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Maturity in Project Portfolio Management consists of assessing an organization's
ability to manage its business by achieving set objectives and adapting to change
while managing growth according to the organization’s strategic vision. To do this
successfully organizations must have access to reliable and relevant data to make
good decisions resulting in optimal execution of tasks. 

This means that high level maturity is only achieved when an organization manages
all operational activities with ease. Organizations with high level maturity are
proactive, resilient, and able to easily manage and adapt to change. They have a deep
understanding of how their operations work including current and new activities.
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So how does one assess their maturity level? Assessing the maturity of an
organization is done by taking a snapshot of operations at a specific point in time,
determining iterative areas for improvement and measuring progress over time. This
provides a clear vision of how far an organization have come and what remains to be
done to reach the preferred level of maturity in terms of performance and innovation.
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How to Assess Your Project
Portfolio Management (PPM)
Maturity?
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We outline 4 key factors you need to consider to successfully assess your PPM
maturity. 

GOVERNANCE

The goal of these processes should be to identify which
activities are successful and focus on building best practice
based on these. Conversely by focusing on these activities
the time spent on tasks that do not bring value to the
organization will be reduced thus resulting in better Project
Portfolio Management. Collaboration and good
communication play a central role in establishing best
practice processes and both top-down and bottom-up
communication should be encouraged to ensure a smooth
flow of information. 

INTERNAL PPM COMPETENCES

Each stakeholder should be actively and regularly
involved in the reporting and exchange of key
information. This data will make it possible to make
informed decisions, prioritize investments, identify
overruns (costs and deadlines), validate new budgets,
and assign a new team when needed.  The
measurement of data quality, to assess PPM Maturity, is
based on 4 criteria: homogeneity, clarity, integrity, and
timely data. The data should also reflect the
implementation of processes and methodologies. 

DECISION MAKING & FINANCIAL ANALYSIS

Project Portfolio Management Maturity is a collective
result of transversal practices and methods, across
an organization, so that it works in harmony to create
optimal flow. To achieve maturity everyone must
work towards a common goal and there should be
harmonization of processes between all teams:
functional departments, geographical sectors etc.
This helps to keep everyone on the same page and
avoids work and/or information silos which impact
operational efficiency. 

PLANNING & RESOURCE ALLOCATION

A framework needs to be in place to structure each
portfolio, program, project and stakeholder need. This
defines what needs to be done, and also how it should be
done, to ensure proper implementation of operational
practices. The establishment of standardized criteria,
including indicators, milestones and centralization of
information is key to successfully achieving objectives.
Once a framework has been established management
can prioritize activities, measure performance regularly,
and maintain strategic direction.



1 EXPANSION
PHASE

2 INDUSTRIAL
PHASE

4 ALIGNMENT
PHASE

5 INNOVATION
PHASE

3 RECONNECTION
PHASE

Expansion Phase: Getting started and moving forward.

Industrial Phase: Making achievements more reliable.

Reconnection Phase: Uniting to achieve results.

Alignment Phase: Improving and delivering value.

Innovation Phase: Anticipatory and resilient.
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The PPM maturity scale we suggest is based on the Gartner and Forrester
frameworks. Each level of maturity corresponds to typical modes of operation
and associated issues, and the recommendations are based on these common
situations.

Note: There are several intermediate levels to those outlined here, so it is
likely that an organization does not fully correspond to a single level.

2The Different Levels of Project Portfolio
Management (PPM) Maturity

Level 1

Level 2

Level 3

Level 4

Level 5

The PPM maturity of an organization has 5 different levels:

CLASSIC MATURITY CYCLE

https://www.gartner.com/en/documents/3785265
https://www.forrester.com/report/getting-portfolio-management-to-level-5-maturity/RES43040
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The first level of maturity is fairly reactive in nature and organizations

often work “on instinct". We regularly find ourselves in this situation

when we start a new activity, launch a new product / service, experience

a period of strong growth or when there is no real need to create

structural processes. The first level also often occurs in start-up activities,

creation of subsidiaries, mergers & acquisitions as organizations are often

working in a form of disarray.

GOVERNANCE

There is no framework for Project Portfolio
Management and little methodology is applied.
Individuals may have basic project management skills
but there is no PMO. The company may use external
service providers to obtain advice on the procedures to
follow for its projects.

INTERNAL PPM COMPETENCES

The lack of processes and skills in project and
portfolio management results in the inability to
obtain objective data and limits informed choices.
Data that is collected is often heterogeneous, partial,
subjective and undisclosed. It is difficult to use data
as a point for comparison and financial analysis is
limited, so decision-making is on an ad hocbasis.

DECISION MAKING & FINANCIAL ANALYSIS

Projects are initiated and provided with
resources (financial and human) if they are
deemed critical to the business. Activities seen as
non-essential are sidelined and are approved in a
haphazard manner. Therefore, managing
emergencies and changes becomes central to
business activities rather than planning for
future projects.

PLANNING & RESOURCE ALLOCATION

There are no formal steering committees to examine
and prioritize projects objectively and a strategic plan
has not been established. Operational activities are
based on individual initiative and self-organization.
Projects are often given priority based on the successful
track record of project sponsors.

Level 1
Expansion Phase 



Level 1
Expansion Phase 
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What are the main weak points of the expansion phase?
Lack of cohesion: Objectives, decisions, priorities, communication 
Lack of stable structure: Skills, processes, tools 
Lack of reliable data: Dispersed, partial, heterogeneous, subjective

Common Pain Points & Concerns

Objectives to Reach Level 2 Maturity
Raise awareness of the benefits of PPM in your teams and organization
Analyze current workflow and take the time to restructure and reorganize
projects as necessary to stabilize the current workflow
Identify and consolidate what works successfully to optimize the activities in
run mode (automation, repeatability, industrialization).
Implement a pilot initiative to prepare for change with a department or
program.
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Level 2
Industrial Phase 
The second level of maturity is when an organization becomes aware that
they need to formalize and regularize operations. They have also identified
that operations need to be based on what works and strategic decisions need
to be made using objective and up-to-date data. However, this change must
be done in a measured way to be successful, so it is best to identify a pilot
project within a program or service. This means that in the short term there
will be a maturity lag as activities must slow down to implement processes
and procedures. In the long term the organization will manage projects more
efficiently.

Some projects can be modeled and standardized
by using a phased approach, but there is still a
lack of accuracy in these models. Resources and
budgets are allocated to projects with the
greatest potential for scalability, but there is no
comprehensive capacity planning.

PLANNING & RESOURCE ALLOCATION

The company is beginning to get an idea of its costs
per project with the implementation of Project
Portfolio Management tools and tracking. However,
projections are still inaccurate as the data is
sometimes incomplete and unreliable. This means
that the organization is unable to fully control
project costs and is unable to prioritize its
investments.

DECISION MAKING & FINANCIAL ANALYSIS

Basic project management skills and programs with
formal validations are implemented. Risksare
beginning to be identified and categorized. Procedures
and methods might still bemanaged independently by
each department/team or set up as a project office
(PMO) that willbe responsible for disseminating
practices and providing assistance.

INTERNAL PPM COMPETENCES

GOVERNANCE

At PPM Maturity level 2, organizations focus on
improving their processes and methods. They set up
official committees to objectively review operations.
Project management tools should be used widely to
bring project data together, though the data can still
be inconsistent since departments often work
independently. The main goal is to handle more work
and repeat it efficiently. Automation is encouraged to
get better visibility, but this can cause some tension
within teams.
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What are the main weak points of the industrialization phase?

Level 2
Industrial Phase 

Silos exist: decisions, information, skills and teams
Change management: poor efforts at adaptation, tension of relationships,
lack of listening, Favoritism/neglect of certain teams
Information Disparities: silos, partial, heterogeneous

Common Pain Points & Concerns

Objectives to Reach Level 3 Maturity
Establish a strong corporate culture to eliminate departmentalized visions.
Set up processes and committees to ensure strategic alignment of business
activities.
Extend the pilot program to the entire organization to structure business
activities.
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Some departments and/or projects have implemented Project Portfolio

Management processes and methods. The maturity of practices is still

uneven, and teams still work as silos. The lack of cohesion and

harmonization makes it difficult to fully align activities, as there is no

common reference framework at the organizational level.  The main

challenge is to extend the methods to the rest of the organization.

Level 3
Reconnection Phase 

The organization knows when to use
agile/waterfall planning, and when to use
project/ product mode. The teams are
transversal and cross-functional. Capability plans
are used but remain asprojections.

PLANNING & RESOURCE ALLOCATION

The portfolio perspective deployed across the
organization provides an understanding of
investments and expected benefits. It is at this level
that the ability to prioritize becomes effective.
However, there is still a lack of compliance and
detail, which results in inaccuracies in information
and leaves some areas of uncertainty for decision-
making.

DECISION MAKING & FINANCIAL ANALYSIS

The company uses portfolios for reporting and
management of investments, and also uses
investment portfolios. The identified risks are
categorized and benefit from action plans. It is at this
level that the project office (PMO) begins to grow in
size to set up methods and transversal processes in
order to organize regular monitoring of business
activities.

INTERNAL PPM COMPETENCES

GOVERNANCE

This is the first level of maturity where governance
tends to be truly objective and takes into account the
entire company. Project steering and monitoring
committees are set up to verify the strategic alignment
of operational activities. The use of a collaborative
Project Portfolio Management tool to provide reliable
reporting is essential and must be gradually extended
to the rest of the company.



Level 3
Reconnection Phase 
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What are the main weak points of the reconnection phase?
Non-compliance: data, tools and/or methods,
The maturity gap: is reduced but still exists between
departments/projects. This results in differences in analysis criteria
and data reported,
Persistent inaccuracies in data, methods, processes or decisions.

Common Pain Points & Concerns

Objectives to Reach Level 4 Maturity
Raise awareness of the benefits of PPM in your teams and organization
Analyze current workflow and take the time to restructure and reorganize
projects as necessary to stabilize the current workflow
Identify and consolidate what works successfully to optimize the activities in
run mode (automation, repeatability, industrialization).
Implement a pilot initiative to prepare for change with a department or
program.
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Level 4
Alignment Phase 
Each organization within a company has successfully implemented and fully
adopted the methods and processes specific to each business unit at level
four maturity. The "verticality structure" is mastered, and organizations have
developed methods to align, communicate, and collaborate cross-
functionally. Managing inter-dependencies supports the common
foundation for project and portfolio management, ensuring smooth matrix
functioning. At this level of excellence, a company tends to view the project
approach as the solution to all challenges.

Capacity management is operational and cross-
functional. A company can possess the necessary
tools and experience for making arbitrations to
ensure value creation and mitigate operational
risks for critical activities. Implementing
enterprise-level portfolio management methods
promotes strategic alignment by stabilizing
strategic roadmaps.

PLANNING & RESOURCE ALLOCATION

The pursuit of creating value for its customers
enables the company to focus on the multiannual
profitability of its projects and products. It knows
how to prioritize and manage its investments
periodically and keep them under control, based on
feedback from project teams. The mission now
goes beyond operational support and control: its
strategic activities contribute to value creation and
return on investment.

DECISION MAKING & FINANCIAL ANALYSIS

The robust PMO entity has established tools and
methods to ensure the quality of steeringinformation,
to the point of ensuring alignment with strategy.
Above all, the focus is now onperformance. Methods
such as ‘Lean’ are used to optimize the efficiency of
projects andprograms that bring value to the business.
Currently, companies no longer focus solely
onadopting processes but rather on meeting customer
needs and delivering value.

INTERNAL PPM COMPETENCES

GOVERNANCE

Governance is globalized, steering committees are
regular and effective decision-making is facilitated by
reliable project reporting and portfolios, composed of
indicators adapted and adopted company-wide.
Strategy is clearly defined, and each organization has
the necessary information and tools to implement and
monitor it based on feedback from
respectiveoperational activities.



Level 4
Alignment Phase 
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What are the main weak points of the alignment phase?

Objectives to Reach Level 5 Maturity
Develop or strengthen innovation management based on
market monitoring mechanisms.
Establish a methodological and organizational framework
conducive to innovation.
Enhance change management processes to integrate
innovation practices into existing PPM processes.
Adapt value-added indicators to the innovation process.

Complex structure and centralized decision-making.
Lack of autonomy and empowerment for teams.
Rigid processes that are sometimes unsuited to certain innovation goals.
Instability of customer needs and prioritization.
Limited market listening and difficulty in quickly responding to trends.
Resistance to change when faced with processes that must continue to
evolve and that took enormous effort to establish. 
Insufficient integration of PPM with other essential areas (HR, billing,
support, etc.).

Common Pain Points & Concerns



To achieve this, it will be essential to adapt the company's organizational structure
and culture to encourage the emergence and integration of innovative practices
into existing PPM processes. A crucial first step will be to collectively define a
common notion of innovation, clarifying what counts as innovation versus
traditional PPM approaches such as ideation.

At this stage, you'll see a split in the teams: one part will be dedicated to day-to-day
activities, while the other will be involved in exploratory activities related to
innovation. A strong connection and constant communication between these
different branches is essential. For instance, the team dedicated to innovation will
need to integrate feedback from the traditional team, since the latter is in direct
contact with the direct needs of customers and the market. Similarly, the
traditional team will need to be receptive to the ideas and proposals of the
exploratory team, and be ready to put them into practice, for example by using
beta testers from among the customers of the traditional projects. If there is a lack
of effective integration, there is a risk that the efforts made by the innovation team
will never lead to a concrete production launch.
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Once your company has reached level 4, PPM practices, both
strategic and operational, will be fully understood, deployed,
adopted and used, both at an enterprise level and within each
organization according to its particularities. However, to evolve to
level 5, you will need to develop practices and methods for driving
innovation, as well as continuous improvement approaches.

Level 5
Innovation Phase 



Strategic Planning & Portfolio
Management

Project
Execution &
Reporting

Resource Capacity
& Utilization

Management 

Level 5
Innovation Phase 
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The PMO will play a key role in this process, helping to integrate

innovation-specific value-added indicators into existing PPM processes.

Following arbitration, innovative projects can then be integrated into

roadmaps. Capacity analysis and allocation of resources and budgets will

be essential for checking feasibility and establishing priorities. This is why

reaching maturity level 4, which marks the effective appropriation of

PPM methods on a company-wide scale, is an essential prerequisite for

successfully reaching maturity level 5.
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Achieving high maturity in Project Portfolio Management is a

progressive journey—one that requires continuous improvement, cross-

functional collaboration, and a strategic mindset. As this guide outlines,

each stage of maturity brings new capabilities, challenges, and

opportunities for transformation.

Organizations at the early stages must focus on establishing

foundational processes, governance structures, and reliable data flows.

As maturity grows, the emphasis shifts toward alignment, performance,

and ultimately, innovation. The transition from tactical execution to

strategic portfolio oversight empowers businesses to anticipate change,

manage complexity, and deliver greater value to stakeholders.

Whether you're just starting out or working toward innovation-led

maturity, the key lies in embracing a unified vision, fostering

organizational agility, and cultivating a culture of learning and

adaptation. By following the tailored recommendations provided

throughout this guide, your organization will be well-equipped to unlock

the full potential of Project Portfolio Management and drive sustainable

success.

Conclusion
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About Planisware

Planisware is a leading business-to-business (“B2B”) provider of Software-

as-a-Service (“SaaS”) in the rapidly growing Project Economy.

Planisware is public company (PLNW) with around 750 employees across 16

offices as of December 2023, Planisware operates at significant scale

serving around 600 customers in a wide range of verticals and functions

across more than 35 countries worldwide. Planisware’s clients include large,

global blue-chip companies, as well as medium-sized businesses and

public sector entities.

Planisware's integrated platform fosters cross-departmental collaboration

and achieves strategic alignment across diverse project specialties:

IT Governance & Digital Transformation

Product Development & Innovation

Project Business Automation / Professional Services Automation (PSA)

Project Controls & Engineering (PC&E)

Leveraging an AI-powered platform, Planisware empowers organizations to

make data-driven decisions, optimize resources, and drive project success

with unprecedented efficiency and accuracy.

For more information, visit: www.planisware.com or get in touch with us

here.

https://planisware.com/investors/investor-relations
https://planisware.com/it-governance-digital-transformation
https://planisware.com/product-development-and-innovation
https://planisware.com/project-business-automation
https://planisware.com/project-controls-and-engineering
https://planisware.com/artificial-intelligence
https://planisware.com/
https://planisware.com/contact-us
https://planisware.com/contact-us


www.planisware.com 


