

it is still a distinct topic, and especially when linked to project scheduling, there is a clear 

difference in the definitions. (Rojas & Figueroa, 2018) 
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Some scholars have approached the problem building various, usually quite complex models 

on how to prioritize and schedule projects in the portfolio. Some have a more quantitative 

approach, whereas others have a more qualitative approach. One of the most often described 

models for resource scheduling is the resource-constrained project scheduling problem 

(RCMPS), which seeks to schedule activities subject to priority order and resource 

constraints in a way that minimizes schedule duration. (Wang, et al., 2017; Hartmann & 

Briskorn, 2022). However, even though many models have been built to solve the problem, 

there is not much evidence in the literature that these models could be easily applied as a 

use-case in practice. 

There is a clear research gap among the existing PPM literature, which this study could 

contribute to. Browning & Yassine (2016) address that most of the research on PPM focuses 

on the strategic level, for example, activities such as planning the portfolio, rather than an 

operational level, such as portfolio execution, for example stating which is the most optimal 

way to execute the project portfolio in the most optimal way, to bring the most value. It is 

therefore crucial to expand the research beyond portfolio planning to incorporate portfolio 

implementation and monitoring at the level of dynamic and operative resource allocation 

decisions that are important in real-life companies (Anderson & Joglekar, 2005). 

Secondly, since project prioritization is a complex and often unstructured decision in the real 

world, researchers usually have to consider simplification, trade-offs or even ignoring some 

elements of project prioritization in order to model the decision-making process (Jafarzadeh, 

et. al., 2022). Hence, the existing literature cannot be easily applied to an organization, and 

real-life practical models are needed for investigating how the management could better 

organize the project portfolio in a way, that the project prioritization would be more easily 

done. 

Additionally, many previous studies have solved the issues of project portfolio management 

and resource allocation as a case study describing processes of one specific company, such 

as Miettinen (2020) or Virtanen (2023), and not much research has examined the issue based 

on multiple different companies and combined the best practices. 
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1.2. Statement of the problem 

As the resources in the organization are scarce and there is an overlap, especially in the key 

resources of the projects in a multi-project setting, all the projects cannot be implemented at 

the same time (e.g. Khatun, et al., 2023). Some kind of project prioritization is needed in the 

portfolio to ensure that resources will not be overbooked, and the projects will be 

implemented within their time frames (Nilsson & Palm, 2024). Therefore, the core research 

problem is that due to this challenge, the organization would need a concrete model for 

project prioritization and scheduling to manage the project portfolio in a proper way. As 

noted, there are only few insights in the existing literature that prevent or solve challenges 

in the day-to-day practice of holistic portfolio decision-making (Kester et al., 2009). 

Therefore, it is crucial to explore the managerial, concrete best practices in more detail. 

Several challenges make it difficult to implement a proper project portfolio management 

system. (1) Without a structured PPM model and a project prioritization framework, 

organizations easily overcommit their resources, which delays projects in the portfolio, 

hence reducing overall portfolio value (Stettina & Hörz, 2014). (2) However, as an 

organization’s internal resources also have other operational “non-project related” activities 

in their work queue, the resources are easily overbooked (Ahola et al., 2014). (3) Project 

managers often struggle with competing priorities and unclear responsibilities regarding 

project reporting and resource updates, making it difficult to maintain an up-to-date 

overview of the organization’s resource needs across the portfolio (Haukka, 2013). (4) 

Another challenge is relatively low PPM maturity levels within organizations since many 

organizations struggle to progress further in the maturity model, due to the fact that PMOs 

struggle to identify where they are currently located and what to do in order to climb higher 

in the model (Haukka, 2013). Nilsson & Palm (2024) highlight that organizations in the early 

phases of PPM implementation often lack standardized processes, transparency in resource 

allocation, and data-driven prioritization methods, which makes it difficult to achieve 

portfolio efficiency. Especially in organizations experiencing significant growth, mergers, 

or other structural changes, legacy project management approaches often fall short of 

delivering the required value for efficient PPM (Aubry, 2015). To be able to prioritize 

projects in the right manner, and allocate resources in a value adding way, the organization 

must advance in the PPM maturity model (Haukka, 2013). 
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Stawicki & Müller (2007) found that the guides and best practices proposed by institutions 

and organizations are not effectively linked to the practical reality in which organizations 

operate. Many books and guidelines around the topic mostly concentrate on ”what” to do 

rather than “how” to do it. For example, Bandeira (2024) argues that theoretical models in 

the literature too often assume ideal conditions where decision-making follows a linear and 

rational process. However, this is not the case in practical life, since project environments 

are often dynamic, and require continuous adjustments based on evolving priorities as well 

as external factors. 

 

1.3. Aim of the research and the research question 

The research aims to understand organizational best practices for resource allocation, project 

scheduling, and project prioritization. Hence, the results of this research would act as a 

toolkit for managers on how to better manage resources in its PPM office and how to 

implement the company’s strategy more effectively. 

Therefore, the study would address the challenge faced by the PPMs in managing complex 

portfolios, with the following research question: 

How can the organization prioritize projects in project portfolio, to ensure that company’s 

development resources are deployed in most optimal way in terms of value creation? 

 

1.4. Research methodology 

The study has been done as an exploratory study, meaning that the research aims to get a 

deeper understanding of a specific phenomenon or situation (Swedberg, 2020). The 

empirical data has been collected qualitatively, by interviewing PMOs and PMO experts 

from various Finnish organizations, as 12 semi-structured interviews were conducted in 

December 2024, providing interesting insights into project portfolio management with a 

focus on project prioritization and resource allocation. The research methodology of this 

study has been constructed in the following way. Firstly, the author identified the research 

problem as well as the problem statement, following a systematic literature review around 



 
 

6 

the topic, with a focus on understanding the main concepts of the topic, and diving deeper 

into the previous literature about the best practices in PPM. Next, empirical data was 

collected as well as analyzed according to the theme development approach by Vaismoradi 

et al. (2016). Lastly, the findings were mirrored against the theoretical framework of the 

study, and conclusions were made, to answer the ultimate research question. The process 

will be further elaborated in the Chapter 3. 

 

1.5. Delimitations 

This research focuses on elements of project portfolio management. More specifically, the 

study discusses the internal development project portfolio of organizations. The research 

will focus mainly on human-related resources, in the organization’s development projects. 

Additionally, the research focuses on companies with a turnover of more than 500 million 

euros and over 1000 employee headcount. This is because organizations of this size manage 

somewhat significant development project portfolios, necessitating some kind of portfolio 

management procedure. As a result, they are a suitable target group from which valuable 

insights may be obtained. Research is not limited to any particular industry, however, 

companies should have internal development projects in their portfolio, and project activity 

should not be their main business. 

 

1.6. Structure 

The thesis consists of six chapters. Chapter 1 presents the background and objectives of the 

study, followed by the research problem and finally the research question and the scope of 

the study. Chapter 2 will familiarize the reader with the existing literature around PPM. The 

chapter will present the key concepts of the topic, such as the PPM process, project 

prioritization, and resource management. Next, a process for successful PPM will be 

presented, by combining the best practices which have been identified in the current 

literature. Next, the PPM maturity model will be presented, which acts as a basis for 

developing the PPM processes in an organization, and as a benchmark for the desired state 

of PPM. Chapter 3 will present the research design and methods of this thesis. Chapter 4 will 



 
 

7 

present the findings of the empirical study. In Chapter 5 the findings will be reflected in the 

existing literature, and the research question will be answered. Lastly, in Chapter 6, 

conclusions will be drawn based on the findings, where theoretical implications, limitations, 

and suggestions for further research are presented.   
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2. Literature Review 

The literature review will familiarize the reader with the existing literature on PPM. The 

chapter will present the key concepts of the topic, such as the PPM process, project 

prioritization, and resource management. Next, a process for successful project prioritization 

and resource allocation will be presented, by combining the best practices which have been 

identified in the current literature. Next, the PPM maturity model will be presented, which 

acts as a basis for developing the PPM processes in an organization, and as a benchmark for 

the desired state of PPM. 

 

2.1. Project Portfolio Management 

Project Portfolio Management (PPM) has its roots in Markowitz’s (1952) theory of 

investment, also known as modern portfolio theory. The theory relies on the belief that 

available resources are allocated to optimize their return. (Cooper, et al., 2001) The portfolio 

reflects the development potential of the organization. Programs, projects, and other 

operational activities make up the portfolio's components. The portfolio performance is 

based on the structure of the portfolio and the performance of the projects. It is a result of 

initial priorities and decisions as well as a variety of reactive, anticipatory, and 

improvisational skills used in reaction to both internal and external events. (Purnus & Bodea, 

2014) 

The PPM is known as a managerial approach that helps the strategic selection and 

management of a group of projects, to achieve organization’s strategic goals (Patanakul, 

2022). In other words, PPM plays a significant role in ensuring the implementation of 

organization’s strategy. PPM makes sure that organization’s strategic initiatives are 

prioritized, and projects are aligned with the overall business objectives, which come from 

management team’s strategic decisions. PPM not only oversees project implementation, but 

also provides critical oversight, management and adjustments needed to meet the challenges, 

maintain strategic alignment and drive continuous improvement throughout the 

implementation process. (PMI, 2017) Chaparro et al. (2019) state that PPM is essential for 
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maintaining a competitive edge and allowing the business to concentrate on the most 

important and strategic projects. 

There are three main goals of project portfolio management, which are described in most of 

the literature around the topic, such as in the study by Martinsuo & Lehtonen (2007). These 

objectives are (1) maximizing the portfolio's financial values, (2) linking the organization’s 

strategy to the portfolio, (3) and balancing the project within the portfolio with respect to the 

organization's capacities. Cooper et al. (1999) and the Project Management Institute's 

guidelines are two most well-known publications which describe how such a process could 

be applied in conventional project management practices (Martinsuo & Lehtonen, 2007).  

As said, PPM integrates projects, prioritizes resources, and reduces management effort. 

Secondly, proper project portfolio management ensures efficient resource allocation 

between departments, avoiding confusion over differences in project activities, deadlines, 

and negative consequences of incomplete projects. In PPM, the single projects are affected 

by one another, as these projects are dependent on each other’s completion schedule and 

usually the same resources. Hence, the projects form a complex package, which are not 

always easy to manage, especially in situations when organizations get larger and the 

procedures that have been used before, are not viable anymore. (Martinsuo, et al., 2014) 

Ahlemann et al., (2024) highlight in their research that PPM is an organizational capability, 

which refers to an organization’s capacity to allocate project related resources in a way that 

it ensures that the relevant projects are completed in time and effectively support 

organization’s strategic aims and goals.  

Hentges (2024) has pointed out that the effects of poor PPM include an unwillingness to 

terminate projects, indecisive decisions, poor project selection parameters, the wrong project 

mix and, ultimately, poor strategic alignment of projects within the portfolio. This directly 

affects the benefits of organization’s stakeholders. Even if businesses are unable to predict 

or eliminate all uncertainty, managers can use flexible controls to limit, influence, and learn 

from the uncertainties resulted from poor PPM (Martinsuo, et al., 2014).  
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2.1.1. Project Portfolio Management Process 

The process of building a project portfolio requires reviewing project proposals at the idea 

level, evaluating the current state of active projects and the project portfolio, and using this 

data to choose an updated project portfolio. Lastly, the resources needed for the projects 

chosen for the project portfolio must be distributed. (Rad & Levin, 2006). Authors most 

often describe the process of PPM with five separate steps. In short, these steps are: (1) 

identify, (2) prioritize, (3) allocate, (4) balance and (5) review the projects within the 

portfolio (Stettina & Hörz, 2014). 

The Standard for Portfolio Management book (2017) highlights the importance of portfolio 

optimization as part of the management process, which should be an essential part of any 

effective organizations’ planning process to assure that resource supply (e.g., personnel, 

financial, asset, intellectual) and project demand (e.g., projects, maintenance, regulatory 

changes) are aligned. When there are several ongoing or planned projects at once, it is crucial 

to balance priorities, align resources, allocate resources, and control bandwidth overall to 

prevent schedule and cost overruns as well as excessive use of technology and human 

resources.  

The PPM process is usually split into three phases - project identification, selection, and 

execution. Often, the process is a multi-level oriented, because projects have various sizes, 

goals, and the availability of resources varies quite much. Figure 1 presents the high-level 

PPM process overview, which consists of twelve steps, starting from creating project 

proposal, all the way to closing out a project. The process consists of two gates which are 

important stages in the process. In these gates, decision is made whether the project is given 

a green flag to move on the next stage, or a red flag or “no-go decision” in other words, 

meaning that the project will not go further for some reason, usually due to project selection 

or prioritization reasons. (Hoboken, 2009) PPM goes beyond the traditional stage gate 

model, as it is a decision-making process where projects are revised and updated in 

continuous basis. As traditional stage gate process focuses on one project at once, PPM 

considers all the projects at the same time, their interdependencies, prioritization and 

resource balancing decisions (Cooper, et al., 2000). All organizations have their own process 

for PPM, and there is no one-size-fits-all solution. However, it is important that an 
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organization has structured and predefined process which all stakeholders follow and are 

aware of it. 

 

 

Figure 1. Traditional project portfolio management process chart, adapted from Hoboken, 
(2009) 

. 

2.1.2. Stage Gate Model in PPM 

The stage gate model is commonly used in project management activities. According to the 

model, the project life cycle is broken up into multiple phases, with “gates” that separate 

them and where a decision regarding whether to proceed, postpone, or end the project has to 

be made. The project is assessed using a set of metrics prior each gate, and it must fulfil 

predetermined requirements to pass through. The decision to reallocate resources or 

reprioritize them can also be made at each gate (Rutkowski, 2024). The model is designed 

to mitigate risk by breaking down the development process into a sequence of incremental 

steps, with decisions made at each stage (Hoboken, 2009).  
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Even though the method is commonly used for project management, e.g. Birgisson (2012) 

address that the same model could be utilized in PPM, to be able to track which projects and 

resources are prioritized over others. Hence, the author states that stage gate could act as a 

tool for PPM to better succeed in resource allocation and project prioritization. The gates 

established for the PPM process assist in ensuring performance comparison and quality 

assurance for each project's various phases. Moreover, the gates also act as an ideal 

opportunity to consider resource redistribution, since they eliminate or postpone relatively 

underperforming initiatives to make room for more promising ones. However, he process 

cannot be designed too complex, because it can easily become a bottleneck for projects, and 

potentially prevent project progress. (Hunt & Killen 2013; Cooper & Sommer 2020) 

The PPM process's several gates assist in ensuring performance benchmarking and quality 

assurance for each project's various phases. Further, by eliminating or postponing 

comparatively underperforming projects, the gates of the model provide a perfect 

opportunity to reconsider resource reallocation in order to make space for more viable 

initiatives. (Hunt & Killen 2013; Sommer 2019; Cooper & Sommer 2020) Additionally, 

Cooper, et al., (2000) highlight that stage gate model is convenient way to improve the 

information produced by an organization’s projects, if the process is done correctly. 

Nevertheless, there are conflicting views in the existing literature on the suitability of the 

stage gate model, especially in a multi-project setting when balancing resources. Cooper, et 

al., (2000) addressed that the model does not cover project prioritization and resource 

balancing, and organization must determine specific processes for these activities. Further, 

Rutkowski (2024) have recently argued that the stage gate process lacks the capability to 

dynamically evaluate and realign project priorities based on continuously evolving business 

needs. Even though the model filters projects at different phases, it does not provide a clear 

solution for cross-project resourcing, requiring some complementary frameworks or 

approaches for efficient portfolio management.  

 

2.1.3. Project Prioritization 

Project prioritization is part of the PPM process, and it ensures that company’s strategic 

goals are achieved, while using limited resources that are available (Hannach et al, 2016; 
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Nilsson & Palm, 2024). The portfolio should generate maximum revenues, for which proper 

project prioritization is much needed. The goal of the process is to select right projects to be 

included in the portfolio. Moreover, prioritization means allocating the right resources at the 

right time to be efficient in the long run (Cooper et al., 2008). Lack of prioritization might 

potentially lead to disputes over project scope, budget, and schedule (PMBOK Handbook, 

2000).  

Reasons behind the issues of portfolio management have been discussed in the existing 

literature, such as Engwall & Jerbrant (2003). These authors have sought to identify the 

causes from the perspective of supply and demand for resources. One reason for excessive 

demand for resources is failure of project scheduling, meaning that delayed projects do not 

allow for centralized project start dates and resource shifts. Another reason is the 

commitment to too many projects, which has been also highlighted in the research by Enoch 

(2013). As a result, resources are unevenly allocated among many projects, resulting each 

project having insufficient resources. This causes prolonged project delivery times. On the 

other hand, Cooper & Sommer (2022) identified that organizations tend not to kill bad 

projects within the portfolio, within a reasonable time, which leads to having the resources 

allocated in not promising projects, leading to inefficiencies. On the other hand, Hans et. al., 

(2007) discuss the consideration of uncertainty in a multi-project environment, when 

managing multiple projects at the same time. The authors describe that the main two reasons 

for this uncertainty are the exposure of detailed information only at the project execution 

level, leading to lack of information at the planning stage, and secondly the general 

uncertainty and variability of project performance.  

Because of these reasons among many others, clear rules for project prioritization play a 

crucial role in order to get PPM work properly. In order to make the project prioritization 

process to work, the most important thing is that the PMO and PPM office has an 

understanding of the current project portfolio, in terms of both project development as well 

as resource allocation. According to Cooper et al. (2000) leadership team should review the 

portfolio about 2-4 times a year, and check the prioritization order, and make the needed 

Go/Kill decisions regarding each project. 

Project termination is also a crucial component of project prioritization and selection, 

because a method for terminating projects that no longer support the organization's strategic 



 
 

14 

goals is essential in order to reallocate resources to other, more important projects in the 

portfolio (Too & Weaver, 2014; Cooper et al., 2000). 

 

2.2. Project Portfolio Resource Management 

Efficient resource management is a strategic tool to ensure that projects deliver the best 

possible outcome and organization’s strategic goals are achieved within a desired timeframe. 

Hence, it is crucial to allocate the right amount and right capabilities of resources to projects 

(Aboagye et al., 2017). The organization’s capacity or resource needs for portfolio execution 

can be divided into four categories: (1) human capital, (2) financial capital, (3) assets such 

and (4) intellectual capital (Standard for Portfolio Management, 2017). Ahola et al., (2014) 

emphasize that misallocation of resources can lead to project delays, increased costs, and 

failure to meet strategic objectives. In the context of a project organization, the first two 

mentioned categories are the most important resources in PPM – human capital and financial 

capital. 

Cusumano and Nobeoka (1988, 49-53) stated that inefficient resource allocation most likely 

leads to internal competition between company’s business units, which result in internal 

disagreements. One reason for that is that not all projects can be implemented at the same 

time. In many situations, this can lead to “first come, first served” model (in terms of both 

projects and resources), which is not efficient in terms of company’s strategy implementation 

and value creation, hence not preferred by any kind of organization. Hence, not all projects 

can be selected for the portfolio, and priority setting has to be done in order to schedule 

projects of the portfolio efficiently, to make sure that resources will not be overbooked, 

which leads to project delays. (Viljoen & Steyn, 2007; Browning & Yassine, 2016) Another 

in project portfolio resource management is the allocation of resources based on the strategic 

objectives of the firm. The process becomes more crucial and complex as the number of 

projects involved increases and as specific knowledge is required for each project. By 

assuming that resources will transfer smoothly between projects, many managers make the 

mistake of choosing too many projects (Kester et al., 2009). Instead, sharing resources 

between projects could result increased costs or timing of the projects (Elonen & Artto, 2003, 

p.398).  
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Engwall & Jerbrant (2003) identified that the supply side problems of resources have been 

less explored, compared to project demand and prioritization related topics. Supply-side 

problems can be caused, for example, by inappropriate internal accounting systems that do 

not encourage project completion on time, or a lack of knowledge and control of the work 

to be done within projects. Another key cause is opportunistic behavior, where project 

managers seek the best experts for their projects by any means necessary. Further, 

Chatzipanos & Wu (2018) have identified that poor forecasting and lack of visibility into 

resource availability are one of the key issues within the resource supply side. 

Chatzipanos & Wu (2018) further emphasize the importance of portfolio resource capability 

and capacity management in PPM. These are important considerations determining the 

appropriate balance between what an organization has the capacity to do, and what the 

organization can actually do. The portfolio balance is a crucial term in terms of resources, 

as otherwise bottlenecks will be created which will hinder project execution and delay 

portfolio outcomes. The researcher also highlights that effective resource planning requires 

continuous monitoring and dynamic allocation models, to be able to ensure that resources 

are not overbooked. 

As Figure 2 demonstrates, organization’s internal resources are divided between on-going 

operations, so called “recurring activities”, and project related activities (Haukka, 2013). As 

mentioned previously, it is crucial to constantly monitor resources, in order to be allocated 

efficiently. The main goal of resource monitoring is to achieve trustworthy information about 

the current and future resourcing status on both individual and general level. The motivation 

behind resource monitoring might differ widely for different stakeholders. For example, 

PMO is interested to see how resources are available for different points of time, to be able 

to see how resources can be available for the upcoming projects, whereas the higher 

management is more interested in seeing how the utilization rate is progressing. 

(Chatzipanos, 2018; Nadler, 2012)  
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Figure 2. Original Portfolio Management Context, adapted from Project Management 
Institute (2013). 

 

Further, it is crucial that employees comprehend the importance of the measurements and 

are able to interpret them from their perspective; otherwise, anything can occur, according 

to Newbold (1998). Newbold has written a book regarding project management, which has 

suggestions on which aspects should be considered when implementing new measurement 

tools and techniques. For instance, the author claims that putting in place clear measurements 

that encourage internal competition may result in a noncooperative workplace culture. The 

key concepts in the book highlight the importance of coherent measurement and how it 

affects multiple areas within an organization. However, not only is the reporting process 

essential for the current project, but it also enables management to make future plans and 

projections (PMBOK, 2000). Particularly in an environment where staff members are 

working on several projects concurrently, the progress reporting process will be extremely 

helpful. 
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2.3. Key Elements for Efficient Project Prioritization 

The success of PPM in the organization is a sum of multiple ongoing actions, that must be 

made in everyday business. To be able to prioritize projects in the best way as possible, 

several portfolio management practices must be done, to set the best possible base for 

successful project prioritization within the portfolio (Aboagye et al., 2017). 

Aboagye et al., (2017) have written an interesting article describing the process of PPM and 

especially project prioritization, focusing on how to match right resources to rights projects. 

The process described in the article can be found in Figure 3. All the aspects of the process 

have been mentioned in the existing PPM literature, but the authors have summarized an 

end-to-end prioritization process leveraging a strong fact base to empower organization 

decision making in terms of PPM (Aboagye et al., 2017). The process has been designed to 

be iterative, so the process is expected to happen in an ongoing manner, as can be seen in 

the Figure 3. The process has similarities to Agile PPM principles, in which the focus is on 

working in small increments to improve performance and continuously evaluating 

requirements and outcomes to successfully respond to changes in a timely manner (Alves & 

Gonçalves, 2022). The literature review by Padovani & Carvalho (2016) supports this 

process, as the research found that PPM core process includes the following stages: project 

proposals, strategic drivers and criteria, opportunities identification, evaluation, selection, 

prioritization, resource allocation and lastly, monitoring and controlling. 

The process was identified as a good basis for maintaining successful PPM process, hence 

the author of this study found it as a good base for presenting the best practices that have 

been identified in the existing literature about project prioritization and resource allocation. 

The process is explained in more detail in Figure 3, followed by a more detailed description 

of each phase in sequence. The factors identified in the literature are noted below each phase 

in which they belong to. This model thus creates a set of elements that allow for the best 

possible project prioritization and resource allocation. 
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Figure 3. PPM process structure, adapted from Aboagye et al., (2017). 

 

Development demand aggregation / Idea generation 

The process starts from new project proposals, which are all aggregated into a development 

demand with consistent project facts. In this idea generation phase, project proposals can 

come from various parties, but they should be collected in a coherent manner, to ensure that 

they are easily comparable and easy to comprehend (Aboagye et al., 2017). There should be 

a person who is responsible for collecting all the proposals and ensuring that all the proposals 

are being forwarded and evaluated accordingly. In this stage, it is important to make sure 

that projects that will be compared to one another, are comparable before starting the process 

of prioritization. The scope, resource requirements, completion time, complexity and 

technological level should be all comparable. If these considerations have been taken into 

account, the decision maker will be able to prioritize with the most comprehensive manner. 

However, there is a challenge on how to find a correct balance between the various project 

stages and priorities, which could put more strain on upper management. Martinsuo et al. 

(2014) emphasize the importance of having long enough roadmap visible for the future, to 
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allow better project prioritization. This aspect is not mentioned in the study by Aboagye et 

al., (2017), but should be still taken into consideration when planning the project portfolio 

and managing new project proposals. 

Haukka (2013) highlights a relevant point in terms of being aware of the value of company’s 

projects, already in when planning phase of the project. It is important to estimate the value 

due to various reasons. This is important due to the fact that this way the management team 

can be aware and start to develop any new PPM models, to be able to step on the next level 

of PPM planning and the PPM maturity level. Usually, the value of so called delivery 

projects for external customers are well thought out, however, the problem is that for internal 

project portfolio, many managers think that there is no need to calculate the value for them. 

 

Rules-based project prioritization 

Rules-based project prioritization should be applied, where Aboagye et al., (2017) highlight 

that an organization can select from a range of indicators to prioritize projects. The right 

metric to use depends on company’s strategic intent, and their main goals for the next years. 

The authors highlight the importance of restoring all the projects in the same location, with 

the same fact base to easily comparable between each other. Martinsuo et al. (2014) also 

emphasize the importance of having strict rules as a critical factor ensuring successful project 

prioritization. 

The number of projects in the project portfolio should not be too high, and the number should 

be reflected to existing resources, to ensure that these numbers match (Suvvari, 2023; 

Amaral & Araújo, 2009; Aboagye et al., 2017). Too often, many projects are chosen for the 

project portfolio because scoring models typically evaluate projects based on absolute 

standards rather than one another (Cooper et al., 2000). The projects should be rather ranked 

between each other, and a certain percentage should be always withdrawn in the process.  

A comprehensive view of the project prioritization is achieved through the use of numerous 

IT tools and databases, to which project managers and decision-makers submit project status 

reports. (Bhatti & Durrani, 2024) According to Killen's (2017) research, the network 

perspective and visual tools utilized to support the project prioritization process various 

decision-making stages are correlated with a higher performance level of project 

prioritization. Benko and McFarlan (2004), on the other hand proposed that splitting projects 
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to smaller pieces enables on-going assessment and prioritization. There is a consensus 

among many authors that project categorization should be also practiced to be able to 

prioritize projects properly. The categorization can be done based on the project size 

(Tuomala, et al., 2019), or alternatively based on project complexity, risk or resource 

demands (Elnabwy et al., 2024). Further, Jung & Lim (2007) state that projects that have 

different character should be treated in different ways. This categorization could be based 

on consistency with organizational goals, achievement of strategic aims, a combination of 

short- and long-term projects, the impact of cash flows, or the impact of resource strain 

through time. (Jung & Lim, 2007) 

 

Understanding resource limitation 

After the project prioritization has been made, Aboagye et al., (2017) state that the next step 

would be to understand the resource limitations. Company should first match resources to 

projects that are prioritized based on the objective assessment. This enables it to comprehend 

resource excesses and gaps, strategy adherence, and a project's capacity to satisfy both client 

and financial expectations. The authors highlight that company should evaluate and chart 

resource limitations in terms of capacity and capability, as it has been highlighted by 

Chatzipanos & Wu (2018). 

Moreover, Aboagye et al. (2017) state that an initial capacity “baseline” should be provided 

to assist decision makers in determining what is feasible and what is not. This gap 

assessment's transparency helps management determine which projects will receive the most 

attention when resources are allocated and where temporary staffing or other stopgap 

measures are required to uphold customer contracts. According to Ahmad et al. (2017), 

resource capacity analysis is an efficient way of getting a clear picture of the number of 

projects the portfolio can support concurrently, and it is essential to carry out this kind of 

study to comprehend the allocation of an organization's resources. The analysis aims to 

determine organization’s resource demand for projects in relation to the availability of these 

resources. The analysis can be done in two ways, by either analyzing how company has a 

sufficient and appropriate resources to manage the projects currently underway, or analyzing 

whether the company has sufficient resources to carry out the new projects that are being 

launched (Aboagye et al., 2017; Cooper, et al., 2000). 
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Additionally, pipeline management on the other hand concentrates on offering management 

by making sure that resources are not overextended and that the timing and flow of offerings 

in the development pipeline are controlled, which should be also taken into account when 

defining understanding on organization’s resource capacity (Ahmad et al., 2017). It is 

important to determine and inform management of the degree to which the identified 

constraints will restrict revenue (Aboagye et al., 2017). Here, once again, the communication 

between the stakeholders is crucial, to make sure that everyone is on the same page and 

aware of the current resourcing status.  

Additionally, Aboagye et al., (2017) highlight the importance of having visual metrics when 

analyzing the resourcing situation, as well as clear communication between various teams in 

the organization, to make sure that everyone is on the same page and to ensure that the 

process is transparent. The importance of visual metrics has been also recognized by other 

researchers. Hoboken (2009) address that project portfolio dashboards are an important 

factor in understanding how resources are allocated in a project, and how the projects are 

progressing and generating the aimed benefits. Even simple dashboards are an effective at 

giving the leadership team a coherent view of the current project portfolio. (Hoboken, 2009) 

 

Conduct subjective, strategic assessment 

According to the process by Aboagye et al., (2017), management of functional departments 

should use strategic, subjective evaluation to modify the project prioritization that was 

determined by the objective evaluation after the resource limitation analysis. These authors 

argue this being an important aspect to do continuously in order to succeed in project 

prioritization and PPM. However, there is a lack of previous research and evidence about 

this in the current research. 

 

Track performance effectively 

Patanakul (2015) stress the importance of having visibility to project progress, to the most 

important stakeholders of the project. They especially emphasize the importance of updating 

about project existence, status and problems that may occur, as this will lead to better support 

of the project from its stakeholders. Hence, this visibility and continuous project progress 
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tracking will contribute to effective resource sharing, leading to enhance portfolio 

performance, which was also identified by Chatzipanos & Wu, (2018). 

 

Allocating resources 

Resources should be allocated by the managers, by reviewing the assessment of capacity and 

capability limitations and reporting back to senior leadership about the impact on the 

resource planning. Organization’s strategic resources should be well-organized and properly 

distributed, and projects should be linked with company’s business goals and resource 

management plans (Aboagye et al., 2017). According to Standard for Portfolio Management 

book (2017) resource allocations for the portfolio must be monitored and evaluated in 

ongoing basis during portfolio execution in order to adjust and correct it if needed. This 

should be done while pursuing for an optimized balance between the supply and demand, 

ensuring that the anticipated value of the portfolio is maintained and optimized. Requests for 

changes should be accepted taking into account their impact on resource management on the 

portfolio level.  

In the article by Aboagye et al., (2017), the authors also describe a common problem for 

many organizations. When mapping the objectives and current resource usage, many 

organizations discover that their existing resource allocation does not correspond their 

strategic ambitions in terms of the resource allocation. Usually, too many resources are 

allocated in in current business activities, as the desired state would be to have more 

resources on e.g. innovation and growth activities, which focus on future aims of the business 

and achieving the strategic objectives (Aboagye et al., 2017). Furthermore, strategic buckets 

are used in by many organizations to assists in resources allocation decisions. The 

management can determine where development resources should be allocated by project 

type, market, geography, or project are with the use of strategic buckets. The bucket 

represents each project type, market or geographic region, and the management should 

decide how many resources should go to each bucket based on the company’s strategy. The 

projects should be ranked and funded in rank order until the bucket has run out of resources. 

This type of system allows a balanced portfolio, where projects from different buckets do 

not compete for same resources and aligns with company’s strategic priorities. (Cooper & 

Edgett, 2010) 
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Aboagye et al., (2017) highlight the importance of utilizing some kind of a planning tool for 

the in-depth resource planning, that would emphasize the capability and capacity constraints. 

Tracking the performance of the project is also crucial, as the project plans and the entire 

portfolio should be updated according to the performance and progress of each project. 

 

On-going identification of resource needs and strategic shifts 

The company should be able to continuously identify resource needs and strategic shifts, 

based on the current resource allocation and project portfolio, comparing it to the 

development demand that the company continuously evaluates. Aboagye et al., (2017) stress 

the importance of involving multiple levels of decision-makers in the process, and the 

importance of everyone being aware of the importance of project prioritization and efficient 

resource allocation cannot be empathized enough. In addition, the differences between the 

current system and best practices should be continuously identified. 

An on-going identification requires proactivity of the management team, regarding the 

business development aims, strategic shifts and current resources (Chatzipanos & Wu, 

2018). Unger et al. (2012) highlight the importance of the top-management’s proactive 

project culture in which the project termination is not seen as a failure, but rather an 

appropriate option. In a way, this shows the maturity of the organization to keep up with 

ever-changing needs. Despite this fact, Cooper (2008) have stated project termination being 

difficult in practice due to the fact that decisions are usually influenced by political factors 

and some executives might be favoring some projects over others. Therefore, the importance 

of accurate data cannot be highlighted enough as a way for efficient project prioritization, in 

backing difficult decisions in terms of which projects to move forward with. As discovered 

by Aboagye et al., (2017), including multiple levels of decision-makers can also help in 

identifying when a project should be terminated.  

Further, the fact-based data does not only bring effectiveness and support for the project 

prioritization, as ongoing resource management optimization can be also achieved by 

aggregating and using accurate resource data. The data would include information about load 

balancing, outsourcing and offshoring strategies, as well as long-term resource increases and 

decreases. The utilization of data has been emphasized by many researchers regarding the 

topic. In the study by Martinsuo et al., (2014), the utilization of project data, was brought 
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out to help with future project planning and estimations. Also, Kerzner (2004) state that PPM 

success often depends more on organizational alignment and the capacity to gather relevant 

data from all organizational units than on the use of complex information systems or project 

prioritization techniques (Kerzner, 2004). 

Patanakul (2015) mention transparency in portfolio decision making being a key factor for 

better success of portfolio management, which can be linked to continuous reviewing 

process of the portfolio projects. In their research of PPM effectiveness, they found that even 

if the decisions may not be made in a formal meeting, they would still need to be made in 

accordance with a certain process’s formal steps and documented accordingly. The PMOs 

interviewed in the study, reported that they were able to perform updated resource allocation 

much more easily in resource conflict situations when decision-making was transparent and 

everyone knew the reasons behind portfolio decisions, making the process more efficient for 

the PMO. The PMOs in this research also highlight the importance of predictability of 

project delivery, which helps in managing the entire portfolio. This can be a huge stumbling 

block for many organizations (Viljoen & Steyn, 2007), but in the research various Quality 

Process Consultant groups, are highlighted to provide coaching and mentoring for project 

managers.  

Martinsuo et al. (2014) state that some kind of reviewing process, in terms of both resource 

allocation and project progress, should be done alongside with the projects, which would 

enable to increase other projects’ success. Their article discusses different sources of 

uncertainties in the portfolio, such as external uncertainty, uncertainty due to organizational 

complexity or project-based uncertainty. These uncertainties occur due to changes or 

unexpected events which might affect the entire portfolio. According to the findings of the 

study, relationships between projects such as resource allocation, scheduling, and project 

prioritization were most frequently associated with organization complexity as an 

uncertainty. Continuous reviewing process could help all the stakeholders to keep updated 

regarding the portfolio changes or other factors that affect the portfolio as a whole. The 

article also found that common policies would provide precise guidelines for managers, 

which brings structure and clarifies to process of portfolio management. This was seen as an 

important factor that which allows development resources to be used efficiently. 

Additionally, in their research, authors did not measure the influence of rewards, or other 

recognition methods, however, they argue that these would be ways of encouraging 
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managers to cope with the uncertainty and help them to take better action to manage the 

portfolio.  

Teller & Kock (2013) have emphasized the importance of risk management as part of project 

portfolio management, as a method to tackle uncertainties in portfolio and control it. They 

stress that risk transparency and risk coping capacity are strongly correlated with a successful 

project portfolio. The risk identification and supportive culture to risk transparency, as well 

as the proactive risk prevention are all part of the risk coping capacity, which must be 

considered. Portfolio managers must establish ways to reduce the risks associated with 

uncertainty, and how the company could even benefit out of them. To reduce the uncertainty, 

Kester et al. (2009) propose portfolio management frameworks to be used within 

organizations in order to allow for more proactive approach to toward the uncertain setting. 

Lastly, some authors such as Viljoen & Steyn (2007), have presented Critical Chain Multi-

Project Management (CCMPM) method as a way helping organizations in better scheduling 

projects in the portfolio and reducing the uncertainty in the PPM process. The method adds 

time buffers in schedules to accommodate common cause variability within projects and 

between projects. Its primary goal is to optimize task flows across multiple projects in the 

portfolio, by identifying and managing the critical chain. In the model, the resources are 

allocated in the critical chain across multiple projects, and prioritizing tasks that will most 

affect the overall portfolio completion time and focusing on resources accordingly. Tasks 

should be completed one at the time to optimize the flow, prevent any bottlenecks and reduce 

delays. (Viljoen & Steyn, 2007) While CCMPM method has researched widely, there is lack 

of practical evidence of the method actually working in real life companies. It has been also 

criticized for not providing a complete solution to project management needs, and 

organizations should be careful when taking method in use. (Raz et. al., 2003) 

 

2.4. Portfolio Maturity Model 

Haukka (2013) state in their article in the PMI (2013) book, that in order to get the project 

portfolio management processes work in an organization, there should be a certain level of 

the maturity achieved, in the maturity model. The model describes well, that without having 

the well-built basis, it will be hard to achieve certain results of PPM, such as clarity of 

ongoing projects and resource allocation, transparent decision making based on priorities 
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and resource information, or ultimately, a program or project-oriented organization. The 

primary question regarding an organization's PPM maturity is what competencies it 

possesses and how effectively it applies those competencies to choose the right projects to 

implement. Therefore, one could argue that the maturity model serves as one of 

management's tools for assessing the potential capabilities of businesses (Neverauskas & 

Čiutienė, 2011). As organization’s portfolio maturity model increases, so does the capacity 

to accomplish its goals which eventually lead to improved PMO performance (Ko & Kim, 

2019).  

The development of PPM culture is a long process which will not be achieved without having 

completed certain steps beforehand. For example, it is impossible to allocate prioritize 

projects or allocate resources effectively, if the PPM does not have clarity of the current 

resource allocation, or the value of the projects in the portfolio. The management should be 

aware of the level where the organization is at the moment, and clear steps should be 

identified on how to reach the next level in the model, to be able manage the portfolio and 

prioritize the projects right, with the right allocation of resources. The model that Haukka 

(2013) has used in their research, is focused on what companies could achieve out of PPM. 

Further, their model gives concrete steps how to develop the processes, rather than just 

describing how well the organization is performing at the current state.  

The first, foundational level of the portfolio maturity model is awareness of the ongoing 

projects. In this level, the number of projects should be relatively small, and PPM does not 

have a significant role within the organization (Haukka, 2013). The company should have at 

least a list of ongoing projects, as well as common definitions for what constitutes a project. 

At this stage, there is no clear understanding of the PPM processes and its importance in the 

organization, and the information is not readily available. In terms of project prioritization, 

only ad hoc processes or reactive processes are used, and projects are being implemented 

without a clear understanding of expected and achieved improvements in program, business 

or mission performance. This stage emphasizes the importance of having some kind of clear 

understanding and documentation of projects, which is essential when stepping on the next 

maturity levels in PPM. (Haukka, 2013; Pennypacker, 2005)  

At the stage two, in the model, the company should have basic information of the projects 

available, in order to prioritize projects, as well as have a general understanding about the 

portfolio status (Haukka, 2013). Prioritization could be applied e.g. in different project 
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categories, and the prioritization scheme may also be based on high-level subjective factors. 

There are guidelines for effective cross-division project prioritization, however, current 

prioritization might be set at the division level, and these rules are not followed, due to lack 

of communication about the importance of these guidelines (Pennypacker, 2005). At this 

stage the resources are identified according to their capabilities and availability. These 

resources should be allocated for PPM administration. To be able to better manage the PPM 

process, roles and responsibilities should be defined. (Haukka, 2013; Pennypacker, 2005) 

According to Haukka (2013), in the next step of the maturity model, stage three, reports of 

resource usage versus the actual capacity should be available. Moreover, resource planning 

should be conducted according to both current, as well as future needs. At this stage, there 

is usually a tendency to focus on too strongly operational processes, which usually leads to 

resource shortages for projects. Haukka et al. (2013) describe this stage being most 

challenging to adopt, and some software tools support the procedures. However, these tools 

are almost useless if the organization does not have the corresponding maturity level and 

competencies to use the tool (Haukka, 2013). The problem might be in e.g. educating the 

employees to use it, which causes lack of information and data, which leads more problems. 

The project prioritization is done by the executives who analyze and prioritize new project 

proposals as well as make funding decisions according to established process and selection 

criteria. In terms of the resource management, division directors have responsibility to 

allocate resources based on priority, resource skills, and project priorities as efficiently as 

possible. (Pennypacker, 2005) 

The step four in the maturity model is about having a systematic and transparent project 

prioritization process. For this reason, PPM board and strategic level PMO should be already 

established, to achieve this stage (Haukka, 2013). A structured, standard models or processes 

should be established for project prioritization to analyze the project data, and a process exist 

to periodically update the prioritization scores and business value of the portfolio. Hence, 

the projects must be comparable between each other, and the process is on-going. 

Information on portfolio development is compiled, updated, and kept up to date in a central 

location (Pennypacker, 2005). A scoring model or another systematic tool should be used 

for prioritization, and the projects are prioritized so that they can only be started if resources 

are available. To be able to do this, PPM must consider the availability of resources, which 

should have been ensured already at the stage three (Haukka, 2013). 
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The highest stage if the process, describes the processes of real project-oriented company. 

The tasks of the PPM office are normal management processes and routines, and the project 

managers are project-oriented and take responsibility for project success. The company also 

has an improved ability to measure the success of the projects. Typically, all companies that 

are delivering projects for external customers are part of this group, however, it is possible 

to climb on this stage even with company’s internal development projects. (Haukka, 2013) 

Aubry (2015) discusses in their article that companies, that are growing e.g. with mergers 

and acquisitions, are usually very stuck to the old style of managing projects. The 

management team might find it hard to understand the importance of structured process, 

which might lead to postponing the PPM process revision. One of the potential reasons for 

this is that management is not even acknowledging that things have changed, and changes 

are needed. Setting realistic and fair goals for maturity can be difficult, despite the fact that 

it is recognized. This usually causes problems in project deliveries in multi-project context, 

where the amount of projects keeps increasing but the processes remain the same level as 

always. The PPM maturity levels can assist the organization to progress step by step, 

however, the organizational competence and processes should be on a certain level, and the 

management team should understand the importance of the structured PPM process 

(Haukka, 2013). Haukka (2013) suggests that the first steps should be to develop a general 

model for individual projects and to define clear classification criteria for project types and 

complexity levels. 

 

 

Figure 4.  Portfolio maturity levels, adapted from Haukka (2013). 

 

1. Awareness of ongoing 
projects

2. Awareness of the status 
and balance of all projects 

and other work

3. Resource management 
across all projects and other 

work

4. Transparent decision 
making based on priorities 
and resource information

5. Program and project 
oriented organization

Efficiency of projects,

Faster realization of strategy
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2.5. Portfolio Governance Model  

The typical governance models in organizations are controlling the use of money, however, 

they are not controlling the use of personnel resources. This can be considered as 

problematic. Portfolio governance is a set of practices, activities and processes designed to 

guide the content of a project portfolio in the right direction by ensuring that investments are 

optimized and that they meet the strategic and operational objectives of the organization. 

Governance can be seen as a set of procedures, or a system of controls. Governance can be 

linked to visibility and accountability, hence it can increase the control of the management, 

however, as a downside it might increase fear and resistance for the employees in the 

organization (Too & Weaver, 2014). Hence, the model could help the management team e.g. 

with managing resources in better way.  

Haukka (2013) states that if most of the company’s projects are implemented with external 

resources, there is no such as challenge, however if huge amount of company’s internal 

resources is needed to implement the projects, there is a big challenge. In other words, if a 

large amount of company’s human resources is working in projects, the organization and 

governance model should be project oriented. In a project-oriented governance model, time 

should be allocated for portfolio planning especially to middle management. This might need 

reviewing of organization’s evaluation and reward systems, to be able to pay attention to 

success of projects. 

In order to plan and manage complex project landscapes, Gemünden, et. al., (2013) even 

refer to project portfolio management as "a new organizational level". Effective PPM 

requires organization-wide information exchange and support to fulfill this role while 

avoiding intense psychological and political tensions (De Maio, Verganti & Corso, 1994). 

Also, according to Standard for Portfolio Management book (2017), establishing clear 

portfolio governance roles is the key in delivering the value that the organization seeks to 

achieve. This includes the portfolio sponsor, who is responsible for using the organization’s 

resources to achieve the defined goals of the portfolio. Portfolio managers should utilize 

portfolio governance board to help create the organizational conditions that support the 

organization’s objectives. Additionally, the organization should have assigned portfolio 

audit organization. Portfolio audits often focus on financial aspects, management practices, 
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risk management, strategic alignment, quality assurance and quality control, and 

documenting the components (Portfolio Management Standard, 2017). 

Too & Weaver (2014) have illustrated a conceptual framework for project governance. The 

project governance framework has been widely discussed during the recent years, and there 

are few perspectives which it can be approached from. The authors emphasize that 

governance models can be linking different project related levels, such as project-, program 

or portfolio management within an organization. This type of governance framework can be 

illustrated as either “corporate” or “strategic” project management. Some standards and 

guidelines have been drawn to deal in more detail with the project governance models in 

corporate project management.  
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3. Research design and methods 

In this chapter, the research design and methods are elaborated further. The chapter begins 

by explaining the research process in more detail, following the research methodology, data 

collection method, sampling, as well as data analysis.  Lastly, the author will elaborate on 

the reliability and validity considerations of the study further. 

 

3.1. Research process 

The thesis is a master’s thesis written for Lappeenranta-Lahti University of Technology 

LUT’s degree program in International Business and Entrepreneurship. The thesis is 

commissioned by a consulting firm adesso Finland, which provides consulting services for 

companies in terms of strategy, data, and technology (adesso Finland, n.d.). The idea for the 

thesis came from one of adesso Finland’s clients. The client company had identified this 

specific research problem as an issue hindering project portfolio management operations in 

their company. Hence, the research problem was identified as a practical, real-life problem. 

After browsing through the literature on development project prioritization, project portfolio 

management, and resource management, the researcher identified a gap in the literature, 

which would be focusing experiences and real-life practices of managers in this specific 

topic. Also, there was a lack of literature identifying the best practices of how managers are 

coping with development resource scarcity and the uncertainty around project portfolio 

management. Therefore, it was easy to illustrate the research question after the preliminary 

research review, as the problem was clear. The crucial phases of the research process are 

demonstrated in Figure 5. 
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Figure 5. The research process of the thesis. 

 

After identifying the gap in the literature, a research plan was developed. The research plan 

included a brief literature review that introduced the most important concepts and 

frameworks around the topic, as well as explained the method planned for the research, and 

briefly described the expected findings. After conducting the research plan, the author started 

diving deeper into the secondary data collection and designing the literature review in more 

detail. The literature review was done by using databases such as Scopus Database, Google 

Scholar, and LUT Primo library. A more detailed description of the literature review can be 

found in section 3.4 - data collection. 

After the author had a good understanding of the literature and conducted the preliminary 

literature review, interviews were booked, and interview questions were developed on the 

basis of the preliminary literature review. The interview questions were revised during the 

interview process, as the author gained more knowledge during the interviews and was able 

to better modify the questions based on the interviews. However, no major changes were 

needed, only a few questions were left out. More details about the interviews are described 

in the data collection part. 
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3.2. Research philosophy 

Research philosophy describes a set of presumptions and beliefs around the development of 

knowledge. In other words, it is developing knowledge in a particular field. Thus, taking 

philosophical concepts into account helps to define the research design and the approach 

(Saunders, et al., 2016). As this study aims to understand the experiences, practices, and 

perceptions of a group of people - PMOs and PPM managers – the best paradigm for the 

research would be interpretivism. This is also supported by the fact, that the research is 

conducted as a qualitative study, and the sample size is rather small.  Interpretivism 

emphasizes the difference between humans’ physical phenomena due to the fact they create 

meanings. The aim of interpretive research is to explore these meanings and create new, 

richer understandings and interpretations of social worlds and contexts. In business research, 

this means looking at the perspectives of different groups of people. (Saunders et al., 2016) 

 

3.3. Research methodology 

Research methodology is the philosophy and science that supports all research, state Adams 

et al. (2007). It cannot be mixed with the research method, which is the way of conducting 

and implementing research. Additionally, according to the authors, the research 

methodology enables us to comprehend the various ways in which knowledge can be 

created. Understanding the benefits and constraints of various methods is essential when 

choosing the right methodology for the chosen research question. (Adams et al., 2007) 

Since the aim of the research is to gather real-life insights and experiences from PMO experts 

in organizations, this thesis is conducted as a qualitative study. This was a natural choice for 

the thesis, due to the fact that the researcher wanted to hear interviewees’ points of view on 

things, rather than having yes or no answers, as is the case in quantitative research. 

Additionally, qualitative study is usually preferred, if the researcher aims to increase 

understanding of a certain phenomenon or aims to find local explanations (Bryman & Bell, 

2015). 
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3.4. Data collection 

Data collection is the most fundamental part of the research (Aityan, 2022). In this section, 

the author first discusses the systematic literature review of the study, followed by a more 

detailed description of the empirical data collection process. According to Okoli (2015), the 

literature search starts by deciding which studies to include in the screening process, with 

the aim of reducing the total number of studies to be included in a more in-depth analysis. 

The author states that the literature search process begins with deciding which articles should 

be considered in the first screening process, and which should be continued to the next phase, 

in-depth analysis. Hence, the topic was divided into sub-segments based on different key 

terms. The key terms included terms were “project portfolio management”, “project 

management office in multi-project setting”, “project prioritization” and “project portfolio 

resource management”. Academic journals, books, as well as industry reports were the main 

sources of references in the literature review. The databases such as Scopus database, Google 

Scholar, and LUT Primo library were used in the literature review. 

As the empirical part of the study is being conducted as interviews, the data collected for the 

research is mostly textual. In this thesis, the empirical data has been collected through semi-

structured interviews. According to Adams et al., (2007) one unique feature of business and 

management research is the fact that people have knowledge of how things are, the causes 

of events and their motivations. Therefore, it is essential to talk with people to be able to 

gather this type of information. The method chosen for the qualitative data collection was a 

semi-structured interview, meaning that the researcher had a list of themes and some key 

questions that may vary between the interviews. This type of interview leans heavily on the 

flow of the conversation, and questions can be modified to the specific context based on the 

interviewee’s background. Semi-structured interviews fit well in exploratory research, as 

these typically provide important background or contextual material to the study. In addition, 

this type of interview provides an opportunity to clarify or refine answers where necessary. 

This helps to understand the participants' meanings and allows for rich data, as the interviews 

are rather guided conversations. (Saunders, et al., 2016) Based on these considerations, the 

author found it appropriate to use semi-structured interviews in this study. 

Altogether, there were 12 interviews, and the empirical data was collected in December 

2024. All the interviewees were Finnish speaking, and all of them were held via Microsoft 
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Teams, which lasted for 45 minutes on average. Interviews were recorded and transcribed 

with the interviewees’ consent. The software for transcribing the interviews was Microsoft 

Word. Further, at the beginning of the interview, interviewees were told that their answers 

would be presented fully anonymously in the thesis. Because the interviews were conducted 

in Finnish, the author translated all the key findings into English. The interview process 

included the following steps: introductions, a couple of questions regarding the PPM process 

as a whole, following two separate themes, resource allocation, and project prioritization. 

The interview ended with an open question to highlight any additional facts that had not 

risen during the interviews and closing words. The list of interview questions can be found 

in Appendix 1. 

 

3.5. Sampling 

The empirical data of this study was gathered through 12 semi-structured interviews with 

PMO and PPM experts from different Finnish organizations. One person was interviewed at 

a time, except in one of the interviews there were two representatives from the company. 

Hence, altogether, 13 experts were interviewed. 12 of the experts represent various 

companies and are currently working with the company’s development portfolio, in roles 

such as head of Group PMO, Head of Group Portfolio or Management, or Development 

Director. One PMO expert did not represent any specific company at the moment but had 

experience in managing large transformation programs and portfolios. This interviewee had 

experience in consulting and training other companies on how to manage large portfolios 

and hence was considered an interesting interviewee for the thesis. More specific titles of 

the interviewees can be found in Table 1, as well as the industries they focus on.  

The criteria for choosing the right kind of experts for the interviews, was that they are 

working currently, or have experience managing specifically internal development 

portfolios, meaning that these projects only support the company’s strategic aims, and are 

not delivered for any customer. Due to the fact that there are no direct revenues based on the 

projects, resource limitations are a serious issue in these types of project portfolios. In 

addition, the experts also had to have experience with large enough project portfolios. This 

was ensured by the companies they work for being large enough in size. The limit was set 

for companies with a turnover of more than 500 million euros and over 1000 employees 
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headcount. The interviewees were found through LinkedIn search, by searching with 

keywords such as “PMO”, “Project Portfolio Management”, or “Development Director”. 

Suitable candidates were contacted personally via email. 

 

Table 1.  List of Interview participants. 

 

 

3.6. Data analysis 

The first phase of this thesis, analyzing the secondary data to provide a theoretical framework 

for this thesis, included analysis as well as quality assessment of the existing publications. 

Dresch et al. (2015) address that there are three dimensions that should be evaluated when 

evaluating primary study quality assessment. The first speaks to the quality of the actual 

study, including whether the study was carried out in accordance with scientific standards, 

followed by the second and third the focus is on understanding whether the publication is 

relevant for the reviewed topic. The second dimension concentrates more on the relevance 

of the publication from the perspective of the research question, whereas the third dimension 

aims to evaluate the publication’s relevance to the specified research focus. (Dresch, et al., 

2015) The articles included in this research were carefully analyzed and reviewed with this 

specific quality assessment in mind. As the screening process proceeded, the scope of the 

themes was narrowed down, while the content that was analyzed expanded from the title to 

the entire text.  

Interviewee
Interview date 
(dd/mm/yyyy) Current role of the interviewee Industry origin Interview length

1 27.11.2024 PMO Insurance 45 min 47 sec
2 2.12.2024 Development Director Health care 40 min 25 sec
3 2.12.2024 PMO professional Consulting 50 min 20 sec
4 3.12.2024 Business Development & PMO Manager Banking 49 min 47 sec
5 4.12.2024 Head of Portfolio Management Retail 47 min 49 sec
6 4.12.2024 PMO Manager Food & beverage 50 min 22 sec
7 4.12.2024 Head of PMO Banking 53 min 06 sec
8 5.12.2024 Head of Group Portfolio Management Logistics 46 min 18 sec
9 5.12.2024 SVP, Strategy & PMO Transportation 39 min 08 sec
10 9.12.2024 Head of PMO Pulp & paper 1 h 1 min 51 sec
11 & 12 10.12.2024 Strategic PMO; Project Excellence Lead Utilities 47 min 55 sec
13 12.12.2024 Head of Group PMO Retail 54 min 40 sec
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The second phase of this thesis, collecting the empirical data, was conducted through semi-

structured interviews, which were then analyzed. The data analysis was done with QDA 

software. This thesis followed a theme development approach. According to Vaismoradi et 

al. (2016), theme development consists of four phases – initialization, construction, 

rectification, and lastly, finalization. The authors created the theme development approach 

to support the data analysis process of qualitative content analysis and thematic analysis. 

The analysis started with the initialization phase which included stages such as coding and 

writing reflective notes. Altogether, 96 codes were identified based on the qualitative data. 

The construction phase included classifying, comparing, labeling, and translating these 96 

codes into 11 themes. The rectification includes relating themes to established knowledge, 

where the themes were merged into 3 main themes based on each theme’s objectives and 

characteristics, as well as relevance to the literature review. Lastly, the finalization relates to 

developing a storyline, which refers to linking the storyline and the emerging themes to the 

literature around the topic, in this study, the PPM literature. The full list of the stages can be 

found in Table 2. 

 

Table 2. Phases and stages of theme development in qualitative descriptive design, adapted 
from Vaismoradi et al. (2016). 

Phase Stage This study 

Initialization 
Reading transcriptions and highlighting meaning units;  

96 codes Coding and looking for abstractions in participants’ accounts; 
Writing reflective notes. 

Construction 

Classifying;  

11 themes 
Comparing 
Labelling;  
Translating & transliterating;  
Defining & describing.  

Rectification 
Immersion and distancing;  

3 main 
themes 

Relating themes to established knowledge;  
Stabilizing.  

Finalization Developing the story line 
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3.7. Reliability and validity 

Reliability and validity are essential aspects when conducting any kind of research as these 

aspects play a critical role in determining the credibility and trustworthiness of research 

findings. Reliability speaks about consistency and replication, whereas validity relates to the 

suitability of research methodologies employed in this study. (Saunders, et al., 2016) Some 

authors, such as Creswell (2014) state that the reliability of the study means the same study 

could be replicated and similar findings should be obtained. Especially in qualitative 

research, it is crucial to take these factors into account, because the subjective viewpoint of 

the author might affect the interpretation of data, potentially resulting in situations where 

e.g. the scientific community might question or view research findings with skepticism. 

Brink (1993) has presented major critical strategies on how to produce trustful and accurate 

findings. These strategies include triangulation and a thick description of the research 

process and methods. All these three strategies have been followed, to ensure the reliability 

and validity of the thesis. Triangulation refers to having two or more sources of data in the 

research. This was done by conducting a systematic literature review, as well as semi-

structured interviews. However, open-source references, such as commercial articles have 

been used to be able to build as comprehensive a literature review as possible, which would 

address the real-life complexities of PPM processes. Secondly, the author has described the 

research process in as detailed a level as possible, and the entire chapter 3 is dedicated to 

describing the methods and processes behind the research. This is done to ensure that the 

reader can understand the logic of the study and follow the research process. (Brink, 1993)  
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4. Findings 

This chapter presents the interview findings and draws on transcribed quotes to support the 

message of the key observations of the interviews. There were three main themes that 

emerged based on the semi-structured interviews. These themes were process, organizational 

structure and communication. Each theme will be presented, and key elements of each theme 

will be elaborated further. 

 

     

Figure 6. Three main themes of the empirical findings. 

 

To be able to understand how the interviewees are dealing with issues related to PPM, the 

key factors that are either directly or indirectly hindering effective resourcing and project 

prioritization were identified. These issues handled mostly difficulty in predicting projects 

too far ahead, considering dependencies, engaging internal project managers, and lastly, 

getting enough time and effort from the top management which all affect both resourcing 

and project prioritization, directly or indirectly. It is challenging to predict the outcome of 

internal development projects because usually, it is the case that the organization does not 
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have experience of similar projects, which makes it impossible to assess how the project will 

be progressing. As discussed earlier, the employees involved in the projects usually have 

other operational duties to do, which makes it difficult to arrange time and motivation for 

being involved in the projects. In the interviews, the involvement of top management was 

highlighted to be an important factor, especially in project prioritization, however, it was 

recognized to be hard for the management to find time to contribute to PPM activities. All 

these issues were highlighted as hindering effective resourcing and project prioritization. 

However, PMOs recognized many actions, that should be taken to resource and prioritize 

projects more effectively, which will be presented next. 

The key to ensuring a smooth project prioritization and resourcing process is to have a 

certain, common process and structures on how things are done, which are acknowledged 

by everyone who are involved in the projects. Hence, this must be clearly communicated for 

everyone in the organization. These are the main themes that emerged during the interviews, 

which also form the structure of the presentation of the interview findings. 

 

4.1. Process 

The process was one of the three main themes recognized in the interviews. It refers to the 

PPM process-related activities that managers perform in their daily work to make PPM more 

effective. Therefore, all the best practices mentioned in this section have to do with clarifying 

the PPM process of an organization. The process can be divided into three subsections – 

resource planning and allocation, project prioritization, and lastly, tools and data usage, 

which help the processes to be run in an organization. Interestingly, 6 out of 12 interviewed 

PMO experts had been implementing the PPM office in the organization. Hence, they were 

fully aware of the importance of a clearly defined process and understood the pain points of 

implementing the PPM office. 

 

4.1.1. Resource planning and allocation 

Throughout the interviews, the difficult predictability of project-related resources was 

mentioned to be one of the key problems in PPM, which leads to poor project planning, 
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resource bottlenecks, and hence delays in project schedules. Many of the interviewees 

brought up the importance of routinized resource planning as a way of dealing with this 

uncertainty. Interviewees highlighted that a prerequisite for efficient resource planning is 

that there has to be clear processes on how it is done, and clear routines across the entire 

organization, to make it work.  

A couple of interviewees said they are taking advantage of increment planning practices, 

which are a core part of the SaFe framework. Also, sprint planning, which is a part of Scrum 

methodology, was mentioned by interviewees 1, 2, and 5. Sprint planning refers to having a 

shorter time period, such as two-week sprints which are a set of time where all the work is 

done. (Schwaber & Sutherland, 2013) The frequency with which resources should be 

planned in the short-term varied between interviewees. 

"3-4 months in advance, we look at resourcing at a higher level, but in the 

sprints of a couple of weeks we look more closely. On a yearly basis, we look 

at an even higher level.” -Interviewee 2 

One of the interviewees had a very systematic and structured process for resource planning, 

having actually assigned resource planning days, where resources would be allocated, which 

in the long run turn into effective repeatable meetings, which make the planning more 

efficient: 

"We have 3-day planning days, and there the team knows exactly what the 

priorities are for the projects, and from there we start to allocate resources 

accordingly and plan two-week sprints and about 12-week increments. And 

from there we start to execute. We've now had 11 planning sessions, and we're 

starting to have some good experience with that. It has certain elements of 

SaFe, but it goes too theoretical, requires too many decision makers.” -

Interviewee 5 

As mentioned above by the interviewee, certain elements of the SaFe framework were 

identified, but no one framework was used for PPM. This was no exception, as many told 

having some elements from SaFe and some elements from traditional waterfall model. Many 
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wanted to create their own model for PPM. Which would be created through practice. Many 

said the SaFe framework was too bureaucratic, creating too many extra processes, which 

would just require more effort from project managers. As interviewees found it difficult to 

engage project managers, this would only further complicate the process.  

However, interestingly, there were some differing opinions on how important long-term 

resource planning activities are. For example, one interviewee described not seeing the need 

for long-term resource planning. This could be explained by the different sizes of 

development project portfolios, and the size of the organization: 

“I don't see the usefulness of resource planning that looks at resource 

allocation on a year-by-year basis. You look at the project, you start 

resourcing within the project, who would be the best people to do it and only 

then see if they have the bandwidth to start doing projects. If not, then the 

project cannot be done.” -Interviewee 13 

Some interviewees described long-term planning as very difficult because there was no 

visibility beyond six months. However, they still understood the importance of having long-

term planning activities and were keen to develop this further, to understand for example 

what kind of skills are needed in the long term: 

“You can't really plan super far ahead, because e.g. 6 months from now, it's 

impossible to see how much time will be spent on the project as the world 

changes. If a mandatory project comes along and slips by, and the planning 

wasn't useful. But of course, you have to plan for the long term in some way. 

Because you must think about what kind of skills you need in the teams.” – 

Interviewee 1 

Additionally, there were some differences in how the resources should be allocated to 

projects. Some interviewees said that the best way would be to allocate a specific team, not 

a specific resource, for the project already in the long-term plan, whereas some said that 

there should be already some resources reserved for the project already in advance, before 

going to short-term, “more detailed” planning. On the other hand, some interviewees said 
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that resources should be reserved at the role level at the beginning of planning, and not at 

the person level at that point.  

“At the beginning of a project, you should start to identify those project roles, 

and then map out the organization, and teams rather than individuals. … The 

way we do it is that we identify the team, where in the organization we can find 

them and then we discuss. And you have to push the smaller, less important 

things out of the way. " -Interviewee 6 

Some interviewees highlighted the importance of making realistic estimates, in terms of 

resource planning and allocation. If resources are booked in too optimistic level, it might 

cause issues in the later stages of project portfolio execution. Moreover, many highlighted 

that the key is not to take resourcing to too detailed level in the beginning and leave a lot of 

space and air in resourcing. However, in these cases, the importance of short-term planning 

is even more highlighted. One of the interviewees described that it is crucial to take 

resourcing into consideration already in the project approval stage to ensure that there are 

the right skills available to execute the project, and if not, the project cannot be approved 

and taken to the next stage of planning.  

Most of the interviewees said that it is the manager’s responsibility to make sure that 

employees will not be overbooked to many projects at the same time, which causes 

bottlenecks in the organization. For example, a specific process resource reservation was 

mentioned to be important, and everyone should know how resources are reserved for 

projects. Project owners or project managers cannot in any sense reserve resources for 

projects blindly, and there must be a clear structure for how a particular resource is allocated, 

for example with the permission of the team leader. 

To avoid any bottlenecks in terms of resourcing, or so-called resource overbookings, 

systematic and regular follow-ups about resourcing were identified to be important. Most 

interviewees highlighted the importance of having one platform for resourcing, where all the 

information is available, coherently in the same place, where the bottlenecks can be tracked 

from. For some, the platform could even alert, if a workload got too big for a certain person. 

This way, resources could be easily tracked and escalated if necessary. Moreover, a clear 
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escalation process in case of bottlenecks was also mentioned. A clear escalation process was 

mentioned to be crucial if there were any bottlenecks. 

“We have set a certain workload limit, so at the point when more than 25 

working days are exceeded just for projects, an overload is realized. … We 

have built in a clear escalation process if bottlenecks appear to arise. The 

manager has to go through at certain times to ensure that the employees their 

own team are not overloaded.”  -Interviewee 10 

"Resources are recorded in a common system that shows the load planned for 

each of them. If there are conflicts, we start to see how this person is going to 

use their time." -Interviewee 1 

“Regular and systematic monitoring of status, addressing problems early 

enough. There needs to be a specific pattern of how problems are solved” -

Interviewee 2 

The organization should be aware of its own capacity to do projects, especially in terms of 

resources. Not too many projects can be implemented at the same time if there are not enough 

resources to implement the projects. Capacity analysis was not mentioned to be done in any 

particular manner, but it was mentioned to be the basis for every decision to be made in 

terms of resourcing. A resourcing planning tool was mentioned to be a convenient way of 

following the capacity regularly. However, some interviewees acknowledged that capacity 

analyses could provide more insight into a company's resourcing problems, but many said 

that they had other problems to solve, which left this problem unaddressed. Other issues 

were most often mentioned as reactive actions to resourcing problems, such as escalation or 

resourcing of existing projects. 

4.1.2. Project prioritization 

There were certain things arose regarding the process of project prioritization, to ensure that 

the process works as smoothly as possible. These practices had to do with organizing project 

demand, project information collection, project scheduling, and project follow-ups, as well 



 
 

45 

as reporting. Organizations were mostly using the stage gate model to move the projects 

forward from idea planning to actual implementation. At each gate, certain aspects were 

considered, and it was decided whether the project would be planned further or killed. As 

best practices for efficient prioritization, several steps were mentioned by the interviewees.  

Each project needs to be handled the same way 

First of all, clear rules and a coherent process for taking projects forward in the stage gate 

model were mentioned by all the interviewees. Systematic and structure were identified as 

one of the most important things to make sure that PPM activities and project prioritization 

can happen, and it could not be highlighted enough throughout the interviews. This means, 

that all the employees need to be aware of how projects are moving forward from the idea 

stage to completion. Moreover, each project needs to follow a specific procedure, to ensure 

that the project has been carefully planned, and hence can be completed within the given 

time frame and with the allocated resources. This could be for example stage gate model. 

With a structured process, resource bottlenecks will be also minimized.  

According to one of the interviewees, an example of a systematic process would be that all 

the projects should pass the so-called gate 0, which in their model is the project approval 

stage. A coherent way of handling projects would lead to a clear and fair process. This way 

the PMO would also have an understanding and clear visibility of all the projects that are 

being proposed to be completed.  

Longlist and backlog for project demand 

A convenient way to do this is to have a project longlist, where all the proposed development 

projects are being restored, which was highlighted by a couple of interviewees. The longlist 

would be updated regularly, and based on the longlist, a project backlog would be created. 

The backlog would consist of all projects that have been decided to implement, which have 

been “pre-approved”. Backlog is originated from the Scrum framework (Sliger, 2011). The 

backlog would then work as a basis for project prioritization and scheduling activities. 

. 
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“There is a "longlist" of all development needs in the organization, and these 

are more roughly prioritized to determine which projects are worth focusing 

on.” -Interviewee 2 

“At the end of the year, we always collect a longlist of what we want to do in 

the coming year. A combination of mandatory system changes that are "end-

of-life" and some strategic changes that are being driven. Regulations also 

bring changes with which there is no alternative. Those things that are not 

absolutely mandatory, the management team shortlists. These are made into a 

backlog - they are pre-approved.” -Interviewee 5 

Standardized template for similar proposed projects 

What was brought out by a couple of interviewees, was the fact that there should be a 

standardized way of collecting information regarding the projects to be completed, to have 

all the relevant information available when prioritizing the projects. This means, that all the 

relevant information should be collected before moving to the next stage in the stage gate 

process.  

However, there were some differing opinions regarding having the same information about 

each project in the portfolio, especially in cases where the portfolio was very large, and 

consisted of various types of projects. In these cases, some types of project or strategic 

buckets, or project categorization were recommended to be used. This meant, that projects 

would be categorized based on their characteristics, and for example which areas of the 

organization’s strategy the project drives for, such as transformation, growth, or 

improvement. This way, the projects would be comparable to each other in each category 

which would make the prioritization easier, and also make sure that resources would be 

allocated evenly between different project categories. Also, this was being said to help the 

management ensure that the resources would be allocated in a balanced way in terms of the 

strategic objectives of the organization.  Moreover, one of the interviewees mentioned that 

the projects could be also categorized based on the complexity of the project. 
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When prioritizing the projects, various scoring models were taken into account. Interviewees 

highlighted the importance of tracking the benefits of each project already at the beginning 

of each project. All interviewees said to be using some kind of scoring methodology for 

prioritization. However, the extent of using them varied a lot. For instance, one interviewee 

stated that prioritization is still done based on gut instinct rather than actual data, even though 

scoring is being done by the management: 

I propose the priorities to the decision-making body, and they approve them. 

And they put them in numerical order. There's no fancy method of how you put 

them in, and it's more of a "hunch" that everybody knows that "this is the most 

important thing we have to get done etc". -Interviewee 5 

Nonetheless, some interviewees, stated that all decisions must be supported by precise data. 

Again, varying organizational sizes, portfolio sizes, and decision-making personnel could 

account for the differences in the answers. 

Data is everything. You need to have information about projects, you need to 

know how quickly the benefits will be realized, what kind of beneficiaries and 

what kind of investments are needed. Are there any regulatory constraints that 

will be affected. With this information you should prioritize on a scale of 1-3 

or 1-5. -Interviewee 2 

Project schedules and buffers 

In the interviews, the usage of buffers was mentioned, however, they were identified to make 

sure that projects would be delivered on time, without further delays. Buffers would be added 

especially to larger projects or programs. It was also mentioned that projects should not be 

even scheduled too far ahead, especially in terms of lower-priority projects. However, this 

requires that projects must be in prioritization order in order to do this.  
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Quality over quantity 

When it comes to the quantity of projects in the portfolio, one thing that was mentioned by 

most of the interviewees, was the fact that the organization must be able to not accept all 

projects to be started. In other words, the process should be designed that way, so that all the 

projects that have been proposed, should not pass too far in the stage gate process. The 

organizational capacity to carry specific number of projects should be known. Otherwise, 

there would arise challenges in terms of resourcing, and project progress at the end of the 

day. Interviewees brought out that more effort should be put into project planning with fewer 

projects, rather than planning more projects than the organization can carry. 

The need for prioritization is particularly important, because you need to be 

able to leave some projects out of the portfolio completely. If the portfolio 

management process works properly, there shouldn't even be a challenge with 

scheduling projects. -interviewee 12 

“When we start to prioritize and look at resourcing, if we have fewer projects 

on the list, we have more completed and executable projects.” -Interviewee 13 

Project reporting and constant follow-ups 

Constant follow-ups regarding the progress of each project were mentioned to be an 

important factor in the portfolio management process, to make sure that the portfolio is up-

to-date, and prioritization is working properly. Updated information about projects was 

mentioned to be a key factor in making sure that the projects in the portfolio are in the right 

prioritization order, and if there would be some new projects that need to be added to the 

portfolio, the portfolio would be reorganized, it is crucial that the progress of each project is 

known. As described previously, this was also mentioned to be a way for efficient 

resourcing. Moreover, retrospective meetings and confidence level checks were mentioned 

to be ways to track project progress and to make sure things are progressing well, and if 

some problems would arise, they would be marked down and taken forward.  
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"If there is no follow-up, it kind of ruins the whole process. Then you just do it 

all the time with your eyes closed." -Interviewee 8 

“After project planning, we have SaFe retrospectives, and we monitor the 

confidence level, after planning and during the project. They are important. 

Each time, we pick up things from the open feedback for follow-up, which we 

then take forward and try to improve for the next planning. And always before 

planning, we go through these new things that need to be considered.” -

Interviewee 5 

Retrospective meetings were mentioned to be valuable to record all the learnings from each 

project. Taking advantage of these learnings for example in the resource planning meetings, 

was mentioned to be valuable. As these activities would be repeated on a yearly basis, the 

process would develop, and projects could get even a bit more predictable. Interestingly, one 

interviewee said that they were collecting information about project delays and always 

marking down the reason why the project was delayed. This activity had just been started to 

do on a regular basis, but this could provide interesting data about project delays, which 

could possibly help to identify the most common causes of project delays. Moreover, the 

data would be interesting to analyze further, for example seeing if there would be some 

correlation on which projects tend to get delayed for the same reasons.  

4.1.3. Tools and data usage 

When asked about the usage of tools as a way of helping the resourcing and project 

prioritization activities, the message was clear. Any specific tool itself doesn’t solve any 

problem in PPM but may help the process to work better and more smoothly. A tool for 

resourcing and project prioritization can enhance transparency and communication within 

an organization, but the tool does not work if people in the organization do not follow the 

process and actively use the tool, for example, reporting. 

“No tool will solve the problem in the process. It's more about communication, 

about process context, than trusting the tool. Sure, it brings out the good 

aspects and helps the PMO to see everything that's needed.” -Interviewee 7 
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Tools act as a basis for collecting important data, and bringing important insights. This is 

vital especially when reporting to the management team – without coherent data, it is 

impossible to understand for example how resourcing for the next year has been planned. 

Further, without structured data, it is hard to deliver a message to the management team and 

engage them to be involved in the PPM process. Reliable data was also mentioned to be the 

basis for making all decisions. One common tool, Thinking Portfolio, which is a Finnish 

platform designed specifically for project portfolio management (Thinking Portfolio, n.d.), 

was mentioned by many interviewees to be used. This tool allows the user to track resource 

allocation and prioritize projects. Some respondents said to be using software such as 

PowerBi or Miro Board as data visualization tools, which helped to deliver the message 

about the PPM to the management team. Visualizations were mentioned to be powerful tools 

to emphasize and synthesize important information for information sharing. PMOs were 

mostly responsible for taking advantage of data visualizations. 

“We have a Thinking Portfolio system built in and it has a million different 

reports where you can get information. Overnight PowerBi reports where the 

management team can easily click and see the status of projects.” -Interviewee 

10 

“The visualization can be done with Miro board, for example. It allows you to 

visualize what has been done, what types of projects have been done, what has 

not been done.” -Interviewee 5 

However, as said, efficient usage of tools requires constant usage of it, by every project 

worker. Hence, it is important to train the project workers to use the tool in the right way, 

and there are common ways of working in terms of the tool usage. 
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4.2. Organizational structure 

Structural aspects of PPM were mentioned to be important aspects to be considered, when 

thinking of ways how to prioritize projects better, and how to allow efficient resource 

allocation. The organizational structure should support PPM processes. The organizational 

structure can be divided into three subsections – roles, a clear governance model as well as 

the organizational strategy. 

4.2.1. Roles and responsibilities 

Role and responsibility division was mentioned as crucial to make sure that PPM works well. 

Firstly, the PMO should have a clear role in managing the PPM process. This was brought 

out by all interviewees, however, the extent of how actively PMO is involved in follow-ups 

of the process varies. Some PMOs said that they were very actively engaging with project 

managers and having 1-2-1 meetings with them. Especially for slightly smaller organizations 

this seemed to be common. In larger organizations, PMO did not have the capacity to follow 

up on so many projects at the same time, and the role division was slightly different. In these 

cases, more responsibility was shifted to business unit directors. Some even said that project 

managers of projects are directly reporting to the PMO.  

“I have 1-to-1 conversations with project managers on larger projects every 

few weeks. They always go over how the project is going, so every couple of 

weeks I hear how things are going.” -Interviewee 7 

However, in all interviews, the role of the PMO was crucial in ensuring successful PPM 

practices. It is mostly the PMO’s responsibility to drive the PPM process forward, by 

organizing events ensuring prioritization and resourcing, as well as making sure that all the 

material that is needed for decision-making is up to date. Some suggested, that PMO should 

be responsible for following the budgets, to ensure that the decision-making is as close to 

PMO as possible. This way, information would flow to project teams, which would help in 

engaging project managers into achieving the common goal – finishing the projects on time, 

which contributes to an effective project portfolio process.  
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“In addition [to following resource allocation] I follow is budgets. I have a 

budget to track this portfolio, so I always update the figures and call out if 

there's a critical amount of money left on a project, if the project manager 

hasn't been awake. If it looks like a project is not going as planned, then I bring 

it to the decision-making body.” -Interviewee 5 

Additionally, PPM should be structured in a way, that there should be assigned resourcing 

and prioritization teams, who make the decisions. Some said that they host both annual and 

quarterly planning days, where they make decisions for the next period with this planning 

committee. This planning committee is fully aware of where each project is progressing and 

is constantly updated about it. This helps in efficient decision-making. Some mentioned that 

they have a specific development organization, that specializes in resourcing. However, this 

was mostly the case for larger organizations. Smaller organizations do not have the capacity 

for that, which means that the planning committee consists of the management of the 

organization and the business director who stands above the projects.   

The importance of C-level management involved in project prioritization and planning was 

mentioned to be important, because this way the importance of the topic could be conveyed 

to the entire organization, as the management team is involved in the process: 

How would the employees understand the importance of well-organized PPM 

and make actions to make it more efficient, if the C-level management is not 

emphasizing the importance of it? – Interviewee 6 

Some even said, management involvement in PPM means that the maturity level of the 

organization is high: 

“It is very important to involve the management, for example in the planning process, 

as it sends the right message to the whole organization about the importance of the 

topic. Even for 10 minutes.” -Interviewee 5 

It was also mentioned that the most important projects should be reported directly to the 

CEO of the company, as this increases commitment to the project: 
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“Key projects are reported to the CEO, so there is pressure through that. Reporting 

processes need to be in place to focus on the work itself.” … “Management support 

to help make this happen.” -Interviewee 2 

The role of project managers was also recognized to be crucial. Project managers have a 

huge responsibility in reporting the project progress to the right people, steering committee, 

business unit directors, or the PMO, depending on the organization’s size, and flagging 

changes or other worries in the projects.  

“Every project manager is required to do certain things every month and change 

data, to make sure that there's [in the system] a lot of information about projects and 

owners and resources, finances, dependencies and statements.” -Interviewee 7 

4.2.2. Portfolio governance model 

Certain aspects that were mentioned in the interviews could be tied to the portfolio 

governance model. These aspects relate to the way how things are governed. Firstly, low 

hierarchy in PPM processes was identified to be a way to ensure efficient decision-making, 

which contributes to efficient resourcing and project prioritization. For example, one 

interviewee mentioned that there should not be too many people involved in the planning 

meetings. Also, PMO should be brought as close as possible to the decision-making.  

“There should always be a way to make that distance as short as possible. If you 

have a lot of people on the planning stage, you take a big risk of having too many 

people drawing/planning things.” Interviewee 4 

Moreover, sponsors were mentioned to be an important factor that should be taken into 

consideration in project prioritization. Each project should have some kind of sponsor from 

the management team, which would ensure that the project is being constantly prioritized in 

terms of resources. If the project does not have any sponsor, it would be automatically taken 

out of the portfolio, or at least out of the high-priority list.  
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“We nominate sponsors for all projects, so that the sponsor is genuinely interested 

in whether the project is actually going forward. All projects that don't have a 

sponsor are moved to the side. We know from experience that this kind of project 

doesn't get enough attention, so you can't get the resources you need.” -Interviewee 

13 

4.2.3. Strategic link 

The core pillar for PPM is implementing the organization’s strategy, which was highlighted 

in all interviews. Therefore, all decisions made regarding the portfolio should be in line with 

the strategy. This applies especially to project prioritization. Each project should have a clear 

strategy linkage, and the prioritization order should follow the strategy. It was brought out, 

that breaking down the strategy into smaller pieces will help the project prioritization.  

“It [prioritization] starts from the premise that each project should have a link to 

strategic objectives. That should be the first thing in prioritization. The first thing to do 

is to go through with management what our strategic objectives are.” -Interviewee 13 

“Breaking down the strategy into smaller pieces, roadmap developments and projects. 

It makes it easier to prioritize.” -Interviewee 6 

Moreover, it is also important the strategic priorities are clear for everyone in the 

organization, which requires good communication. This is crucial, especially for the project 

workers, who need to prioritize the everyday tasks.  

 

4.3. Communication 

The last recognized theme based on the findings was communication. The importance of 

communication could not be highlighted enough throughout the interviews. The 

organization’s strategic priorities, the importance of the project portfolio, the organization's 

limitations, and the purposes behind the actions must be all communicated clearly to the 
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employees. This way, everyone will put effort into projects, as they know why things are 

done the way they are.  

“What has genuinely helped moving forward is that at quarterly level, the 

priority list is also offered to the project workers themselves.” -Interviewee 4 

“It [communication] has to be transparent to the project teams, it has to be 

more than "you have to document this", project managers also have to see why 

reporting benefits them. The PMO would need to be proactive and share and 

repeat. Top management certainly understands the benefits, but project teams 

and organizations also need to understand.” -Interviewee 6 

PMO has a crucial role in ensuring the information flow between different parties. The 

management team aligns the strategy and the priorities, and the project managers are the 

ones leading the projects forward in the right direction. If the communication does not flow 

between different parties, and for example, if project managers do not understand what the 

priorities are or why they must report things to the PMO, there will be problems. 

Communication is also important for the employees to understand the limitations in terms 

of the organization’s capacity to implement the project – as said earlier, not all development 

ideas or initiatives can be turned into a project. This requires clear communication and 

understanding of the PPM process for all the parties involved.  

Clear channels for communication were mentioned to be the main ways to ensure the 

information flow. Common ways of working, for example with a certain tool were 

mentioned to be effective ways of ensuring the communication flow and transparency. 

“It all comes through a one-stop shop. Excel used to work well, but especially 

nowadays it's all about tools. A common tool enforces transparency in the 

process.” -Interviewee 8 

As it was mentioned earlier, it is important that the PMO is aware of the progress of the 

projects in the portfolio, to ensure that the entire portfolio is working smoothly. For that to 

happen, constant communication with the project managers is crucial. One PMO also 
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mentioned the importance of “two-way communication”. When the PMO has something to 

offer to the project manager, the project manager will also be more interested in sharing 

insights regarding the project's progress with the PMO as well. For example, if the PMO 

shares updates about the budget of the project, will the project manager also be interested in 

sharing some insights for the PMO as well.  

“[PMO’s tasks are] creating tools for management and tools for project 

managers. To ensure that project managers are better able to tell the PMO 

how things are going when they get up-to-date information on costs and so on. 

Actively communicate information to the organization” -Interviewee 7 

To ensure that the cultural change will happen, in terms of following common processes, it 

requires constant repetition: 

“And in a way, it's not assumed that once you've been taught that everyone 

should know how to do it, but rather there should be an expectation that you 

have to go through this 7 times before you can assume that someone actually 

knows how to do something.” -Interviewee 13 

When there is constant communication and transparency within the organization, the 

employees will feel safe, to tell the truth about the project's progress and any red flags arise. 

This is crucial as well. If something is not progressing as expected, it is important that this 

information is carried out to the PMO, who will report this further in the organization, and 

the needed adjustments regarding project schedules will be made.  
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5. Discussion 

In this chapter, the findings are elaborated further to provide the reader with a comprehensive 

understanding of how organizations could better prioritize projects and allocate resources in 

their development portfolio. The aim of the study is to get an understanding of the best 

practices in terms of project prioritization and resource allocation, which would help other 

organizations deal with the issues related to these topics. This chapter hence gives 

suggestions for organizations on how they could better structure their PPM processes, which 

could lead to enhanced project prioritization and resource allocation. The chapter combines 

the previous PPM literature, key empirical findings as well as the author’s own suggestions 

and indications on how organizations could make the process more efficient and powerful. 

5.1. Key findings 

Based on the empirical findings of the study, it could be seen that the challenges that the 

PMO experts from different organizations are struggling with in terms of project 

prioritization and resource allocation are very similar. The interviews were mostly in line 

with the PPM literature research. Some aspects that were not highlighted to the same extent 

in the literature review could be observed, as well as some aspects that were identified to be 

important based on the existing PPM literature, were identified not to be that crucial based 

on the empirical findings. This was mainly due to the lack of concrete and detailed examples 

in the existing literature, for which this study provides further support. For example, the 

importance of having a clear and structured process for the PPM has not been discussed to 

the same extent in the previous literature, as emphasized in the empirical findings. Further, 

there were some clear differences, for example, the key empirical findings indicate that the 

role divisions and responsibilities are vital parts of a well-functioning PPM process, which 

were not highlighted to the same extent in the previous literature. On the other hand, role of 

the management support was underlined both in the previous literature such as the research 

by Haukka et al. (2013), as well as the empirical findings of this study.  

The biggest differences between the companies interviewed in this study arose in terms of 

the roles and responsibilities. It could be seen that depending on the organization’s size, there 
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were differences on what are the responsibilities of the PMO, and what responsibilities for 

example business unit leaders have. For the smaller organizations, PMOs had more 

responsibility in engaging with project managers, and for the larger organizations PMOs 

found it impossible to keep the conversation on with all project managers, and the focus of 

the responsibilities was slightly different. This indicates that the size and complexity of an 

organization influence the structure and function of the PMO. In smaller organizations, the 

PMO tends to take a more hands-on approach and closely interacts with project managers to 

ensure alignment and consistency across the projects. On the other hand, in larger 

organizations the PMO must delegate responsibility for example to business unit leaders, to 

manage the broader scope of the projects. 

In the interviews, the main pain points in PPM were highlighted to have either a direct or 

indirect impact on an organization's ability to prioritize projects and allocate resources. 

Therefore, it was important to understand these challenges in order to understand what 

PMOs could do better. The main pain points behind well-working PPM in practical life were 

mentioned to be very similar as in the existing literature. As discussed earlier, Engwall & 

Jerbrant (2003) mentioned the failure of project scheduling and delayed projects leading to 

issues in resourcing and project start dates. Secondly, the authors brought out that 

commitment to too many projects was one of the reasons behind unsuccessful PPM. These 

were both mentioned also in the interviews in this study and identified as key issues 

hindering effective portfolio management processes. However, engaging the project 

managers was recognized to be a challenge for many PMOs in the interviews, but this was 

not recognized to be discussed that much in the existing literature. Further, getting enough 

attention from the management team was recognized to be important, but challenging 

according to the empirical findings. The lack of the management team’s interest in 

understanding why PPM processes need refining was also recognized in Haukka’s (2013) 

article discussing the PPM maturity levels, and the author stated that this leads to unrealistic 

expectations of the company’s ability to prioritize projects. Lastly, not having strict rules 

leads easily to a lack of discipline which brings challenges to organizing the PPM. This was 

identified in the existing literature, for example by Aboagye et al., (2017), as well as in the 

empirical findings.  
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Figure 7. Main pain points in PPM based on the literature review and empirical findings. 

 

5.2. Combining the best practices into an end-to-end PPM process 

As presented in the findings section, three main themes were highlighted throughout the 

interviews – which were the importance of a clear PPM process, organizational structure, 

and communication within the portfolio, which all contribute to efficient project 

prioritization and value adding resource allocation. If these themes are combined with the 

existing literature on the topic, recommendations for organizations struggling with the issue 

can be made. The best practices in terms of project prioritization and resource allocation can 

be added to the PPM process presented in the literature review section. 

As presented in the literature review, the PPM process can be divided into seven separate 

sub-processes. No one can predict the future and eliminate all the risks and uncertainty in 

terms of portfolio management, however, a structured and well-defined PPM process can 

help organizations to make sure that they minimize all the risks and focus on the most 

important – efficiency of projects and implementing the company’s strategy.  This was 

agreed by all interviewees, as well as mentioned in the existing literature, such as in the 

research by Hoboken (2009). Therefore, it makes sense to integrate all the best practices into 

a single end-to-end process because project prioritization and resource allocation only 

function when the process is in place. Further, the model provides managers with clear 

guidance on the actions that could be taken to enhance these practices. Based on the 

empirical findings, the author would recommend making a slight change to the PPM process 

presented by Aboagye et al., (2017), and two elements would be combined - sections 

Conduct subjective, strategic assessment and understanding the resource limitations. 

Main pain points in PPM:

• Failure of project scheduling and delayed projects

• Commitment to too many projects

• Engaging project managers

• Getting leadership team's time and prioritization

• Lack of discipline
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Moreover, this section would be done before the project prioritization phase, to make sure 

that dimensions such as organizational capacity and aligning strategy with the current 

demand are being considered. 

Surprisingly, the importance of various responsibilities and roles in the PPM process has not 

been emphasized much in the previous literature about the topic but was bought out in the 

empirical findings. This might be a result of the current literature's lack of empirical evidence 

for PPM, which has kept this kind of topic from receiving much attention. Standard for 

Portfolio Management book (2017), has mentioned roles being important in the portfolio 

governance model, including roles such as portfolio sponsor, portfolio managers, and 

portfolio governance board, however, it is not specifically mentioned how these roles act in 

the actual PPM process. Also, authors such as Aboagye et al., (2017), have mentioned 

including multiple management levels in the decision-making, but they do not cover the 

division of responsibilities or roles in more specific. The division of the roles based on the 

empirical findings can be also combined with the PPM process, as seen in Figure 8. 

 

       

Figure 8. PPM process based on literature review and empirical findings. 
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Development demand aggregation / Idea generation 

The findings suggest that the organization should create a long list of all ideas that arise 

within the company, to be implemented as projects. This aspect has not been stated clearly 

in the earlier research, however, the earlier research on the other hand highlights the 

importance of having the projects in a comparable format, as Aboagye et al., (2017) suggest. 

This finding was not specifically raised within the interviews, due to the different measures 

and KPIs of each project. It was rather emphasized that the projects should be categorized 

based on strategic objectives, which was brought out by a couple of the interviewees. This 

would be crucial to do before the resource allocation, because this way the resources could 

be allocated evenly between different strategic objectives.  

In addition to listing all projects in one place, a project selection process should be done. 

This is called gate 0 in the Stage gate model, where the same information should be collected 

from each project, to make sure that decisions are made based on real data. A business case 

should be calculated for each project that passes the gate 0, to ensure that the project is 

determined to deliver value for the company – however, it is difficult to compare business 

cases between the projects, due to different time frames and objectives of the project. 

Therefore, it might be convenient to categorize the projects already in the beginning, to make 

sure that they are comparable to each other, as it was highlighted in the empirical findings. 

Haukka (2013) also suggests that clear classification criteria for projects should be created. 

Based on the empirical findings, an organization’s strategic themes could act as the basis for 

categorizing. This would not only help in identifying the most important projects but also 

later in the process once allocating the resources into projects. 

 

Conduct subjective, strategic assessment and understanding the resource limitations 

As an answer to the lack of unclarity for resource allocation for the future, it could be wise 

to conduct a subjective and strategic assessment of resourcing already before the project 

prioritization, as Ahmad et al. (2017) suggested in their article. As organizations mention 

not having a clear process for the organizational resource capacity analysis, this could be a 

good starting point. As mentioned in the findings, organizations struggle with having too 
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many projects to be implemented at the same time. Hence, some type of analysis of the 

organization’s capacity in terms of resources needs to be conducted, before project 

prioritization. Haukka (2013) suggests in their article that Project Allocation Percentage 

(PAP) is a convenient way to recognize the number of personnel resources used for project-

type work. The percentage demonstrates the organization’s capacity to conduct projects. 

Hence, the organization should determine a specific target state for PAP, which would act 

as the target level for resourcing questions. This way, the organization will understand its 

resource limitations, and how many projects the organization can even implement. 

Moreover, storing the resources in one common system, and updating it continuously will 

help with the determining organization’s resource capacity. 

Without thinking of these attributes, resources will easily be overbooked which leads to slow 

project progress and other issues in the portfolio. This would mean that organizational 

resource capacity analysis could be conducted already at this stage, after the long-term 

resource planning tasks in the previous section. Capacity and capabilities should be reflected 

in the organization’s strategic themes, and gaps identified, and the analysis could help 

organizations to understand gaps in their internal development resources, and hence 

understand their potential recruitment needs for the following year, and improve the 

organization’s maturity level, as the capacity analysis will help the organization to 

understand its limitations, and hence narrow down the number of projects in the portfolio. 

 

Rules-based project prioritization 

The empirical findings suggest that the most important aspect of project prioritization would 

be to have a clear linkage to the company’s strategy. As emphasized in both earlier literature 

and empirical findings, struct rules and a clear structure for prioritization is crucial. A 

dedicated prioritization team should have regular meetings to make sure that projects are in 

the right prioritization order and be aware if there are some changes in the upcoming projects 

in the portfolio. The prioritization team should include someone from the C-level 

management team to make sure that strategic objectives are being considered in the 

prioritization stage. This also shows that the management team is genuinely interested in the 

project's progress.  
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Further, it is also important to keep project categorization in mind at this stage. Once again, 

the prioritization team should make sure that the portfolio consists of projects that support 

different parts of the organization’s strategy. Splitting an organization’s strategic themes into 

strategic buckets and allocating the projects for each bucket based on the project objectives 

can be a convenient way to categorize the projects and make sure each strategic objective of 

the organization is taken into consideration and all of them are being prioritized.  

Clearly determined scoring methods are the most important ways to prioritize the projects. 

For some organizations, this was done with a hunch feeling. This indicates that an 

organization’s PPM maturity level for a clear and rule-based prioritization must be relevantly 

high, to be able to do the prioritization properly, with accurate data-based decisions. This 

was also recognized by some of the interviewees. The prioritization decisions should be 

based on precise data to ensure that the decisions are right and drive organization’s strategy, 

as it was stated in the article by Aboagye et al., (2017). Based on the empirical findings, this 

is something that many organizations should take better advantage of.  

Findings indicate that when it comes to the number of projects, quality of the projects is 

more significant than quantity; however, this is difficult to accomplish and calls for a high 

degree of PPM maturity. Common rules, a clear process for prioritization and constant 

repetition act as key factors for developing more efficient prioritization. As mentioned 

earlier, an organization’s capacity analysis will also play a crucial role in making sure that 

the organization understands its limitations in terms of number of projects in the portfolio. 

Cooper et al., (2000) also mention that projects should compete against each other and 

highlight that the gates in the stage gate process are vital checkpoints in ensuring that projects 

remain financially viable and progress as planned. Stage gate was widely used within the 

organizations interviewed in this study, and it was agreed that it is vital to integrate the stage 

gate process into project prioritization, as it strongly supports decision-making. 

Lastly, according to the empirical findings, only the highest priority projects should be 

scheduled at a detailed level in long-term planning. The lower-priority projects should follow 

the progress of the higher-priority projects. This will avoid resource conflicts and help 

managers to focus on the most important projects. Further, findings suggest that the priorities 

must be also communicated to the project teams, to make sure that everyone involved in the 

projects are acknowledging what is the most important and can prioritize that in their 

everyday tasks. 
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Allocating resources 

According to findings, a common tool for resource allocation is a crucial factor ensuring that 

the PMO has a good understanding of the current resourcing status. Resources must be 

recorded in one place, and there must be visibility to everyone on how these resources are 

being allocated for projects. However, the tool does not work, if no one is updating the 

resourcing updates and project updates there. Hence, engaging project owners and managers 

to use the tool is crucial. Training and communication about the importance of updating the 

tool are an important factor in making sure that the tool is being used. Moreover, the project 

owners and managers need to understand why they need to use the tool and why it is 

important for the process to work. Constant repetition in teaching the project managers and 

other stakeholders how to use the tool is also important to make sure that the tool is being 

used on a daily basis. 

Resource allocation to projects needs to be made on an on-going basis, and it must be 

routinized activity within the resourcing teams. Updating the project resourcing is a monthly, 

or quarterly activity. The allocation should be made based on the company’s current 

capacity, which should be available for everyone in one common tool. To ensure a balance 

of resources, Aboagye et al, (2017) highlight the importance of using strategic baskets. This 

way, the organization can ensure that all strategic themes are being taken forward. 

In an ideal world, companies would have a dedicated resource pool for project managers, 

and their daily tasks would only involve project management. However, many organizations 

lack the resources essential to accomplish this, which may cause delays strategy realization 

and project progress. As shown in the literature review, in Figure 2, the organization’s 

resources are divided between the organization’s ongoing operations and the ongoing 

programs and projects. According to the findings, in many organizations’ the same resources 

act as part of the projects as well as conducting the everyday operative tasks. In other words, 

there are no separate resources for the project work. Often, resources are focused on the 

ongoing operations, and not much time is left for the project activities. This causes issues in 

the project progress, as the recurring activities take too much time, project related activities 

are usually recorded in too optimistic way leading to unclear visibility and confusion on what 

tasks should be done among the project workers. Hence, it is vital that resource allocations 

are marked realistically to the system. It should be team leads’ responsibility to make sure 

that resources are recorded right, and that there are no resource conflicts between different 
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projects. Constant follow-ups on how the resource allocation of each team lead is crucial and 

continuous communication with the PMO acts as an important practice to make sure that the 

resource allocation reflects the current situation.  

The role of the team leads in PPM has not been mentioned much in the existing PPM 

literature. However, this was one of the things that was highlighted in the empirical findings, 

as team leads play a vital role in making sure that their team’s resources in the projects are 

allocated and updated in the right manner. According to the findings, team leads should 

accept each resource reservation, to make sure that their team members' workload does not 

exceed the limit that must be set by the organization. 

 

Tracking project performance effectively 

As Aboagye et al., (2017) highlighted in their article, tracking the performance of the 

portfolio is extremely important, which increases the portfolio transparency, and makes sure 

that projects are progressing efficiently. This is in line with the empirical findings, as this 

helps in short-term prioritization and resource allocation follow-ups. Also, Patanakul (2015) 

addressed this in their article and highlighted that there should be clear visibility of project 

progress which contributes to effective resource allocation. The empirical results indicated 

that project follow-ups were a consistent practice for PMOs. Especially, budget tracking of 

the projects was mentioned to be vital to ensure that the project follows the given measures. 

Moreover, other measures, such as project managers’ confidence level could be followed as 

well, to get a better insight into how the projects are progressing. Project managers must also 

feel comfortable telling the truth about how the project is progressing. If there is no safe 

environment to tell the truth, the communication will not be honest which leads to much 

bigger issues. Especially the PMO plays an important role in ensuring that the organizational 

culture enables honest discussion, but this cannot be done alone.  

Rewarding project managers for completing successful projects has been discussed in the 

previous literature such as in the research by Martinsuo et al. (2014), however, has not 

received much attention among the companies interviewed for this study. This may indicate 

that the level of PPM maturity in many organizations is not high enough and that the target 

stage of a "project-oriented organization", where this type of compensation is included in 

the salaries of project managers, has not yet been reached.  



 
 

66 

In the empirical findings, there were different views on whether PMO should be responsible 

for engaging with the project managers for each project or whether it is the business unit 

leaders’ responsibility to make sure that the management is updated about the progress of 

the projects. This may indicate that in organizations with a smaller project portfolio, PMO 

plays a more crucial role in coordinating the project portfolio, than in organizations with a 

larger project portfolio. 

Lastly, empirical findings highlighted the importance of retrospective meetings after each 

project as an important way to gather key learnings, which could help the organization not 

to repeat the same mistakes over and over again, and year by year learn more about how to 

better organize the projects and push project managers to perform better. Also, according to 

e.g. Martinsuo et al. (2014) and Kerzner (2004) organizations should take better advantage 

of data usage in project follow-ups, which could probably help with project predictability 

and project outcomes. Hence, the findings suggest that collecting information and data 

regarding project delays could be utilized more within the organizations. For example, 

organizations could set performance metrics for each project and monitor them continuously, 

ideally to learn what will help the project make the best progress. Once again, it can be 

argued that data utilization belongs to the higher levels of PPM maturity, which means that 

an organization's processes need to be well established in order to make use of data. 

 

On-going identification of resource needs and strategic shifts 

Aboagye et al. (2017) mention the importance of constantly being aware of organization’s 

resource needs as well as the updates and identifying when strategic shifts affect the project 

priorities. Empirical findings emphasize continuous follow-ups on strategic priorities, and 

ensuring the priorities are aligned with the actual corporate strategy. The strategy should be 

broken down into a clear roadmap, and the priorities should be linked to the steps of the 

roadmap. If there are any changes in the strategy, this must be mirrored in the portfolio. 

Here, PMOs proactivity is crucial, as aligning the strategy with the portfolio might not be 

seen that important from the management team’s perspective. Further, empirical findings 

suggest that in order to ensure that the portfolio reflects the strategic priorities of the 

organization, PMO has to be close to the decision making. Also, Cooper et. al (2000) in their 

research suggest that portfolio review sessions could be utilized, where the C-level 
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leadership team makes sure 2-4 times a year that priorities are aligned. This goes in line with 

the empirical findings, as many organizations have specific portfolio committees with the 

management team and the PMO. Further, planning should be iterative process, where 

strategic objectives are constantly compared to the current portfolio and project backlog.  

Once again, PMO plays important role in making sure that the communication flows 

between the stakeholders and gathering all the relevant information regarding the projects. 

Organization’s flexibility on changing the prioritization order of the projects if needed 

indicates strong PPM maturity.  

In terms of identifying resource needs, the findings suggest that also long-term planning 

should be done for projects, for example in the end of the year, there should be a planning 

meeting where all project plans are gathered in one place and roughly scheduled for the 

upcoming year. This could be done in parallel to gathering the development demand in one 

place. This has not received much attention in the existing research regarding PPM. Long-

term resource planning would also help in understanding the capacity constraints of the 

organization and enable better prioritization of projects based on strategic importance and 

resource availability. By forecasting organization’s resource needs in advance, managers can 

identify potential bottlenecks, adjust recruitment needs and allow them to allocate also for 

example financial resources more effectively. Bandeira et al. (2024) highlight that long-term 

planning will also help in the short-term resourcing activities, as the managers have better 

understanding of the bigger picture of organization’s current situation, and can be better 

prepared. 

Nevertheless, the empirical results demonstrate that long-term planning does not require 

precise project scheduling. Excessively detailed project delivery dates were shown to be a 

hindrance to resource planning and resourcing, making the resourcing issues more difficult 

to handle. However, the empirical results showed that the organisation requires a very high 

PPM maturity for long-term resource planning. Therefore, in order to ensure ongoing 

identification of resource needs and strategic shifts, organisations should prioritize 

structured data gathering, project interdependencies, and strategic alignment rather than 

scheduling low-priority projects well in advance. 
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5.3. Portfolio maturity levels 

According to empirical findings, organizations are currently experiencing an increase in the 

size of their portfolios, but PPM processes are still in early stages. Consequently, PPM is not 

performing as planned since the processes are not being updated. As a result, many 

organizations are in a situation where changes are needed to ensure that the project portfolio 

has structure and that each development project progresses smoothly through the portfolio, 

leading to faster implementation of the organization’s strategy. This is a current trend for 

many companies across the industries, that has been recognized by scholars such as 

Ahlemann et al. (2024); Khatun et al. (2024) or Richard et al. (2021). Hence, portfolio 

maturity model should receive even further attention helping organizations to create 

roadmaps for enhancing PPM (Ko & Kim, 2019). 

For an organization to prioritize projects efficiently, and allocate the right resources to the 

right projects, organizations’ maturity state must be high enough. To achieve the target level 

5 in the portfolio maturity framework, which is the project-oriented organization, it is vital 

for an organization to assure that all the steps below this level have been achieved. When 

understanding the development steps and key elements of each PPM maturity level, 

management will be able to understand what to do in order to enhance project prioritization 

and resource allocation activities, and how to develop the processes. The management needs 

to realize that things cannot happen overnight, and the maturity levels are a good proof of 

the fact that certain things need to be done in order to get to the next level. 

The empirical findings indicate that the companies interviewed for this study, are struggling 

on achieving the third or fourth level in the PPM maturity framework. Steps 1 and 2 in the 

framework demand for well working tool and definition of basic processes for PPM and set 

the basis for resource transparency and long-term oriented vision managing project portfolio 

(Pennypacker, 2005), which most of the companies had already in good order. However, 

step 3 requires clear understanding of company’s current resource allocation, which requires 

project managers’ proactivity to continuously update about project progress, which was 

identified to be challenging according to the interviewees. Project manager engagement was 

recognized to be challenging by the interviewees, which lead to hard predictability of 

projects. Different incentives for project managers, as well as informing about the 

importance of these activities could most likely help organizations to overcome this 
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challenge. Moreover, Haukka (2013) suggests that project complexity classification could 

help here, as small non-complex projects do not need the same level of planning as the more 

complex ones.  

Project managers should be constantly pushed to give timely information about the project 

progress, and this should be part of the organization’s project culture. Unger et al. (2000) 

highlighted the importance of management’s role in boosting proactive project culture, and 

the research findings indicate that PMOs play vital role in boosting this kind of culture for 

project orientation within the organization. As stated earlier, the challenge for many PMOs 

was to engage internal project managers and get them to understand the importance of well 

working system and constantly flowing information, such as project reporting. If the PMO 

would have something to offer for the project manager, perhaps this would also be a way for 

the project manager to invest in sharing project updates with the PMO.  

It was also discussed in one of the interviews that if the responsibility for following the 

budgets would be given for the PMO, this would pull the project manager and PMO closer 

together, leading to more efficient communication, collaboration and project reporting, 

which would influence positively to project prioritization decisions, as well as add value to 

both short-term and long-term resource planning. Moreover, as the stage 3 in the maturity 

model requires efficient resource management, vital part of it is having long-term resource 

planning included in the process. Without having resource capacity analysis done or 

identifying which resources will be needed during the next year, resource management will 

be too short-sighted, meaning that there is no way the organization could say that resources 

are allocated in the most optimally. 

At the stage 4, the focus is on creating systematic and transparent project prioritization 

process, as well as utilizing the existing data in decision-making. A clear scoring model for 

prioritization is crucial, to ensure that the decision-making would be made based on data. 

(Haukka, 2013) Ease of implementation, net present value, risk, technology attractiveness, 

strategic importance and time to launch were mentioned important quantitative criteria that 

should be taken into account in prioritization (Aboagye et al., 2017). The project data should 

be constantly analyzed and utilized. Creating visual charts, such bubble diagrams, and pie 

charts help the management team to understand how the priorities are aligned with the 

projects. The prioritization cannot be done without C-level management’s support, as it was 

highlighted in both PPM literature and in empirical findings. The role of the PMO is crucial 
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at this stage, as the PMO acts as a link between the management team and the project teams. 

As emphasized earlier, a shift towards a project-oriented organization requires cultural 

change within the entire organization, and consciousness of the benefits of it. 

Lastly, portfolio governance model was mentioned in the model by Haukka (2013) to be part 

of the fourth stage of the model. As presented in the literature review, portfolio governance 

relates to a governance model that organization should take in terms of the PPM, which is a 

new organizational layer that enables organization-wide information exchange and support 

in terms of PPM (De Maio et al., 1994). All the aspects that have been discussed in this study 

are related to having a project-oriented portfolio governance model – it is about having set 

of practices and rules in portfolio management, having transparency and clear roles within 

the organization. Haukka (2013) highlights that it is crucial to ave portfolio governance 

model as centralized as possible. However, every organization should define what the 

portfolio governance means for them and define what are the most important aspects of the 

it for their organization, taking their goals and values into account. As discussed earlier – 

there is no one size fits all -solution for well-established PPM. 

To step on the fifth stage of the PPM model, the organization should have all the previously 

mentioned aspects in order. On the fifth stage the organization should have the ability 

measure project success efficiently, and each project worker should take responsibility over 

the project success and collectively contributing to a well-progressing development 

portfolio. Ultimately, the transition to the fifth stage of the portfolio model, requires a 

cultural shift in how projects and the portfolio are managed and evaluated. To get there, 

managers need to ensure continuous improvement, knowledge sharing as well as alignment 

of project outcomes with having long-term business objectives in mind. The main output of 

each stage of the maturity model can be found in Figure 9. 
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Figure 9. Portfolio Maturity Model with main outputs, adapted from Haukka (2013). 
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6. Conclusions 

This chapter will conclude this study, by answering to the initial research question, providing 

both managerial and theoretical implications of the study, and lastly discussing the research 

limitations as well as recommendations for future research based on these limitations. 

6.1. Answer to the primary research question 

The initial research question in this study was the following: 

How can the organization prioritize projects in project portfolio, to ensure that company’s 

development resources are deployed in most optimal way in terms of value creation? 

This research question was asked of 13 interviewees in 12 semi-structured interviews. Due 

to numerous factors, it is impossible to predict the future and hence perfectly manage the 

project portfolio, due to the constant unexpected event in terms of projects. However, some 

actions can help PMOs to better control and manage the portfolio, by clarifying the process 

and engaging different stakeholders to be more involved.  

The findings of this study show that there are certain things to be done to prioritize projects 

better in the portfolio and ensure that the resources are allocated efficiently. The best 

practices that were given in the empirical findings could be divided into three main themes 

– process, organizational structure, or communication-related practices. First of all, 

organizations need to ensure, that they have a strict, rule-based process for PPM. Moreover, 

organizations should conduct a strategic assessment of their resource capacity, as well as 

long-term resource planning before the project prioritization phase to address if there are any 

gaps in the resources, and to make sure that resources would be allocated based on their 

capabilities, as well as make sure that the organization understands its capacity to carry 

projects already before actual prioritization. Otherwise, there will be easily too many 

projects that should be completed, which creates more issues for the organization’s PPM. 

By matching an organization’s current project prioritization with its resource supply, the 
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organization can improve project delivery and achieve its strategic objectives more quickly 

(Haukka, 2013), thus contribute to value creation. 

It is vital that the project prioritization has a clear link to the organization’s strategy, and 

strategic buckets can help in making sure that organizational goals are reflected in the project 

and hence maximize business value. A dedicated prioritization team, including C-level 

management, should be included in the reviews. Only the high-priority projects should be 

planned in detail, such as in terms of the project scheduling, and the lower-priority projects 

should follow their progress to avoid any unnecessary resource conflicts.  

To sustain optimal resource allocation and to make sure that resources are allocated in in 

most optimal way in terms of value creation, the organization’s resources should be allocated 

on an ongoing basis, and regular check-ups are a must to make the resource allocation work, 

including both long-term and short-term planning. Strategic buckets and the company’s 

current capacity act as a basis for the allocation, and communication between PMOs and 

team leads plays a crucial role in ensuring well-organized and realistic resource allocation, 

preventing any conflicts. The findings also emphasize the importance of tracking portfolio 

performance as it increases transparency. Further, it is vital to create an environment for 

honesty and ensure ongoing communication between all stakeholders. In Figure 9 below, a 

comprehensive guide for managers is being provided, with concrete actions on how to 

enhance the PPM process. 

Managers can evaluate their organization’s current maturity level in terms of PPM by using 

the portfolio maturity model, which serves as a useful reflection of the organization's present 

capabilities. As said, to be able to climb up the stairs in the portfolio maturity model, 

managers need to make sure that the entire organization follows the PPM process, which 

requires certain actions across all organizational levels. As it was identified that the 

companies interviewed in this study struggle especially within levels 3 and 4 in the PPM 

maturity model, the guidelines developed for this study focus on fulfilling the requirements 

of these specific stages, which allow organizations to climb up the steps in the model. 
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Figure 10. Guide for managers for more value adding PPM, contributing to effective project 
prioritization and value adding resource allocation. 

 

6.2. Managerial implications 

Key takeaways for managers from this study can be found in Figure 10. The key 

recommendations for managers would be to assess resource capacity before project 

prioritization, use strategic buckets for efficient project prioritization, as well as define clear 

rule-based on data-driven scoring criteria and through regular prioritization meetings. 
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organization’s resources.  
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Further, a centralized tool should be used to allocate resources transparently and to ensure 

continuous updates from the entire organization, by taking advantage of one common tool 

in use. Setting key project follow-up metrics, as well as encouraging honest reporting and 

conducting post-project reviews will help the management to track project progress and 

enable continuous learning. This will contribute to increased visibility of the project 

portfolio, hence help the management team to understand the current situation of the project 

portfolio. Further, proactive adjustment to priorities based on strategic shifts and long-term 

resourcing will play a key role in ensuring a value-based resource allocation within the 

projects.  

In addition to these recommendations, managers must foster a project-oriented culture within 

the organization, where stakeholders at all levels contribute to project portfolio success. 

Therefore, the PMO should act between the management team and the project teams, 

conveying information in both directions. Moreover, as was highlighted in the empirical 

findings, one of the common challenges in PPM hindering efficient project prioritization is 

the lack of engagement from project managers and project teams, which results in inaccurate 

reporting, delayed decision-making, and hence resource inefficiencies. To mitigate this, 

team leads as well as the entire management team need to take further actions to ensure that 

every project contributor understands their role in portfolio execution and the priorities of 

the organization are communicated to the entire organization. 

 

6.3. Theoretical implications 

The ultimate goal of this study was to understand how organizations can better manage their 

project portfolios and gather a toolkit for managers for project prioritization and efficient 

resource allocation. The findings of this study are not only a valuable toolkit for 

organizations, but they also contribute to previous PPM literature and provide valuable 

insights for further research. This study combines earlier studies about project prioritization, 

development resource allocation, the PPM process, and the PPM maturity model, creating 

fresh perspectives on how processes could be enhanced and hence contributing to the 

existing PPM literature.  
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Previous research, such as Anderson & Joglekar (2005) and Browning & Yassine (2016) 

have recognized a gap in extending the research beyond project portfolio planning, to 

portfolio implementation from an operational perspective. Moreover, this research brings 

managerial, real-life perspectives to the existing literature that have not been investigated in 

depth level for example according to Jafarzadeh, et. al. (2022). Further, as many scholars 

have addressed the challenge of managing projects in multi-project settings, the topic needed 

further investigation, especially in the context of project prioritization which has been 

recognized to be a scarce topic among the existing literature (Rojes & Figueroa, 2018). This 

research contributes to the discussion by showing how project prioritization and resource 

allocation activities could be enhanced in organizations, and how the process could be 

organized in the context of a multi-project setting. The findings brought many new insights 

that have not been emphasized to the same extent yet in the existing literature, such as the 

crucial role of team leads or the importance of long-term resource planning in PPM. As the 

topic has been identified as an important subject for further research, this study could act as 

a precursor for further studies on the topic, with suggestions on what could be studied next 

in relation to PPM in terms of project prioritization and resource allocation. These 

suggestions will be presented in the next section. 

 

6.4. Limitations and suggestions for future research 

Geographical context - First of all, the study has been conducted in a Finnish context. Due 

to for example cultural factors, findings might not be generalizable beyond Finland. Cultural 

factors for sure affect how companies perceive portfolio governance models and PPM 

activities, which might affect the project prioritization and resource allocation.  For example, 

in some countries, the communication might be more straightforward than in a Finnish 

context, which might influence how project portfolios are managed, for example keeping 

Hofstede’s Cultural Dimensions Theory in mind (Hofstede, 1984). Hence, it could be 

interesting to see how organizations in different cultures perceive PPM, and that could be 

one suggestion for future research. 

Role context - This research focused on interviewing PMO experts, which could be 

considered to be a limitation. Even though PMOs play a crucial role in project prioritization 

and resource allocation, they might perceive things in a certain way. Other decision-makers 
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in the organization, such as CEOs or HR professionals, would provide different perspectives 

that were most likely not covered in this research. This would be also considered a 

recommendation for future research. Further, it could be interesting to compare different 

viewpoints and make recommendations based on those. 

Qualitative approach and sample size – This research followed a qualitative research 

method. Even though semi-structured interviews provide rich data, the downside of 

qualitative study is that the author’s perceptions might be included in the analysis of the 

research, which might have some effects on the results of the study. Further, the study 

consisted of 12 interviews which is still relatively a small sample size. Hence, the sample 

size might not be able to capture the full diversity of PPM practices in different 

organizations. (Ahmad et al., 2019; Queirós et al., 2017) 

Number of researchers – This study was conducted by one researcher, which might cause 

some biases in the study. This might cause the possibility for individual biases in each stage 

of this study, especially in the data analysis, as well as in the conclusions part of the study. 

Hence, a suggestion for future research would be to conduct the same study with the same 

setup, to make the findings less biased and more accurate, as there would be more 

perspectives and methods for eliminating any individual biases. 

Further, as the best practices of well-working project prioritization and resource allocation 

were reflected in the portfolio maturity model in this study, further analysis of the portfolio 

maturity levels and the correlation between efficient PPM practices could be interesting to 

investigate further, and the model’s impact on PMO. Ko & Kim (2019) have identified this 

as a gap in the literature and hence could be an interesting avenue for future research. 

Lastly, another interesting avenue for future research would be to investigate how for 

example AI or other arising technologies provide tools for project prioritization and resource 

allocation. For example, it would be interesting to research whether organizations could 

utilize automation in many areas of PPM, as the processes are still nowadays quite manual 

within the organization, as other scholars such as Veronika & Latief (2024) or George et al. 

(2025), have also recognized and investigated to some extent. This could possibly be a tool 

for many frustrations of PMOs who were interviewed for this specific study.  
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Appendix 1. List of interview questions of the semi-structured interviews 

Resource planning and allocation 

• How should the organization’s development resources be planned? (How often/is 

there a specific way of doing things?) 

• Are there any metrics to assess the "value" of projects before resources are allocated 

to them? 

• How are resources allocated and assigned to a project? Is there a process for this? 

How can one ensure that there is no "bottleneck" of resources? 

• If projects are not progressing as planned, how should resource allocation be 

adjusted? 

• How could the PMO gain better visibility of project resourcing? 

Project prioritization 

• Have you seen any good model or process for prioritizing projects and untangling 

the work queue in a portfolio? 

• Should a tool be used to prioritize projects? 

• Does the current process work well? How would you improve it? 

• Who are the key people to decide on project prioritization issues? 

• Do give any examples of successful ways that have helped with project prioritization? 

• What elements can be found in a successful project portfolio management process? 

Open question at the end: 

• Is there anything else to add that has helped in prioritizing projects and allocating 

resources that we haven't discussed yet? 


