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E X E C U T I V E  S U M M A R Y  

Mature one capability at a time 
Most PMOs do not fail for lack of ambition. They fail because they try to jump 

from spreadsheets to strategic portfolio management in one move, and the 

organization cannot absorb the change. 

This paper describes five stages of PMO maturity. Each stage has a distinct purpose, a typical set of 

symptoms, and a clear trigger for moving on. 

1 
Ad hoc 

2 
Standardized 

3 
Visible 

4 
Integrated 

5 
Strategic 

 

For each stage we set out what to build, what to leave for later, and how to move faster without 

overloading project managers, resource owners or executives. 

T H E  C O R E  M E S S A G E  

Mature one capability at a time, prove its value, then 

build on it. 

 

The paper closes with a self-assessment you can run with your team in under an hour, and a practical 

view of how PPM-Factory helps organizations move through each stage. 

I N S I D E  T H I S  P A P E R  

01   Why PMO maturity matters now 

02   The five-stage model at a glance 

03   Stage 1 · Ad hoc 

04   Stage 2 · Standardized 

05   Stage 3 · Visible 

06   Stage 4 · Integrated 

07   Stage 5 · Strategic 

08   Accelerating without breaking your teams 

09   Self-assessment 

10   How PPM-Factory helps 
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W H Y  I T  M A T T E R S  

Why PMO maturity matters now 
Spreadsheets are not the problem. They are a symptom of a portfolio that has 

outgrown the way it is managed. 

In a spreadsheet-run portfolio, every executive question becomes a small project. “Can we start this 

initiative next quarter?” triggers days of emails, version conflicts and manual consolidation. By the time 

the answer arrives, the decision has often been made on instinct. 

The same question, two journeys 

Spreadsheet 
PMO 
files, emails, versions 

 

Days 

Mature PMO 
one shared platform 

 

Minutes 

T H E  H I D D E N  C O S T S  A D D  U P  Q U I C K L Y  

 

Decision latency 

Leaders wait for data, or decide without it. 

 

Resource overcommitment 

Nobody sees total demand on key people, so the 

same experts are booked on five projects at 

once. 

 

Zombie projects 

Initiatives that no longer serve the strategy keep 

consuming budget, because nobody has the 

evidence to stop them. 

 

PMO credibility 

A PMO that spends its week chasing status 

reports is seen as overhead, not as a strategic 

partner. 

 

Maturity is not about more process. It is about shortening the distance 

between a strategic question and a trustworthy answer. 
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T H E  M O D E L  

The five-stage model at a glance 
Each stage answers a different leadership question. Stage 1 asks what are we doing? Stage 5 asks are 

we doing the right things, and are they paying off? 

 

F O C U S  

One inventory of all 

projects 
Lifecycle, intake and 

shared status rules 
One PPM platform and 

live dashboards 
Capacity, finance and 

prioritization 
Strategy links, benefits, 

adaptive funding 

E X I T  S I G N A L  

“What are we working 

on?” answered in 

minutes 

Projects comparable 

across departments 
Reports generated, not 

compiled 
Every approval 

checked against 

capacity 

The portfolio moves 

with the strategy 

 

Each stage has one focus and one observable exit signal. Moving on before that signal 

appears is the most common reason PMO transformations stall. 
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▬ ▬ ▬ ▬ ▬    S T A G E  1  O F  5  

Ad hoc 
The spreadsheet portfolio 

Projects exist, but the portfolio does not. Each team tracks work in its own files, formats and cadence. 

W H A T  I T  L O O K S  L I K E  

■ No single list of all active and proposed projects. 

■ Status is reported in different templates, if at all. 

■ Resources are allocated through hallway negotiation. 

■ A PMO of one or two people consolidates spreadsheets 

by hand. 

 
Many files, many formats, no portfolio 

W H A T  T O  B U I L D  

01 
A single project inventory 

One list, one owner per project, 

five mandatory fields: name, 

sponsor, status, dates, budget 

range. 

02 
A shared definition of 
“project” 

Agree the effort, cost or risk 

threshold above which work 

enters the portfolio. 

03 
A monthly portfolio 
snapshot 

One page that leadership 

actually reads. 

 

H O W  T O  A C C E L E R A T E  W I T H O U T  B R E A K I N G  T E A M S  

■ Ask for the minimum. Five fields filled in by everyone beat fifty fields filled in by nobody. 

■ Collect, don’t impose. Take data from existing files first; change templates later. 

■ Show the value back. When project managers see their project next to all the others, the 

inventory stops feeling like a reporting tax. 

 

E X I T  S I G N A L    Leadership can answer “what are we working on?” in minutes, not 
days. 
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▬ ▬ ▬ ▬ ▬    S T A G E  2  O F  5  

Standardized 
A common language 

The organization agrees how projects are started, reported and closed. The goal is comparability, not 

control. 

W H A T  I T  L O O K S  L I K E  

■ A defined project lifecycle with a few stage gates. 

■ Standard templates for business cases and status. 

■ A regular portfolio review, even if decisions stay 

informal. 

■ Spreadsheets remain, but follow shared structures. 

 
Few gates, one meaning for every status 

W H A T  T O  B U I L D  

01 
A lightweight lifecycle 

Idea, approval, execution, closure. Add gates only 

where a real decision is made. 

02 
A demand intake process 

One front door for new requests, with a short, 

consistent business case. 

03 
Standard status indicators 

A shared meaning of green, amber and red for 

schedule, budget and scope. 

04 
Clear roles 

Sponsor, project manager and PMO responsibilities 

on one page. 

 

H O W  T O  A C C E L E R A T E  W I T H O U T  B R E A K I N G  T E A M S  

■ Scale governance to size. Define two or three tiers, so a small project skips the gates of a multi-

year transformation. 

■ Respect delivery methods. Agile and waterfall teams report the same portfolio indicators, not the 

same process. 

■ Retire, don’t just add. Every new template replaces at least one old report. 

 

E X I T  S I G N A L    Two projects from different departments can be compared side by 
side without translation. 
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▬ ▬ ▬ ▬ ▬    S T A G E  3  O F  5  

Visible 
One source of truth 

Portfolio data moves into a shared PPM platform. Reporting becomes a by-product of work, not a 

separate activity. 

W H A T  I T  L O O K S  L I K E  

■ All projects and demands live in one system. 

■ Dashboards replace manually assembled slide decks. 

■ Executives drill down from portfolio to project on their 

own. 

■ Reviews shift from “what is the status?” to “what should 

we do?” 

 
Spreadsheets retire: one platform, live dashboards 

W H A T  T O  B U I L D  

01 
A central PPM platform 

Configured around the lifecycle 

defined in Stage 2. 

02 
Role-based dashboards 

Executives, portfolio and project 

managers each see what they 

need. 

03 
Data quality routines 

Clear field ownership and simple 

checks, such as flagging projects 

not updated in 30 days. 

 

H O W  T O  A C C E L E R A T E  W I T H O U T  B R E A K I N G  T E A M S  

■ Start pre-configured. Use a best-practice setup; adapt it once people have used it, not before. 

■ Migrate the inventory first. Users should find their own projects waiting for them on day one. 

■ Roll out in waves. One portfolio or business unit first, then expand on proven results. 

■ Measure adoption openly. Share update rates per team and celebrate the teams that lead. 

 

E X I T  S I G N A L    The monthly portfolio report is generated, not compiled. 
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▬ ▬ ▬ ▬ ▬    S T A G E  4  O F  5  

Integrated 
Capacity, money and priorities together 

The portfolio is managed as a system of constraints. Demand, capacity and budget are planned in one 

place, so trade-offs become explicit. 

W H A T  I T  L O O K S  L I K E  

■ Resource demand is visible across projects, by role, skill 

or department. 

■ Budgets, forecasts and actuals are tracked at portfolio 

level. 

■ New demands are scored against shared criteria. 

■ Reviews include scenarios: “If we start this, what slips?” 

 
Illustrative: demand against capacity by period 

W H A T  T O  B U I L D  

01 
Capacity planning 

Start at role or team level; named resources later, 

where it matters. 

02 
Financial management 

Link project budgets to annual planning, with 

forecasts on a fixed rhythm. 

03 
Prioritization criteria 

A small scoring model (fit, value, risk, effort) agreed 

with leadership. 

04 
Scenario planning 

Compare portfolio options before committing to 

them. 

 

H O W  T O  A C C E L E R A T E  W I T H O U T  B R E A K I N G  T E A M S  

■ Plan capacity coarsely first. Rough numbers used every month beat precise numbers nobody 

maintains. 

■ Involve resource managers early. They own the constraint; make the tool useful to them. 

■ Keep scoring transparent. A “no” is easier to accept when people see how it was decided. 

■ Integrate, don’t duplicate. Connect finance and HR systems rather than re-entering their data. 

 

E X I T  S I G N A L    No new project is approved without a visible check against capacity 
and budget. 
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▬ ▬ ▬ ▬ ▬    S T A G E  5  O F  5  

Strategic 
From project delivery to value delivery 

The PMO becomes a strategy execution office. The portfolio is steered by outcomes, and it adapts as 

strategy changes. 

W H A T  I T  L O O K S  L I K E  

■ Every initiative is linked to a strategic objective or OKR. 

■ Benefits are tracked after delivery, not only promised. 

■ Funding is reviewed on a rhythm, so money moves to 

what works. 

■ Classic, agile and hybrid work are governed in one view. 

 
Every project traced to an objective; some are 

stopped 

W H A T  T O  B U I L D  

01 
Strategy-to-project traceability 

Objectives, programs, projects and epics connected 

in one structure. 

02 
Benefits realization 

Named benefit owners and measures reviewed after 

go-live. 

03 
Adaptive funding 

Quarterly or rolling reviews that can rebalance the 

portfolio. 

04 
Continuous optimization 

Regular stop decisions, not only start decisions. 

 

H O W  T O  A C C E L E R A T E  W I T H O U T  B R E A K I N G  T E A M S  

■ Start with the top objectives. Link the largest initiatives first; don’t force every small task into the 

hierarchy. 

■ Make stopping safe. A stopped project is a good decision, not a failure of its team. 

■ Let the PMO earn the seat. Strategic influence follows Stage 3 and 4 credibility; it cannot be 

declared. 

 

S I G N  O F  M A T U R I T Y    The portfolio changes when the strategy changes, within one 
planning cycle. 

 



 W h i t e  p a p e r  

PPM-Factory · From Spreadsheets to Strategy: A PMO Maturity Roadmap 11 

C H A N G E  W I T H O U T  B R E A K A G E  

Accelerating without breaking your 
teams 
The fastest PMO transformations are rarely the most ambitious ones. They 

are the ones that never lose the trust of the people doing the work. 

Six principles apply at every stage. 

   1 

One stage at a time, one step ahead 

Skipping a stage creates tools without habits. 

Prepare the next stage, but stabilize the current 

one first. 

   2 

Value before compliance 

Every new request for data must return 

something useful to the person entering it within 

weeks, not years. 

   3 

Configure, don’t customize 

Start from proven, pre-packaged practices. 

Heavy customization freezes today’s process 

into tomorrow’s system. 

   4 

Pilot, prove, propagate 

Run each new capability with one willing 

portfolio. Use its results, not a slide deck, to 

convince the next one. 

   5 

Protect delivery capacity 

Count the time a new process costs project 

managers. If governance grows, something else 

must shrink. 

   6 

Make leadership visible 

Maturity sticks when executives use the 

dashboards in their own meetings and decide 

from them. 

 

T H E  O N E - M O N T H  T E S T  

Before launching any change, ask: would a busy project manager notice 

this improvement within one month? If not, reconsider the scope or the 

sequence. 
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S E L F - A S S E S S M E N T  

Where is your PMO today? 
Tick each statement that is true for your organization today. Each group lists what must be in place to 

move to the next stage. Run it with your PMO team and two or three sponsors; it takes under an hour. 

Stage 1 → 2   Ready to leave Ad hoc 

☐  We have one complete list of all active projects. 

☐  Every project has a named sponsor and project 

manager. 

☐  Leadership receives a portfolio overview at least 

monthly. 

Stage 2 → 3   Ready to leave Standardized 

☐  All projects follow a defined lifecycle with clear 

gates. 

☐  New requests enter through a single intake 

process. 

☐  Status indicators mean the same thing across 

departments. 

Stage 3 → 4   Ready to leave Visible 

☐  Portfolio data lives in one shared system, not in 

spreadsheets. 

☐  Executives use dashboards directly, without 

PMO preparation. 

☐  Project data is kept current by the people doing 

the work. 

Stage 4 → 5   Ready to leave Integrated 

☐  We see total resource demand against capacity 

across the portfolio. 

☐  Budgets, forecasts and actuals are tracked at 

portfolio level. 

☐  New demands are prioritized with agreed, 

transparent criteria. 

Stage 5   Operating strategically 

☐  Each major initiative is linked to a strategic 

objective. 

☐  Benefits are measured after delivery. 

☐  We stop or reshape projects when priorities 

change, within one planning cycle. 

Reading your result 

The first group with an unticked box shows the 

stage you are in, and the unticked boxes are your 

next priorities. 

Different answers from different people are a finding 

in themselves: they show where the portfolio is not 

yet shared. 
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H O W  P P M - F A C T O R Y  H E L P S  

One platform for every stage of the 
journey 
PPM-Factory helps enterprise CIOs, PMOs and transformation leaders across DACH and Italy improve 

portfolio management, prioritization and resource planning. Each solution is available in two modes that 

map directly onto the roadmap. 

 

PPM-Factory Ready 

Pre-packaged, best-practice configuration. 

B E S T  F I T  
Moving from Stage 1–2 to Stage 3 quickly, 

without a long design phase. 

PPM-Factory Adapt 
Configurable to your processes, maturity and 
culture. 

B E S T  F I T  
Stages 4–5, where capacity, finance and 

strategy links must reflect how your organization 

decides. 

 

Because both modes share one platform, starting with Ready does not create a dead end. The same 

environment can be adapted as your PMO matures, so teams keep their data and habits at each step. 

N E X T  S T E P S  

1 Assess. Run the self-assessment with your PMO and key sponsors. 

2 Focus. Identify the one capability that would most shorten your decision time today. 

3 Pilot. Talk to PPM-Factory about a scoped pilot on one portfolio. 

 

A B O U T  T H E  A U T H O R  

 

Maxime Villeger 

Senior Business Developer 

Geneva, Switzerland 

mvilleger@ppm-factory.com 

 

Start with one portfolio. ppm-factory.com 

Prove the value, then build on it. info@ppm-factory.com 
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