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PROJECT, PROGRAMME AND PORTFOLIO MANAGEMENT EXPLAINED

What follows is a summary of the key concepts of project, programme and
portfolio management, often known as P3M. It covers a range of project
management areas, as listed in the contents table.

If you would like to discuss in more detail any of the topics covered, please feel
free to contact us as shown on the last page of this document.
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Why P3M?

What's it all about?

Portfolio, Programme and Project Management (P3M) is a structured approach
to delivering an organisation’s strategic objectives through coordinated change.
Rooted in frameworks such as the Association for Project Management (APM)
Body of Knowledge, P3M provides a hierarchy that links high-level strategy to
practical delivery.

At its core, project management focuses on delivering specific outputs within
defined constraints such as time, cost and quality. Projects are temporary
endeavours with clear objectives—building a system, launching a product, or
implementing a process.

Programme management sits above this, coordinating multiple related projects
to achieve outcomes and benefits that would not be realised if the projects
were managed independently.

Programmes are concerned less with outputs and more with outcomes and
benefits, ensuring that change is integrated and aligned with organisational
goals.

At the highest level, portfolio management ensures that all projects and
programmes are collectively aligned with strategy. It involves prioritisation,
resource allocation, risk balancing, and governance to maximise value across
the organisation. Not every initiative can or should be pursued—portfolio
management helps decide which ones matter most.

The APM Body of Knowledge emphasises that P3M is not just about processes,
but about governance, leadership, and value delivery. Effective P3M requires
clear decision-making structures, stakeholder engagement, and the ability to
adapt to change. It also recognises the importance of benefits management—
ensuring that intended improvements are actually realised.

In practice, P3M enables organisations to move from strategy to execution in a
controlled and coherent way. By integrating projects, programmes, and
portfolios, it ensures that effort is not wasted, risks are managed holistically,
and outcomes contribute meaningfully to long-term success.
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In short, P3M is the discipline that connects what an organisation wants to
achieve with how it actually gets there.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672

© P P P M Project Management Services LLC 2026
Page 5 of 70



PROJECT, PROGRAMME AND PORTFOLIO MANAGEMENT EXPLAINED

Understanding Projects, Programmes and Portfolios

What's the difference and when would you use each one?

A project can be defined as, “a unique, transient endeavour undertaken to
bring about change and to achieve planned objectives” (APM Body of
Knowledge 8th Edition).

A programmes, however, can be defined as, “a unique, transient strategic
endeavour undertaken to achieve beneficial change and incorporating a group
of related projects and business as usual (steady state) activities” (APM Body of
Knowledge 8th Edition).

We can see that the two key differences are

e projects tend to be "tactical" in nature, whereas programmes usually
deliver more strategic change

e projects are generally "endeavours" in themselves, whereas programmes
deal with a set of related projects or other activities

We would often use a project to bring about a point change or deliverable, but
use a programme to effect something with a wider reach or at a "higher" level.

Of course, the above are generalisations, there are grey areas and the vehicle
used is often a matter of judgement. But we do have a choice, and although
this will be dependent on a range of factors, a general guide might be to
choose the one that gives the best results.

A portfolio can be defined as “a collection of projects and/or programmes used
to structure and manage investments at an organistional or functional level to

optimise strategic benefits or operational efficiency” (APM Body of Knowledge
8th Edition).

A portfolio can be thought of as an overall structure that binds together and
guides all of the change initiatives in an organisation (or function) to ensure
that best value and best benefit is being realised from the investment made in
money, time and other resources.

Portfolio management is often conducted by a separate team and/or at C-suite
level, and needs to be flexible so that as internal and external conditions
change, outcomes and benefits are optimised.
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Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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What is Project Management and Why is it Different?

Why would we use it when we have "normal" management?

Project management is "the application of processes, methods, skills,
knowledge and experience to achieve specific project objectives for change"
(definition from APM Body of Knowledge 8th edition).

We might also add that this needs to be according to the project acceptance
criteria within agreed parameters. This almost always means that project
management involves producing final deliverables that are constrained to a
finite timescale and budget. (See https://www.apm.org.uk/resources/what-is-

project-management/)

Therefore, we can see that a key factor that distinguishes project management
from just 'management' is that it has this final deliverable and a finite
timespan, unlike management which is an ongoing process. Because of this a
project professional needs a wide range of skills - often technical skills, and
certainly people management skills and good business awareness.

But why is project management different from other forms of management?

One answer to this is that project management differs from other forms of
management because it is fundamentally concerned with delivering change,
rather than maintaining ongoing operations. Drawing on the APM Body of
Knowledge, this distinction lies at the heart of what makes project
management unique.

Unlike operational or functional management, which focuses on repetitive
activities and steady-state performance, project management deals with
temporary endeavours. Projects have a defined start and end, specific
objectives, and are often characterised by uncertainty and risk. This means
project managers must work within constraints—typically time, cost, and
guality—while navigating ambiguity.

Another key difference is the focus on outputs and objectives. Operational
managers are responsible for sustaining business-as-usual activities, ensuring
efficiency and consistency. In contrast, project managers are tasked with
creating something new—whether a product, service, or capability—that
delivers a defined outcome.

© P PP M Project Management Services LLC 2026
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Project management also requires a high degree of cross-functional
coordination. Projects often cut across organisational boundaries, bringing
together diverse teams, stakeholders, and expertise for a limited period. This
contrasts with traditional management roles, which are usually tied to a
specific department or function.

The APM Body of Knowledge highlights the importance of governance,
stakeholder engagement, and risk management in projects. Because projects
are inherently uncertain and involve change, they demand structured decision-
making and proactive management of risks and opportunities.

Finally, success in project management is measured differently. While
operational management focuses on ongoing performance metrics, project
success is typically judged by whether the project delivers its intended outputs
and contributes to desired outcomes and benefits.

In essence, project management is distinct because it is about managing
change in a controlled way—turning ideas into reality—while other forms of
management are primarily concerned with sustaining and optimising what
already exists.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Project Lifecycles
How can we get from the beginning to the end?

Introduction

A project life cycle describes the structured phases a project passes through
from initiation to completion. According to the APM Body of Knowledge, life
cycles provide a framework for managing work, controlling risk, and ensuring
that outputs and outcomes are delivered effectively. While all projects follow a
life cycle, the form it takes can vary significantly depending on the nature of the
work.

We will briefly look at three types:

e Linear (or "predictive"”, sometimes known as "waterfall" or "stage gate")
e |terative (or "adaptive")
e Hybrid

Linear (Predictive) Life Cycle

A linear life cycle—often called predictive or waterfall—is a sequential
approach where each phase is completed before the next begins. It is best
suited to projects where requirements are well understood from the outset.

Typical phases include:

e Concept / Initiation

e Definition / Planning

e Development / Execution
e Handover / Closure

An example is shown in the diagram below.
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Project Stage Gate Lifecycle
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Key characteristics include:

e C(Clear structure and documentation

e Limited flexibility once underway

e Strong governance and control

e Suitable for construction, infrastructure, or regulated environments

The strength of this approach lies in its predictability, but it can struggle when
requirements change.

Iterative (Adaptive) Life Cycle
An iterative life cycle is designed for environments with uncertainty or evolving

requirements. Work is delivered in repeated cycles (iterations), allowing for
feedback and refinement along the way.

Key characteristics include:

¢ Incremental delivery of outputs

e Continuous stakeholder feedback

e Flexibility to adapt scope and design

e Emphasis on learning and improvement

© P P P M Project Management Services LLC 2026
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This approach is common in software development and innovation projects,
where it is difficult to define all requirements upfront. The trade-off is less
predictability in scope and sometimes cost. The diagram below shows a
"scrum" type variant of an iterative life cycle, often used in software
development.

Scrum Method

Iterative Project Lifecycle
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Product Backlog g
Sprint Planning Sprint Review m
- Select items # Inspect Increment # ° Done
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Prioritised list it Godl ery P
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Inspect & Adapt
Refine Backlog

Update Priorities Repeat for Next Sprint

Scrum Ceremonies (Timeboxes)

Sprint Planning 2-4h ié Daily Scrum  15m Q Sprint Review 2-4h **‘ Retrospective 1-3h
Plan the work Sync & adapt Demo & feedback Improve process

Hybrid Life Cycle

A hybrid life cycle combines elements of both linear and iterative approaches.
It recognises that different parts of a project may require different levels of
certainty and flexibility.

Key characteristics include:

e Structured phases with iterative components

e Flexibility where needed, control where required
e Tailored approach based on project complexity

e Increasingly common across industries
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For example, a project might use a linear approach for overall governance and
milestones, while adopting iterative methods for specific stages, for example
development of specific components like software or user interfaces. This is
shown in the sample diagram below.

Hybrid Project Lifecycle
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Choosing the Right Life Cycle

The APM Body of Knowledge emphasises that selecting a life cycle is not about
preference, but about fitness for purpose. Factors influencing this choice
include:

e C(Clarity of requirements
e Level of uncertainty

e Stakeholder needs

e Risk profile

e Regulatory constraints

Conclusion

Project life cycles provide the backbone for managing delivery. Whether linear,
iterative, or hybrid, each approach offers different strengths. The key is
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understanding the context of the project and applying the most appropriate
structure to balance control, flexibility, and value delivery.

In practice, the most effective project managers are those who can adapt the
life cycle to the situation, rather than rigidly following a single model.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Project, Programme and Portfolio Governance

Maintaining Overall Accountability and Control

Governance is the framework of authority and accountability that defines and
controls the outputs, outcomes and benefits from projects, programmes and
portfolios. It is the mechanism whereby the investing organisation exerts
financial and technical control over the deployment of the work and the
realisation of value. (Definition from APM Body of Knowledge 8th edition).

See https://www.apm.org.uk/resources/what-is-project-management/what-is-

governance/

Project governance arrangements define how decisions are made, authority is

exercised, and accountability is maintained throughout the life of a project.
Effective governance ensures that projects remain aligned with organisational
strategy while being delivered in a controlled, transparent, and ethical manner.

At its core, project governance provides a framework for oversight and
direction. It establishes clear roles, responsibilities, and reporting lines so that
everyone involved understands who has the authority to make decisions and
how those decisions are escalated. This typically includes defined roles such as
the project sponsor, project manager, and governance boards or steering
groups.

A key element of governance arrangements is the definition of decision points
and controls. These are often implemented through stage gates or review
points, where progress is assessed against agreed criteria. At these points,
decisions are made to continue, change, or stop the project, ensuring that
resources are used effectively and risks are managed proactively.

The APM Body of Knowledge emphasises the importance of accountability and
assurance. Governance arrangements should provide independent oversight to
confirm that the project is being managed properly and that it remains viable.
This may involve audits, health checks, or assurance reviews that provide
confidence to stakeholders.

Another critical aspect is alignment with organisational governance. Projects do
not operate in isolation—they must fit within wider corporate governance
structures, including financial controls, risk management frameworks, and

© P PP M Project Management Services LLC 2026
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strategic priorities. Strong alignment ensures consistency and supports better
decision-making across the organisation.

Stakeholder engagement is also central to effective governance. Governance
arrangements should ensure that the right stakeholders are involved at the
right time, with clear communication channels in place. This helps to build
trust, manage expectations, and support informed decision-making.

Finally, governance must be proportionate and tailored to the project’s
complexity, risk, and importance. Overly rigid governance can slow progress,
while insufficient governance can lead to poor control and increased risk. The
APM highlights the need to strike the right balance, adapting governance
arrangements to suit the specific context.

In summary, project governance arrangements provide the structure that
enables projects to be directed, controlled, and assured. When designed
effectively, they support better decisions, improved accountability, and
successful delivery of outcomes aligned with organisational objectives.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Project Sustainability

Thinking of the Long Term

Project sustainability refers to the consideration of environmental, social, and
economic impacts throughout the life cycle of a project and beyond. The APM
Body of Knowledge (8th edition) highlights sustainability as a key responsibility
of project professionals, ensuring that projects not only deliver outputs and
benefits, but do so in a way that supports long-term value and minimises harm.

At its core, project sustainability is about balancing short-term delivery with
long-term consequences. Projects often create change that extends well
beyond their completion, so decisions made during planning and execution can
have lasting effects on communities, resources, and the environment.
Sustainable project management seeks to ensure that these impacts are
understood and managed responsibly.

A key element is the integration of environmental considerations. This includes
reducing carbon emissions, minimising waste, and using resources efficiently.
Projects should assess their environmental footprint and look for opportunities
to adopt more sustainable practices, such as low-impact materials, energy-
efficient processes, and circular economy principles.

Equally important are social factors. The APM emphasises the need to consider
how projects affect people—both directly and indirectly. This includes health
and safety, community impact, equality, and ethical working practices.
Sustainable projects aim to create positive social outcomes while avoiding
harm or unintended negative consequences.

The third pillar is economic sustainability, which focuses on delivering value
over the long term. This goes beyond immediate cost efficiency to consider
whole-life value, including maintenance, operation, and eventual disposal.
Projects should aim to optimise benefits in a way that is financially viable and
supports organisational and societal goals.

The APM Body of Knowledge also highlights the importance of governance and
decision-making in sustainability. Sustainability considerations should be
embedded into project governance arrangements, business cases, and decision

© P PP M Project Management Services LLC 2026
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criteria. This ensures that sustainability is not treated as an afterthought, but as
a core aspect of how projects are selected and delivered.

Stakeholder engagement plays a crucial role. Understanding the expectations
and concerns of stakeholders—such as customers, communities, regulators,
and investors—helps ensure that sustainability objectives are relevant and
achievable. Transparent communication also supports accountability and trust.

Finally, sustainability requires a whole-life perspective. Project teams should
consider not just delivery, but the operation, use, and end-of-life of project
outputs. This life cycle thinking helps to identify opportunities for improvement
and avoid shifting problems into the future.

In summary, project sustainability is about ensuring that projects deliver lasting
value in a responsible way. By integrating environmental, social, and economic
considerations into decision-making, project professionals can contribute to
outcomes that are not only successful, but also sustainable for the future.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Financial Management

Managing the Money

Project financial management is concerned with planning, controlling, and
monitoring the financial resources required to deliver a project successfully.
The APM Body of Knowledge (8th edition) positions financial management as a
critical discipline that ensures projects are both affordable and deliver value in
line with organisational objectives.

At its core, financial management involves establishing a robust business case.
This sets out the justification for the project, including expected costs, benefits,
and value for money. It provides the foundation for investment decisions and is
used throughout the project to assess ongoing viability.

A key element is cost estimating and budgeting. Early estimates provide an
indication of affordability, while more detailed budgets are developed as the
project progresses. These budgets allocate funding across different activities
and time periods, forming a baseline against which performance can be
measured.

Closely linked is cost control, which ensures that expenditure remains within
approved limits. This involves tracking actual costs, forecasting future spend,
and managing variances. Techniques such as earned value management may
be used to integrate cost, schedule, and performance data, providing insight
into project health.

The APM Body of Knowledge also emphasises the importance of financial
governance and assurance. Projects must operate within organisational
financial controls, including approval processes, audit requirements, and
reporting standards. Regular financial reporting provides transparency and
supports informed decision-making by sponsors and governance bodies.

Another important aspect is benefits and value management. Financial
management is not just about controlling costs—it is also about ensuring that
the project delivers the expected financial and non-financial benefits. This
includes assessing return on investment, whole-life costs, and the timing of
benefits realisation.

© P PP M Project Management Services LLC 2026
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Risk and uncertainty play a significant role in financial management. Projects
often face cost-related risks, such as price fluctuations, scope changes, or
unforeseen events. Contingencies and risk allowances are therefore built into
budgets, and financial plans are regularly reviewed and updated.

Finally, financial management requires integration with wider project controls.
It must align with scheduling, resource management, procurement, and risk
management to provide a coherent view of project performance. This
integrated approach supports better forecasting and more effective decision-
making.

In summary, project financial management ensures that projects are planned,
funded, and controlled effectively, delivering value while maintaining financial
discipline. When applied well, it enables organisations to make sound
investment decisions and maximise the benefits of their projects.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Business Cases

Justifying the Investment

A business case provides the justification for undertaking a project, setting out
why the investment is needed and how it will deliver value. The APM Body of
Knowledge (8th edition) defines the business case as a living document that
supports decision-making throughout the project life cycle, from initial concept
through to benefits realisation.

At its core, a business case explains the rationale for change. It identifies the
problem or opportunity being addressed and outlines how the proposed
project aligns with organisational strategy. This ensures that projects are not
undertaken in isolation, but contribute meaningfully to wider objectives.

A key component is the assessment of options. Rather than assuming a single
solution, a robust business case evaluates multiple approaches, including the
“do nothing” option. Each option is analysed in terms of costs, benefits, risks,
and feasibility, enabling informed comparisons and selection of the most
appropriate course of action.

The business case also sets out the expected benefits and value. These may be
financial, such as increased revenue or reduced costs, or non-financial, such as
improved customer satisfaction or enhanced capability. Clear definition of
benefits provides a basis for measuring success and supports ongoing
justification of the project.

Equally important is the consideration of costs, risks, and uncertainties. The
business case includes estimates of investment required, along with an
assessment of potential risks and their impact on viability. This helps decision-
makers understand not only the potential rewards, but also the level of
exposure involved.

The APM Body of Knowledge emphasises that the business case should be
continually reviewed and updated. As the project progresses and more
information becomes available, assumptions may change. Regular reviews—
often at stage gates—ensure that the project remains viable and aligned with
its original objectives, or that corrective action is taken if necessary.
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Governance and ownership are also critical. The business case is typically
owned by the project sponsor, who is accountable for ensuring that it remains
valid and that the anticipated benefits are realised. This reinforces the link
between strategic intent and project delivery.

Finally, the business case adopts a whole-life perspective, considering not just
the cost of delivery, but also the operational, maintenance, and end-of-life
implications of the project’s outputs. This ensures that decisions are based on
long-term value rather than short-term gains.

In summary, the business case is the foundation for informed investment
decisions, providing a structured and evidence-based justification for projects.
When managed effectively, it ensures that resources are committed to
initiatives that deliver real and lasting value.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Portfolio Shaping

Determining the Content of the Portfolio

Portfolio shaping is the process of selecting, prioritising, and balancing an
organisation’s projects and programmes to ensure alignment with strategic
objectives and optimal use of resources. In the APM Body of Knowledge (8th
edition), portfolio shaping is a key aspect of portfolio management, focused on
deciding what change initiatives should be undertaken.

At its core, portfolio shaping is about strategic alignment. Organisations
typically have more potential initiatives than they can realistically deliver, so
choices must be made about where to invest. Portfolio shaping ensures that
selected projects and programmes directly support business goals and
contribute to long-term value.

A key element is the evaluation and selection of initiatives. Proposals are
assessed using defined criteria, such as expected benefits, costs, risks, and
strategic fit. This often involves comparing different options and making trade-
offs to determine which initiatives offer the greatest value.

Closely linked is prioritisation. Not all initiatives are equally important or
urgent, so portfolio shaping establishes a clear order of precedence. This helps
ensure that limited resources—such as funding, people, and time—are
allocated to the most valuable work.

The APM Body of Knowledge also highlights the importance of balancing the
portfolio. A well-shaped portfolio considers a mix of factors, such as:

e Short-term vs long-term benefits

e High-risk vs low-risk initiatives

e Mandatory vs discretionary work

e |Innovation vs operational improvement

This balance helps organisations manage risk while still pursuing opportunities
for growth and transformation.

Resource capacity and constraints are another critical consideration. Portfolio
shaping must take into account what the organisation can realistically deliver.
Overcommitting resources can lead to delays, reduced quality, and failure to
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realise benefits. Effective shaping ensures that demand does not exceed
capacity.

The process is not static—portfolio shaping requires ongoing review and
adjustment. As organisational priorities change or new information emerges,
the portfolio may need to be reshaped. This can involve starting new initiatives,
reprioritising existing ones, or stopping projects that no longer deliver sufficient
value.

Governance and decision-making play a central role. Portfolio boards or senior
leadership teams are typically responsible for shaping decisions, supported by
robust data and analysis. Clear governance ensures transparency,
accountability, and consistency in how decisions are made.

In summary, portfolio shaping is about choosing the right work at the right
time. By aligning initiatives with strategy, balancing risk and reward, and
managing resource constraints, organisations can ensure that their portfolio
delivers maximum value and supports long-term success.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Project Procurement

Obtaining Goods and Services from Outside the Organisation

Project procurement is the process of acquiring goods, services, or works from
external suppliers to support the delivery of a project. The APM Body of
Knowledge (8th edition) highlights procurement as a critical function that
enables organisations to access expertise, resources, and capabilities that are
not available internally.

At its core, project procurement is about making informed decisions on how
and from whom to obtain what the project needs. This begins with defining
requirements clearly—what is to be procured, the expected quality, and the
outcomes to be achieved. Well-defined requirements are essential for ensuring
that suppliers can deliver effectively and that expectations are aligned.

A key element is the selection of an appropriate procurement strategy. This
includes decisions about contract types, supplier relationships, and risk
allocation. For example, organisations may choose between fixed-price, cost-
reimbursable, or target-cost contracts depending on the level of uncertainty
and the desired balance of risk between client and supplier.

The APM Body of Knowledge emphasises the importance of supplier selection
and evaluation. This typically involves a structured process such as tendering or
negotiation, where potential suppliers are assessed against criteria including
capability, cost, quality, and experience. The aim is to select suppliers who can
deliver value and align with the project’s objectives.

Once a supplier is appointed, contract management becomes essential.
Contracts define the terms of engagement, including scope, responsibilities,
payment mechanisms, and performance expectations. Effective contract
management ensures that both parties meet their obligations and that any
issues are addressed promptly.

Risk management is a central consideration in procurement. External suppliers
introduce additional risks, such as delays, cost overruns, or performance issues.
Procurement strategies and contracts should therefore allocate and manage
these risks appropriately, ensuring that they are borne by the party best able to
control them.
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The APM Body of Knowledge also highlights the importance of relationships
and collaboration. Successful procurement is not just transactional—it often
depends on strong working relationships between the project team and
suppliers. Collaborative approaches can improve communication, enhance
problem-solving, and lead to better outcomes.

Governance and compliance are equally important. Procurement activities
must adhere to organisational policies, legal requirements, and ethical
standards. Transparent processes and clear documentation help ensure
fairness, accountability, and value for money.

Finally, procurement should be aligned with the project’s overall objectives and
constraints, including schedule, cost, and quality. It must also integrate with
other project management functions, such as risk, scheduling, and financial
management, to support effective delivery.

In summary, project procurement is about acquiring the right resources, in the
right way, at the right time. When managed effectively, it enables projects to
leverage external expertise, manage risk, and deliver value in line with
organisational goals.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Project Reviews

How are We Doing?

Project reviews are structured assessments conducted at key points during a
project’s life cycle to evaluate progress, performance, and ongoing viability. The
APM Body of Knowledge (8th edition) identifies project reviews as an essential
component of governance, providing assurance that a project remains aligned
with its objectives and continues to deliver value.

At their core, project reviews are about informed decision-making. They
provide stakeholders with the information needed to determine whether a
project should proceed as planned, be adjusted, or, in some cases, be stopped.
This ensures that resources are used effectively and that projects remain
justified.

A key element is the use of formal review points, often aligned with stage
gates. At these points, the project is assessed against predefined criteria such
as performance against schedule and budget, risk exposure, quality of outputs,
and alignment with the business case. These reviews act as control
mechanisms, ensuring that progress is transparent and accountable.

The APM Body of Knowledge highlights different types of reviews, including:

e Gate reviews, which support decision-making at key transition points

e Health checks, which provide a snapshot of project performance

e Assurance reviews, which offer independent verification of project status
e Post-project reviews, which capture lessons learned and evaluate success

Independence and objectivity are important characteristics of effective
reviews. While project teams may conduct internal assessments, independent
reviewers can provide unbiased insights and challenge assumptions, increasing
confidence in the findings.

Another critical aspect is the focus on performance and learning. Reviews are
not only about identifying issues but also about recognising good practice and
opportunities for improvement. Lessons learned can be applied both within the
current project and across future initiatives.
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Stakeholder involvement is also essential. Reviews should engage the right
stakeholders, including sponsors, governance bodies, and subject matter
experts. This ensures that decisions are informed by a range of perspectives
and that there is shared understanding of project status.

The APM Body of Knowledge emphasises that reviews should be proportionate
and timely. Too many reviews can create unnecessary burden, while too few
can reduce visibility and control. The frequency and depth of reviews should
reflect the project’s complexity, risk, and importance.

Finally, project reviews support ongoing alignment with the business case. By
regularly reassessing whether the project remains viable and desirable,
organisations can ensure that they continue to invest in initiatives that deliver
value.

In summary, project reviews provide a structured way to monitor, evaluate, and
improve project performance. When applied effectively, they enhance
governance, support better decisions, and contribute to successful project
outcomes.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Project Assurance

Getting That Nice Warm Feeling (or Not)

Project assurance is the process of providing independent and objective
confidence that a project is being managed effectively and is likely to achieve
its objectives. The APM Body of Knowledge (8th edition) identifies assurance as
a key element of governance, ensuring that projects remain viable, controlled,
and aligned with organisational goals.

At its core, project assurance is about building confidence for stakeholders. It
provides evidence that appropriate processes, controls, and standards are in

place, and that the project is progressing as intended. This enables sponsors

and governance bodies to make informed decisions with greater certainty.

A defining feature of assurance is its independence. Unlike project controls or
internal reporting, assurance is typically carried out by individuals or teams
who are separate from the project’s day-to-day management. This
independence allows for objective assessment and constructive challenge,
helping to identify issues that may not be visible from within the project team.

The APM Body of Knowledge highlights several key areas that assurance
activities may cover, including:

e Governance and decision-making structures

e Alignment with the business case and strategic objectives
e Risk management and controls

e Performance against scope, schedule, cost, and quality

e Compliance with organisational policies and standards

Assurance can take many forms, such as audits, health checks, peer reviews,
and gateway reviews. These activities may be scheduled at key points in the
project life cycle or triggered by specific risks or concerns. Each provides a
different level of depth and focus, but all aim to improve confidence in project
delivery.

Another important aspect is the role of assurance in early identification of
issues. By providing independent scrutiny, assurance helps to highlight risks,
weaknesses, or deviations from plan before they escalate into significant
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problems. This enables timely corrective action and supports better project
outcomes.

Stakeholder communication is also central to effective assurance. Findings from
assurance activities are typically reported to sponsors and governance bodies,
ensuring transparency and accountability. Clear, evidence-based reporting
helps decision-makers understand the project’s status and any actions
required.

The APM Body of Knowledge emphasises that assurance should be
proportionate and risk-based. The level of assurance applied should reflect the
project’s complexity, scale, and risk profile. High-risk or strategically important
projects will typically require more rigorous and frequent assurance activities.

Finally, project assurance contributes to continuous improvement. Insights
gained from assurance reviews can inform better practices, both within the
current project and across the organisation’s wider portfolio.

In summary, project assurance provides independent confidence that a project
is on track and under control. When applied effectively, it strengthens
governance, supports informed decision-making, and increases the likelihood
of successful delivery.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Capability Development

Looking to the Future

Capability development is the process of building and enhancing an
organisation’s ability to deliver projects, programmes, and portfolios effectively.
The APM Body of Knowledge (8th edition) recognises capability development
as essential for improving performance, enabling consistent delivery, and
supporting long-term organisational success.

At its core, capability development is about strengthening the skills, systems,
and structures needed to deliver change. It goes beyond individual competence
to include organisational processes, tools, governance, and culture. The aim is
to create an environment where projects can be delivered efficiently and
consistently.

A key element is the development of people and competencies. This includes
training, professional development, and the establishment of clear career
pathways for project professionals. Frameworks such as competency models
help define the knowledge, skills, and behaviours required for effective
performance.

The APM Body of Knowledge also highlights the importance of standardised
processes and methodologies. By adopting consistent approaches to project
delivery—such as common life cycles, governance frameworks, and reporting
structures—organisations can improve efficiency, reduce risk, and enable
better collaboration across teams.

Another critical aspect is the use of tools and systems. Effective capability
development includes implementing appropriate technologies to support
planning, scheduling, risk management, and performance tracking. These tools
provide visibility and enable better decision-making.

Organisational learning plays a central role. Lessons learned from previous
projects should be captured, shared, and applied to future work. This
continuous learning approach helps organisations improve over time and avoid
repeating mistakes.

The APM Body of Knowledge emphasises the importance of leadership and
culture in capability development. Strong leadership supports the adoption of
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best practices, while a positive culture encourages collaboration,
accountability, and continuous improvement. Without these, even well-
designed processes may not be effective.

Governance and maturity assessment are also important. Organisations often
use maturity models to assess their current capabilities and identify areas for

improvement. This provides a structured approach to capability development,
helping to prioritise initiatives and measure progress.

Finally, capability development must be aligned with organisational strategy.
Investments in people, processes, and tools should support the organisation’s
strategic objectives and future needs, ensuring that capability is developed
where it adds the most value.

In summary, capability development is about building the foundations for
effective project delivery. By enhancing skills, standardising practices, and
fostering a culture of learning and improvement, organisations can increase
their ability to deliver successful outcomes consistently and sustainably.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Transition Management

Working Towards the New Business as Usual

Transition management is the process of ensuring that the outputs of a project
are successfully integrated into business-as-usual operations so that intended
benefits can be realised. The APM Body of Knowledge (8th edition) highlights
transition management as a critical link between project delivery and
operational value, ensuring that change is adopted, embedded, and sustained.

At its core, transition management is about moving from delivery to use. While
projects create outputs—such as systems, facilities, or processes—these only
deliver value when they are effectively adopted by the organisation. Transition
management ensures that the receiving environment is prepared, capable, and
ready to operate the new capability.

A key element is planning for transition early in the project life cycle. Transition
is not something that happens at the end—it must be considered from the
outset. This includes defining how outputs will be handed over, what support is
required, and how success will be measured in operational terms.

The APM Body of Knowledge emphasises the importance of stakeholder
readiness and engagement. Users, operators, and support teams must be
involved throughout the project to ensure they understand the change and are
prepared to adopt it. This may include training, communication, and change
management activities to build confidence and capability.

Another critical aspect is operational readiness. This involves ensuring that
processes, systems, resources, and support arrangements are in place before
handover. Readiness assessments or acceptance criteria are often used to
confirm that the organisation can sustain the new capability effectively.

Handover and acceptance are central to transition management. Clear criteria
should be established to define when outputs are complete and acceptable.
Formal acceptance processes help ensure that responsibilities are transferred
appropriately from the project team to operational teams.

The APM Body of Knowledge also highlights the importance of benefits
realisation. Transition management supports the tracking and delivery of
benefits after project completion, ensuring that the intended value is achieved.
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This may involve ongoing monitoring and adjustments as the new capability is
embedded.

Risk management remains important during transition. Risks such as user
resistance, operational disruption, or inadequate support must be identified
and managed to ensure a smooth transition.

Finally, transition management requires alighnment between project and
operational governance. Clear roles, responsibilities, and communication
channels help ensure continuity and accountability as the project moves into
business-as-usual.

In summary, transition management ensures that project outputs are
successfully adopted and deliver real value. By focusing on readiness,
handover, and benefits realisation, it bridges the gap between project
completion and operational success.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Benefits Management

Delivering the Promised Made in the Business Case

Benefits management is the process of identifying, planning, tracking, and
realising the benefits that a project or programme is intended to deliver. The
APM Body of Knowledge (8th edition) positions benefits management as
central to ensuring that projects create real, measurable value, rather than
simply delivering outputs.

At its core, benefits management is about linking outputs to outcomes. While
projects produce deliverables—such as systems, products, or infrastructure—
benefits arise from how those deliverables are used. Effective benefits
management ensures that this connection is clearly understood and actively
managed.

A key element is the identification and definition of benefits. Benefits should be
clearly articulated, measurable where possible, and aligned with organisational
objectives. This includes both tangible benefits, such as cost savings or
increased revenue, and intangible benefits, such as improved customer
satisfaction or enhanced capability.

The APM Body of Knowledge emphasises the importance of benefits planning.
This involves mapping how project outputs will lead to outcomes and
ultimately deliver benefits, often using tools such as benefits maps or profiles.
It also includes defining ownership, timelines, and measures for each benefit.

Another critical aspect is benefits ownership and accountability. Benefits are
typically realised outside the project, within operational areas of the
organisation. As such, responsibility for achieving them often lies with business
owners rather than the project manager. Clear accountability ensures that
benefits are actively pursued after project delivery.

Monitoring and tracking are essential to ensure that benefits are realised as
expected. This involves measuring performance against defined indicators and
reviewing progress over time. Regular reporting provides visibility and supports
informed decision-making.

The APM Body of Knowledge also highlights the need for ongoing review and
adaptation. As circumstances change, expected benefits may need to be
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reassessed. Some benefits may take longer to materialise, while others may no
longer be achievable. Continuous review ensures that the focus remains on
delivering value.

Integration with governance and the business case is another key
consideration. Benefits management should be embedded within governance
arrangements and used to inform decisions at stage gates and reviews. The
business case should be updated to reflect changes in expected benefits,
ensuring that the project remains justified.

Finally, benefits management adopts a whole-life perspective, extending
beyond project completion. Realising benefits often requires sustained effort,
monitoring, and sometimes additional change initiatives after handover.

In summary, benefits management ensures that projects deliver meaningful
and measurable value. By focusing on outcomes, accountability, and
continuous tracking, it helps organisations move beyond delivery to achieve
the benefits that justify investment in the first place.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Stakeholder and Communications Management

Navigating Power and Interest

Stakeholder and communications management is the process of identifying,
analysing, and engaging individuals or groups who can influence or are affected
by a project, and ensuring that information is communicated effectively to
support successful delivery. The APM Body of Knowledge (8th edition)
highlights this as a critical discipline for building support, managing
expectations, and enabling informed decision-making.

We might say that a stakeholder is someone (or a group) who has either power
or interest (or both) in a project, programme or portfolio.

At its core, stakeholder and communications management is about
understanding people and their needs. Projects operate within complex
environments involving sponsors, users, suppliers, regulators, and other
interested parties. Each stakeholder may have different expectations, levels of
influence, and concerns, all of which must be recognised and managed.

A key element is stakeholder identification and analysis. This involves
determining who the stakeholders are, assessing their interests, influence, and
attitudes, and understanding how they may impact—or be impacted by—the
project. Tools such as stakeholder mapping help prioritise engagement efforts.

The APM Body of Knowledge emphasises the importance of engagement and
relationship management. Effective engagement goes beyond simply informing
stakeholders—it involves building trust, addressing concerns, and fostering
collaboration. This may include regular meetings, workshops, and feedback
mechanisms to ensure stakeholders are actively involved where appropriate.

Closely linked is communications planning. A structured communications plan
defines what information will be shared, with whom, how often, and through
which channels. This ensures that stakeholders receive the right information at
the right time, supporting transparency and alignment.

Tailoring communication is another critical aspect. Different stakeholders
require different types and levels of information. Senior decision-makers may
need concise, high-level summaries, while project teams may require detailed
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operational information. Effective communication adapts to these needs to
maximise clarity and impact.

The APM Body of Knowledge also highlights the role of listening and feedback.
Communication is a two-way process, and actively seeking and responding to
stakeholder feedback helps identify issues early, improve decision-making, and
strengthen relationships.

Managing expectations and conflict is an inherent part of stakeholder
management. Projects often involve competing interests, and differences of
opinion may arise. Skilled stakeholder management helps to negotiate,
influence, and resolve conflicts in a constructive way.

Finally, stakeholder and communications management must be integrated with
governance and leadership. Clear communication supports effective decision-
making, while strong leadership helps align stakeholders around shared
objectives and vision.

In summary, stakeholder and communications management ensures that the
right people are engaged in the right way at the right time. When done well, it
builds trust, enhances collaboration, and significantly increases the likelihood
of project success.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Conflict Resolution

What Happens Meaningful Differences Exist?

Conflict resolution is the process of identifying, addressing, and resolving
disagreements that arise between individuals or groups during a project. The
APM Body of Knowledge (8th edition) recognises conflict as a natural and often
unavoidable aspect of project work, given the diversity of stakeholders,
competing priorities, and inherent pressures of delivery.

At its core, conflict resolution is about managing differences constructively.
Projects bring together people with varied perspectives, objectives, and
interests, which can lead to tension. Effective conflict resolution does not seek
to eliminate disagreement, but to handle it in a way that supports collaboration
and project outcomes.

A key element is the early identification of conflict. Recognising signs of
disagreement—such as miscommunication, reduced cooperation, or opposing
views—allows issues to be addressed before they escalate. Proactive
management helps prevent conflict from negatively impacting performance.

The APM Body of Knowledge emphasises the importance of understanding the
root causes of conflict. These may include differences in objectives, resource
constraints, unclear roles, or interpersonal issues. By identifying underlying
causes rather than just symptoms, more effective and lasting solutions can be
achieved.

Communication and active listening are central to resolving conflict. Creating
an environment where individuals feel heard and understood helps to build
trust and openness. Encouraging constructive dialogue allows parties to
express their concerns and work towards mutual understanding.

Another important aspect is the use of appropriate resolution strategies. These
may include:

e Collaboration, where parties work together to find a mutually beneficial
solution

e Compromise, where each side makes concessions

e Accommodation, where one party yields to maintain harmony

e Avoidance, used selectively to allow time for reflection

© P PP M Project Management Services LLC 2026
Page 39 of 70



PROJECT, PROGRAMME AND PORTFOLIO MANAGEMENT EXPLAINED

e Competition, where a decisive outcome is required

The choice of approach depends on the situation, the importance of the issue,
and the relationships involved.

The APM Body of Knowledge also highlights the role of leadership and
emotional intelligence. Project leaders must be able to manage their own
emotions, understand those of others, and facilitate constructive interactions.
Strong leadership helps create a culture where conflict is addressed openly and
respectfully.

Governance and clarity of roles can also reduce conflict. Clearly defined
responsibilities, decision-making authority, and escalation routes help minimise
misunderstandings and provide structured ways to resolve disputes when they
arise.

Finally, conflict resolution contributes to team performance and learning.
When handled effectively, conflict can lead to better ideas, improved
relationships, and stronger team cohesion. It can also highlight areas for
improvement in processes or communication.

In summary, conflict resolution is about turning disagreement into positive
outcomes. By addressing issues early, understanding their causes, and applying
appropriate strategies, project professionals can manage conflict in a way that
supports collaboration and successful delivery.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Project Leadership

Vision, Alignment and Empowerment

Project leadership is the ability to guide, influence, and inspire individuals and
teams to achieve project objectives and deliver successful outcomes. The APM
Body of Knowledge (8th edition) identifies leadership as a critical capability
that goes beyond management processes, focusing on people, vision, and
direction.

At its core, project leadership is about creating clarity and purpose. Leaders
establish a clear vision for the project, aligning team members and
stakeholders around shared goals. This sense of purpose helps motivate
individuals and ensures that efforts are directed towards achieving meaningful
outcomes.

A key element is the ability to influence and engage people. Unlike traditional
line management, project leadership often involves working with individuals
who do not report directly to the project manager. This requires strong
interpersonal skills, including communication, negotiation, and the ability to
build trust and credibility.

The APM Body of Knowledge emphasises the importance of adaptability and
situational leadership. Different projects, teams, and contexts require different
leadership styles. Effective leaders are able to adjust their approach depending
on factors such as team maturity, complexity, and organisational culture.

Decision-making and accountability are also central to project leadership.
Leaders must be able to make informed and timely decisions, often in
uncertain or high-pressure environments. They are responsible for guiding the
project through challenges and ensuring that it remains aligned with its
objectives.

Another important aspect is developing and supporting the team. Project
leaders create an environment where individuals can perform at their best,
providing direction, support, and feedback. This includes fostering
collaboration, encouraging innovation, and addressing any issues that may
affect team performance.
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The APM Body of Knowledge also highlights the role of emotional intelligence.
Understanding and managing emotions—both one’s own and those of others—
enables leaders to handle conflict, build strong relationships, and maintain a
positive team environment.

Ethical behaviour and professionalism are fundamental to effective leadership.
Project leaders must act with integrity, fairness, and transparency, setting the
standard for how the project is conducted. This helps build trust with
stakeholders and supports sound decision-making.

Finally, project leadership must be aligned with governance and organisational
objectives. Leaders play a key role in ensuring that the project remains
strategically aligned and that decisions are made in the best interests of the
organisation.

In summary, project leadership is about inspiring people and guiding delivery.
By combining vision, influence, adaptability, and integrity, effective leaders
enable teams to overcome challenges and achieve successful project
outcomes.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672

© P PP M Project Management Services LLC 2026
Page 42 of 70



PROJECT, PROGRAMME AND PORTFOLIO MANAGEMENT EXPLAINED

Project Team Management

Building and Maintaining Effective Teams

Project team management is the process of forming, developing, and leading a
group of individuals to deliver project objectives effectively. The APM Body of
Knowledge (8th edition) highlights team management as a critical discipline,
recognising that successful delivery depends not just on processes, but on how
people work together.

At its core, project team management is about bringing together the right
people and enabling them to perform. Projects often involve individuals from
different functions, organisations, and backgrounds, requiring careful
coordination to ensure that skills and expertise are aligned with project needs.

A key element is team formation and structure. This includes defining roles and
responsibilities, establishing reporting lines, and ensuring that the team has the
necessary capabilities. Clear role definition helps avoid confusion and supports

accountability across the project.

The APM Body of Knowledge emphasises the importance of team
development. Effective teams do not form automatically—they require time,
support, and leadership to become high-performing. This includes building
trust, establishing shared ways of working, and developing a collaborative
culture.

Communication and collaboration are central to team management. Open and
effective communication enables team members to share information, resolve
issues, and coordinate activities. Collaborative working practices help integrate
different perspectives and improve overall performance.

Another important aspect is performance management. This involves setting
clear expectations, monitoring progress, and providing feedback. Recognising
good performance and addressing underperformance helps maintain
motivation and ensures that the team remains focused on delivering
objectives.

The APM Body of Knowledge also highlights the role of motivation and
engagement. Project environments can be demanding, so maintaining team
morale is essential. This may involve recognising achievements, providing
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opportunities for development, and creating a supportive working
environment.

Conflict management is often part of team management. Differences in opinion
or working styles can lead to tension, and effective team management involves
addressing these issues constructively to maintain cohesion and productivity.

Leadership plays a crucial role in shaping team culture and behaviour. Project
leaders set the tone for how the team operates, promoting values such as
trust, accountability, and respect. A positive team culture supports better
collaboration and resilience.

Finally, project team management must be adaptable. Teams may change over
the course of a project, and the approach to management should evolve
accordingly. Flexibility ensures that the team remains effective as the project
progresses.

In summary, project team management is about creating and sustaining a high-
performing team. By focusing on people, relationships, and performance, it
enables projects to be delivered successfully and efficiently.

Peter Benton ChPP, CEng, CITP

www.linkedin.com/in/peter-benton-7015672
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Diversity and Inclusion

Fairness and Maximising Capability

Diversity and inclusion in project management refer to creating an
environment where a wide range of perspectives, backgrounds, and
experiences are valued, and where all individuals feel respected, supported,
and able to contribute fully. The APM Body of Knowledge (8th edition)
recognises diversity and inclusion as important factors in building effective
teams and delivering successful project outcomes.

At its core, diversity and inclusion are about maximising the potential of
people. Diversity brings together differences in skills, knowledge, culture, and
thinking, while inclusion ensures that these differences are actively embraced
and leveraged. Together, they enhance creativity, problem-solving, and
decision-making within project environments.

A key element is the recognition of different perspectives and experiences.
Projects often involve complex challenges, and diverse teams are better
equipped to generate innovative solutions. By encouraging a range of
viewpoints, project teams can avoid groupthink and make more robust
decisions.

The APM Body of Knowledge emphasises the importance of creating an
inclusive environment. This means fostering a culture where individuals feel
safe to express their ideas, challenge assumptions, and contribute without fear
of bias or exclusion. Inclusive behaviours—such as active listening, respect, and
openness—are essential to achieving this.

Leadership plays a critical role in promoting diversity and inclusion. Project
leaders set the tone for team behaviour, ensuring that inclusive practices are
embedded in how the team operates. This includes addressing bias, supporting
equal opportunities, and ensuring fair treatment for all team members.

Another important aspect is fair and equitable access to opportunities. This
includes recruitment, role allocation, development, and recognition. Ensuring
that opportunities are based on merit and capability helps build trust and
supports a high-performing team.
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The APM Body of Knowledge also highlights the importance of awareness and
continuous improvement. Organisations and project teams should reflect on
their practices, identify areas for improvement, and take action to enhance
diversity and inclusion over time.

Communication and engagement are central to inclusion. Clear, respectful
communication helps ensure that all voices are heard and understood. It also
supports collaboration across different cultures, disciplines, and perspectives.

Finally, diversity and inclusion contribute to better project outcomes. By
drawing on a broader range of ideas and experiences, teams can improve
innovation, reduce risk, and deliver solutions that better meet the needs of
stakeholders.

In summary, diversity and inclusion are about creating an environment where
everyone can contribute and succeed. When embedded effectively, they
strengthen teams, enhance decision-making, and support the delivery of
successful and sustainable project outcomes.

Peter Benton ChPP, CEng, CITP
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Ethics, Compliance and Professionalism

Doing the Right Thing and Doing it Right

Ethics, compliance and professionalism are fundamental principles that guide
how projects are conducted and how project professionals behave. The APM
Body of Knowledge (8th edition) emphasises that successful project delivery is
not only about achieving objectives, but also about doing so in a way that is
responsible, lawful, and aligned with professional standards.

At its core, this area is about doing the right thing in the right way. Ethics refers
to moral principles and values that guide behaviour, compliance relates to
adherence to laws, regulations, and organisational policies, and
professionalism reflects the standards of conduct expected of individuals in
their roles.

A key element is ethical decision-making. Project environments often involve
complex situations, competing interests, and pressures to deliver. Project
professionals must be able to make decisions that are fair, transparent, and in
the best interests of stakeholders, even when this may be challenging.

The APM Body of Knowledge highlights the importance of compliance with
legal and regulatory requirements. Projects must operate within applicable
laws, industry standards, and organisational policies. This includes areas such
as health and safety, procurement regulations, data protection, and financial
controls. Compliance ensures that projects are conducted responsibly and
reduces the risk of legal or reputational issues.

Professionalism is reflected in behaviours such as integrity, accountability,
competence, and respect. Project professionals are expected to demonstrate
these qualities in their interactions with stakeholders, their management of
work, and their commitment to continuous development. Acting professionally
helps build trust and credibility.

Another important aspect is transparency and accountability. Clear reporting,
honest communication, and openness about risks and issues support informed
decision-making and reinforce trust among stakeholders. Accountability
ensures that individuals take responsibility for their actions and decisions.
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The APM Body of Knowledge also emphasises the need to manage conflicts of
interest. Project professionals must recognise situations where personal or
organisational interests could influence decision-making and take appropriate
steps to address them, ensuring fairness and objectivity.

Governance and organisational culture play a significant role in supporting
ethics and compliance. Strong governance frameworks provide clear
expectations and controls, while a positive culture encourages ethical
behaviour and supports individuals in raising concerns where necessary.

Finally, ethics, compliance and professionalism contribute to sustainable and
responsible project delivery. By adhering to high standards of conduct,
organisations can protect their reputation, maintain stakeholder confidence,
and deliver outcomes that are both effective and ethically sound.

In summary, ethics, compliance and professionalism ensure that projects are
delivered with integrity, accountability, and respect for standards and
stakeholders. When embedded effectively, they underpin trust, support good
decision-making, and contribute to long-term success.

Peter Benton ChPP, CEng, CITP
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Project Requirements Management

What Do We Need to Achieve Here?

Project requirements management is the process of identifying, defining,
analysing, and controlling the needs and expectations that a project must (or
perhaps should) fulfil. The APM Body of Knowledge (8th edition) highlights
requirements management as essential to ensuring that project outputs are fit
for purpose and aligned with stakeholder needs.

At its core, requirements management is about understanding what needs to
be delivered and why. Projects exist to meet specific needs or solve particular
problems, and clearly defined requirements provide the foundation for
successful delivery. Without this clarity, projects risk delivering outputs that do
not meet expectations.

A key element is requirements identification and capture. This involves
engaging with stakeholders to gather their needs, expectations, and
constraints. Techniques such as workshops, interviews, and observation may be
used to ensure that requirements are comprehensive and accurately reflect
stakeholder intent.

The APM Body of Knowledge emphasises the importance of analysis and
prioritisation. Not all requirements are equally important, and some may
conflict with others. Analysing requirements helps clarify their meaning, assess
feasibility, and prioritise them based on value, risk, and constraints.

Using the above criteria, project requirements might, for example, be divided
into categories based on priority, for example using the "MoSCoW" criteria:

"Must have"
"Should have"
"Could have"

"Won't have"

Another critical aspect is requirements definition and documentation.
Requirements should be clearly articulated, unambiguous, and testable where
possible. Well-defined requirements provide a baseline for design,
development, and validation activities.
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Traceability is a key feature of effective requirements management. This
involves linking requirements to project objectives, design elements, and
deliverables, ensuring that all requirements are addressed and that changes
can be tracked throughout the project life cycle.

The APM Body of Knowledge also highlights the need for change control.
Requirements may evolve as the project progresses, particularly in complex or
uncertain environments. A structured approach to managing changes ensures
that impacts on scope, cost, and schedule are understood and controlled.

Validation and verification are essential to confirm that requirements have
been met. Validation ensures that the right requirements have been defined
(meeting stakeholder needs), while verification ensures that the outputs meet
those requirements.

Stakeholder engagement remains central throughout the process. Ongoing
communication and collaboration help ensure that requirements remain
relevant and that expectations are managed effectively.

Finally, requirements management must be integrated with other project
management processes, including scope management, risk management, and
guality management. This integration supports consistency and helps ensure
that the project delivers its intended outcomes.

In summary, project requirements management is about defining and
controlling what the project must achieve. When applied effectively, it ensures
that deliverables meet stakeholder needs, reduces the risk of rework, and
supports successful project outcomes.

Peter Benton ChPP, CEng, CITP
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Solutions Development

How are We Actually Going to Get There?

Solutions development is the process of designing, creating, and refining the
outputs required to meet project requirements and deliver intended outcomes.
The APM Body of Knowledge (8th edition) identifies solutions development as
a core activity within project delivery, focused on transforming requirements
into practical, workable solutions.

At its core, solutions development is about turning ideas into reality. Once
requirements have been defined, the project must develop a solution that
satisfies those needs while balancing constraints such as time, cost, quality, and
risk. This involves both technical and creative problem-solving.

A key element is solution design. This involves translating requirements into a
structured approach for delivery, considering factors such as functionality,
performance, usability, and integration with existing systems or processes.
Good design ensures that the solution is feasible, efficient, and aligned with
stakeholder expectations.

The APM Body of Knowledge emphasises the importance of iterative
development and refinement, particularly in complex or uncertain
environments. Solutions may be developed in stages, allowing for feedback,
testing, and improvement. This helps ensure that the final output meets user
needs and reduces the risk of defects or misalignment.

Another critical aspect is integration and coordination. Many projects involve
multiple components or disciplines, and solutions must be brought together
into a coherent whole. Effective coordination ensures that different elements
work together seamlessly and support the overall objectives.

Quality management is central to solutions development. Standards, testing,
and validation processes are used to ensure that the solution meets defined
requirements and performs as intended. This includes both verification
(building the solution correctly) and validation (building the right solution).

The APM Body of Knowledge also highlights the importance of innovation and
creativity. Solutions development often requires new approaches or
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improvements on existing practices. Encouraging innovation can lead to more
effective, efficient, or sustainable outcomes.

Stakeholder engagement remains vital throughout the process. Involving users
and other stakeholders in design reviews, testing, and feedback ensures that
the solution remains aligned with their needs and expectations.

Finally, solutions development must be aligned with the overall project life
cycle and governance. Decisions about design and development should be
subject to appropriate controls, reviews, and approvals to ensure that the
solution remains viable and aligned with the business case.

In summary, solutions development is about creating effective and fit-for-
purpose outputs. By combining design, iteration, quality assurance, and
stakeholder input, it ensures that project deliverables meet requirements and
support successful outcomes.

Peter Benton ChPP, CEng, CITP
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Strategic Context of Programme Management

Implementing Strategic Change

We can define a programme as "a unique, transient strategic endeavour
undertaken to achieve beneficial change and incorporating a group of related
projects and business as usual (steady state) activities”.

We can also define programme management as "the coordinated management
of projects and business-as-usual activities to achieve beneficial change."

Both of these definitions come from the APM Body of Knowledge 8th edition.
See also https://www.apm.org.uk/resources/what-is-project-

management/what—is—programme—management/

As we can see, programme management is very much a strategic activity, and
in this article, we will look briefly at the context in which this takes place.

The strategic context of programme management refers to the alignment of
programmes with an organisation’s long-term objectives and the role
programmes play in delivering strategic change. The APM Body of Knowledge
(8th edition) positions programme management as a key mechanism for
translating strategy into coordinated action, ensuring that change initiatives
collectively deliver sustainable value and organisational benefits.

At its core, the strategic context is about linking vision to delivery.
Organisations define strategic goals to achieve future success, and programmes
provide the structure to realise those goals through a set of related projects
and activities. This ensures that change is not fragmented, but managed in a
coherent and purposeful way.

A key element is alignment with organisational strategy. Programmes are
initiated to address strategic priorities, such as growth, transformation, or
improvement. This requires a clear understanding of how programme
outcomes contribute to strategic objectives, ensuring that effort and
investment are directed towards what matters most.

The APM Body of Knowledge emphasises the importance of benefits realisation
within a strategic framework. Unlike projects, which focus on delivering
outputs, programmes are concerned with achieving outcomes and benefits
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that support strategic goals. This requires ongoing coordination and
adjustment to ensure that benefits are realised in a changing environment.

Another critical aspect is managing change at a strategic level. Programmes
often involve significant organisational transformation, affecting processes,
systems, and people. Effective programme management ensures that these
changes are integrated, sequenced, and aligned with the organisation’s
capacity to absorb them.

Governance and decision-making are central to maintaining strategic
alignment. Programme governance structures provide oversight, ensuring that
decisions are made in line with strategic priorities and that progress is
monitored against expected outcomes. This includes regular reviews to confirm
that the programme remains relevant and viable.

The APM Body of Knowledge also highlights the role of external and internal
context. Programmes operate within a broader environment that includes
market conditions, regulatory requirements, organisational culture, and
stakeholder expectations. Understanding this context helps ensure that
programmes remain responsive and adaptable.

Stakeholder engagement is particularly important at the strategic level. Senior
stakeholders, including executives and sponsors, play a key role in shaping and
supporting programmes. Effective engagement ensures alignment, secures
commitment, and enables informed decision-making.

Finally, the strategic context requires a focus on prioritisation and resource
alignment. Programmes must compete for resources within the wider portfolio,
and their strategic importance influences decisions about funding and support.
Ensuring that resources are aligned with strategic priorities is essential for
successful delivery.

In summary, the strategic context of programme management is about
ensuring that coordinated change delivers organisational strategy. By aligning
programmes with strategic objectives, managing benefits, and responding to
the wider environment, organisations can achieve meaningful and lasting
transformation.

Peter Benton ChPP, CEng, CITP
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Programme Life Cycles

Stages in Implementing Strategic Change

A programme lifecycle describes the structured phases through which a
programme is initiated, delivered, and closed in order to realise strategic
benefits. The APM Body of Knowledge (8th edition) highlights that, unlike
projects, programme lifecycles are focused on outcomes and benefits over
time, rather than simply delivering outputs.

At its core, a programme lifecycle is about coordinating change in a controlled
and flexible way. Programmes often operate in complex and evolving
environments, so their lifecycles are typically less rigid than project lifecycles
and must accommodate ongoing learning and adaptation.

A typical programme lifecycle includes several key phases:

¢ |dentification — Defining the strategic need and establishing the
programme’s vision, objectives, and initial scope. This phase aligns the
programme with organisational strategy and secures sponsorship.

e Definition — Developing the programme in detail, including its
governance structure, roadmap, constituent projects, and benefits
realisation plan. This phase sets the foundation for delivery.

e Delivery — Coordinating and managing the projects and activities that
make up the programme. This phase focuses on implementing change,
managing dependencies, and ensuring that outputs are integrated
effectively.

e Benefits realisation — Monitoring and ensuring that the intended benefits
are achieved as outputs are adopted. This phase often overlaps with
delivery and extends beyond it, reflecting the ongoing nature of benefits.

e Closure — Formally closing the programme once its objectives have been
achieved or it is no longer viable. This includes reviewing performance,
capturing lessons learned, and ensuring that responsibilities are
transferred to business-as-usual operations.

A representative diagram is shown below.
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Programme Lifecycle

O\,erlap;_aifg _Activiﬁes
e o Benefits
Identification Definition
Vision & Programme Implementation Achieving Handover &
Strategic Alignment Planning & Management Benefits Review

The APM Body of Knowledge emphasises that programme lifecycles are often
iterative and overlapping. For example, benefits realisation may begin before
all projects are complete, and new projects may be initiated as the programme
evolves. This reflects the dynamic nature of programmes and their focus on
long-term outcomes.

A key feature of programme lifecycles is the use of tranches or stages. These

are segments of the programme that deliver incremental change and benefits.
Each tranche is typically reviewed before proceeding, allowing decisions to be
made based on performance, emerging risks, and changing strategic priorities.

Governance and decision points are integral throughout the lifecycle. Regular
reviews ensure that the programme remains aligned with strategy, continues to
be viable, and is delivering value. This enables organisations to adapt or
redirect the programme as needed.

The APM Body of Knowledge also highlights the importance of flexibility and
responsiveness. Programmes must be able to adapt to changes in the internal
and external environment, adjusting scope, priorities, or approach to maintain
alignment with strategic objectives.
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In summary, typical programme lifecycles provide a framework for managing
complex, strategic change over time. By structuring delivery into phases and
tranches, while allowing for iteration and adaptation, they enable organisations
to realise benefits and achieve long-term objectives effectively.

Peter Benton ChPP, CEng, CITP
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Core Programme Management Processes

Overview of the Typical Elements

Core programme management processes are the structured activities used to
coordinate, control, and deliver a programme’s intended outcomes and
benefits. The APM Body of Knowledge (8th edition) describes these processes
as essential for managing complexity, ensuring alignment, and enabling
programmes to deliver strategic change effectively.

At their core, these processes are about coordinating multiple related projects
and activities to achieve outcomes that cannot be delivered in isolation.
Programmes operate at a higher level than projects, focusing on integration,
dependency management, and benefits realisation.

A key element is programme definition and planning. This involves establishing
the programme’s vision, objectives, scope, and structure. It includes identifying
constituent projects, defining governance arrangements, and developing a
roadmap that outlines how change will be delivered over time.

The APM Body of Knowledge emphasises the importance of benefits
management as a central process. Programmes are driven by the need to
deliver outcomes and benefits, so processes must be in place to identify, plan,
track, and realise these benefits. This ensures that the programme remains
focused on value rather than just outputs.

Another critical aspect is dependency and integration management.
Programmes often involve multiple interrelated projects, and managing the
relationships between them is essential. This includes coordinating schedules,
aligning outputs, and ensuring that dependencies are understood and
managed effectively.

Stakeholder engagement and communications are also key processes.
Programmes typically involve a wide range of stakeholders, including senior
leaders, operational teams, and external partners. Effective engagement
ensures alignment, supports decision-making, and facilitates the adoption of
change.

The APM Body of Knowledge also highlights the role of risk and issue
management at a programme level. Risks may arise not only within individual
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projects but also from their interactions and the broader programme context.
Managing these risks holistically helps protect the programme’s objectives.

Governance and decision-making processes provide oversight and control.
Programme boards or steering groups review progress, assess performance,
and make key decisions. Regular reviews ensure that the programme remains
aligned with its objectives and continues to be viable.

Another important process is transition management, which ensures that
programme outputs are successfully integrated into business-as-usual
operations. This supports the realisation of benefits and ensures that change is
embedded effectively.

Finally, core programme management processes must be adaptive and
iterative. Programmes often operate in dynamic environments, so processes
should allow for flexibility and adjustment as circumstances change.

In summary, core programme management processes provide the structure
needed to coordinate complex change and deliver strategic outcomes. By
integrating planning, governance, benefits management, and stakeholder
engagement, they enable programmes to achieve their intended value.

Peter Benton ChPP, CEng, CITP
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Portfolio Management and Organisational Context

How an Organisation Uses Portfolios to Achieve its Aims

We can define a portfolio as, “a collection of projects and/or programmes used
to structure and manage investments at an organistional or functional level to
optimise strategic benefits or operational efficiency” (APM Body of Knowledge
8th Edition) and we can define Portfolio management as, "the selection,
prioritisation and control of an organisation’s programmes and projects, in line
with its strategic objectives and capacity to deliver" (APM Body of Knowledge
8th Edition). See also https://www.apm.org.uk/resources/what-is-project-

management/what-is-portfolio-management/

From this, we can infer that the we need to ensure that the right change
initiatives, aligned with strategy, are undertaken, whilst at the same time
balancing the implementation of these change initiatives with the maintenance
of business--as--usual and optimising return on investment. So how does an
organisation use a portfolio (or portfolios) to do this?

At its core, portfolio management is about strategic decision-making and value
optimisation. Organisations typically have more ideas and opportunities than
they can deliver, so portfolio management provides a structured approach to
deciding which initiatives to pursue, defer, or stop. This ensures that resources
are invested in activities that deliver the greatest value.

As we can see from the above definitions, a key element is the alignment of the
portfolio with organisational strategy. All projects and programmes within the
portfolio should contribute to strategic goals, such as growth, efficiency, or
transformation. This alighment ensures coherence between long-term vision
and day-to-day delivery activities.

The APM Body of Knowledge emphasises the importance of prioritisation and
balancing. Portfolio management involves evaluating initiatives based on
criteria such as benefits, cost, risk, and strategic fit, and then prioritising them
accordingly. It also requires balancing the portfolio to achieve an appropriate
mix—for example, short-term versus long-term initiatives, high-risk versus low-
risk work, and mandatory versus discretionary change.
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Another critical aspect is the organisational context in which portfolio
management operates. This includes factors such as organisational structure,
culture, governance frameworks, and available resources. Portfolio
management must be tailored to fit this context, ensuring that processes and
decision-making structures are appropriate and effective.

Resource management and capacity planning are central to portfolio
management. The portfolio must reflect what the organisation can realistically
deliver, taking into account constraints such as funding, skills, and time.
Effective portfolio management avoids overcommitment and ensures that
resources are allocated to the highest priorities.

The APM Body of Knowledge also highlights the role of governance and
leadership. Portfolio boards or senior leadership teams are responsible for
making strategic decisions, supported by clear governance arrangements.
These structures ensure accountability, transparency, and consistency in
decision-making.

Performance monitoring and control are essential to maintain alignment and
value. Portfolio management involves tracking the performance of projects and
programmes, assessing whether they continue to justify investment, and
making adjustments as needed. This may include reprioritising, reallocating
resources, or terminating initiatives that no longer deliver sufficient value.

Finally, portfolio management is inherently dynamic and adaptive. The
organisational environment may change due to market conditions,
technological developments, or internal priorities. Portfolio management must
respond to these changes, continuously reshaping the portfolio to remain
aligned with strategy.

In summary, the fundamentals and organisational context of portfolio
management are about ensuring that the organisation is doing the right work,
in the right way, at the right time. By aligning initiatives with strategy, balancing
competing demands, and operating within the organisational context, portfolio
management enables effective and sustainable delivery of change.

Peter Benton ChPP, CEng, CITP
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Key Portfolio Management Processes

What are the Main Things We Need to Do?

Key processes of portfolio management are the structured activities used to
select, prioritise, monitor, and control an organisation’s projects and
programmes to ensure alignment with strategic objectives. The APM Body of
Knowledge (8th edition) highlights these processes as essential for ensuring
that organisations are investing in the right initiatives and delivering maximum
value.

At their core, these processes are about decision-making at a strategic level.
Portfolio management provides a framework for evaluating competing
demands and determining which initiatives should be undertaken, continued,
or stopped. This ensures that resources are focused on work that best supports
organisational goals.

A key element is portfolio definition and selection. This involves identifying
potential projects and programmes, assessing them against agreed criteria—
such as benefits, cost, risk, and strategic fit—and selecting those that should be
included in the portfolio. This process ensures that only viable and valuable
initiatives are pursued.

The APM Body of Knowledge emphasises the importance of prioritisation and
balancing. Once initiatives are selected, they must be prioritised to reflect their
relative importance. Portfolio balancing ensures an appropriate mix of work,
considering factors such as short-term versus long-term value, risk exposure,
and resource demand.

Another critical process is resource allocation and capacity management.
Portfolio management must ensure that the organisation has the capability to
deliver its chosen initiatives. This involves allocating funding, people, and other
resources in line with priorities, while avoiding overcommitment.

Performance monitoring and control are central to maintaining alignment and
value. Portfolio performance is tracked using key indicators, enabling decision-
makers to assess whether initiatives are delivering as expected. Regular reviews
provide opportunities to adjust priorities, reallocate resources, or terminate
underperforming projects.
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The APM Body of Knowledge also highlights the role of risk management at a
portfolio level. This involves understanding and managing risks across the
entire portfolio, including the cumulative impact of individual project risks and
broader strategic uncertainties.

Governance and decision-making processes underpin all portfolio activities.
Portfolio boards or senior leadership teams provide oversight, make key
decisions, and ensure that processes are applied consistently. Clear governance
structures support transparency, accountability, and effective control.

Another important process is benefits realisation and value management.
Portfolio management focuses not just on delivering outputs, but on ensuring
that the overall portfolio delivers the intended benefits and strategic value. This
requires ongoing tracking and evaluation of outcomes.

Finally, portfolio management processes must be continuous and adaptive. As
organisational priorities and external conditions change, the portfolio must be
reviewed and reshaped. This dynamic approach ensures that the organisation
remains responsive and focused on delivering value.

In summary, the key processes of portfolio management provide the structure
needed to select, prioritise, and control change initiatives at a strategic level.
By integrating selection, governance, performance monitoring, and resource
management, these processes enable organisations to maximise value and
achieve their strategic objectives.

Peter Benton ChPP, CEng, CITP
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Fundamentals of PMOs (Project Management Offices)
What are They, What do They Do, and What Forms do They Take?

Definition of a PMO

We can define a Project Management Office (PMO) as an organisational
structure that provides support for projects, programmes and/or portfolios
(APM Body of Knowledge (8th edition)).

Although they come in many forms, and specific responsibilites can differ,
PMOs generally support, standardise, and improve the delivery of projects and
programmes across an organisation. The APM Body of Knowledge (8th edition)
describes PMOs as key enablers of effective P3M, helping organisations achieve
consistency, control, and improved performance in delivering change.

Key PMO Activities

At their core, PMOs are about providing structure and support. They establish
frameworks, processes, and standards that guide how projects and
programmes are managed. This helps ensure that delivery is consistent, aligned
with governance requirements, and capable of meeting organisational
objectives.

A key element is the standardisation of methods and practices. PMOs often
define and maintain methodologies, templates, and tools that project and
programme teams use. This reduces variability, improves efficiency, and
enables better comparison and reporting across initiatives.

The APM Body of Knowledge emphasises the importance of support and
facilitation. PMOs provide practical assistance to delivery teams, such as
planning support, reporting, risk management guidance, and administrative
services. This allows project and programme managers to focus on leading
delivery while benefiting from centralised expertise.

Another critical aspect is information management and reporting. PMOs
collect, analyse, and present data on project and programme performance.
This provides visibility to senior stakeholders, supports decision-making, and
ensures that issues and risks are identified early.
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Governance support is also a central function. PMOs help implement
governance arrangements by coordinating reviews, maintaining
documentation, and ensuring that processes are followed. This strengthens
oversight and helps ensure compliance with organisational standards.

The APM Body of Knowledge highlights that PMOs can operate at different
levels, including project, programme, or portfolio level, and may vary in scope
and authority. Some PMOs focus on support and coordination, while others
take on more directive roles, such as prioritising work or allocating resources.

Capability development is another important function. PMOs contribute to
building organisational maturity by promoting best practices, supporting
training and development, and facilitating lessons learned. This helps improve
performance over time and strengthens the organisation’s ability to deliver
change.

Finally, PMOs must be aligned with organisational needs and context. Their
structure, role, and level of control should reflect the organisation’s size,
complexity, and strategic priorities. A well-designed PMO adds value by
supporting delivery without creating unnecessary bureaucracy.

In summary, PMOs provide the foundation for consistent and effective project
and programme delivery. By standardising practices, supporting teams, and
enabling governance and insight, they help organisations improve performance
and achieve successful outcomes.

Different Types PMO

A useful description of this can be found in the the PMI’s "PMO Value-Ring
Framework and Flywheel". See https://pmoga.pmi.org/resources/pmo-value-

rng

This redefines the traditional view of PMOs by positioning them as dynamic,
value-driven entities rather than static support functions. Instead of a single
model, the framework recognises that PMOs evolve and operate in different
forms depending on organisational needs, maturity, and strategic intent.

At its core, the framework identifies several types of PMO roles, each
contributing differently to value creation. These include the following broad
classes.
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1. Supportive PMO

A supportive PMO provides guidance, standards, and tools to project teams. It
acts as a centre of excellence, offering templates, best practices, training, and
knowledge sharing. Key characteristics are:

e Low level of control
e Focus on consistency and capability building
e Enables teams rather than directing them

This type is often found in organisations with decentralised delivery where
flexibility is important.

2. Controlling PMO

A controlling PMO introduces governance, compliance, and oversight. It
ensures that projects follow defined processes, standards, and reporting
requirements. Key characteristics are:

e Moderate level of control

e Focus on governance and assurance

e Ensures alignment with organisational policies

e This type balances flexibility with the need for consistency and
accountability.

3. Directive PMO
A directive PMO takes a more hands-on role in delivery, directly managing

projects and programmes. Key characteristics are:

e High level of control
e Centralised authority over delivery
e Focus on execution and performance
e This model is common in organisations requiring strong control over
critical initiatives.
4. Strategic (Enterprise) PMO

The framework emphasises the growing importance of the strategic PMO,
which operates at an enterprise level. Key characteristics are:

e Aligns portfolios with organisational strategy
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e Supports decision-making and prioritisation
e Focuses on value realisation rather than just delivery

e This type plays a key role in connecting strategy to execution.

5. Value-Driven / Adaptive PMO

A key insight of the PMI framework is that modern PMOs must be adaptive and
value-focused. Rather than fitting into a fixed category, PMOs evolve across a
spectrum of roles depending on organisational needs. Key characteristics are:

e Focus on outcomes and benefits
e Continuously adapts services and capabilities
e |Integrates data, insights, and stakeholder feedback

This is where the “flywheel” concept comes in—PMOs continuously learn,
improve, and reinforce value delivery over time.

The Value-Ring and Flywheel Concept

The Value-Ring represents the PMQ’s role in enabling value across the
organisation—through governance, delivery support, strategic alignment, and
capability development.

The Flywheel illustrates how PMOs build momentum, in that they:

e Deliver value
e Gain trust and credibility
e Expand influence

e Enable greater strategic impact

Over time, this creates a self-reinforcing cycle of continuous improvement and
increasing organisational value.

The PMI’s PMO Value-Ring Framework and Flywheel shifts the perspective from
“what type of PMO is it?” to “how does the PMO create value?”. While
supportive, controlling, directive, and strategic PMOs still exist, the modern
PMO is increasingly adaptive, outcome-focused, and integrated into
organisational strategy.
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In essence, the most effective PMOs are those that evolve—moving beyond
governance and support to become key drivers of value and strategic success.
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P P P M Project Management Services LLC

P P P M Project Management Services LLC has been delivering projects for
many years. We are also letting others into the secret, by helping them to do
their projects better. Our services range from traditional consulting, where we
advise and support an organisation on its

project process; review projects at all PPPM
stages of delivery, where we suggest { Project
: : - %W  Management
improvement or recovery actions; training, : " services LLC

mentoring and coaching, where we
empower your workforce; through to providing experienced personnel to
manage projects directly. Our clients span sectors and reach across the globe.
We have advised at many levels within these organisations and try to ensure
that our services are a fit to the needs of our clients. Contact us now to discuss
your project management needs.

www.pppm.llc

@ peter.benton@pppm.lic
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