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Organisations continue to face challenges in aligning and prioritising projects and programmes

with strategic execution, and research shows that there is a need for organisations to develop
a process that could assist them in achieving this. Using a survey study and literature, this
study developed a conceptual model illustrating an ideal framework for aligning projects and
programmes with organisational strategy execution. The model also proposes the optimal
positioning of the enterprise portfolio management office (EPMO) within the organisational
value chain to facilitate effective strategy execution and benefit management.
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INTRODUCTION
Organisations implement projects to effect
changes that add value, making projects
essential for organisations’ growth and sus-
tainability. Both projects and programmes
play an essential role in realising organisa-
tional goals or strategies. If well-managed,
they can transform an organisation’s per-
formance, create market advantages, and
enhance competitiveness and growth.
However, in many organisations there
is a noticeable disconnect between a
strategy’s vision and its implementation
(Ackermann & Eden 2011; Ansari et al
2013; Aziz & Curlee 2017). As a result,
organisations often end up wasting
resources or not prioritising investments to
deliver much-needed value to the business.
A study conducted for the UK’s govern-
ment projects has revealed about US$4
billion in wasted efforts because of failed
initiatives (Reynolds & Lewis 2017). Despite

so much wastage, many organisations still
have not developed structures that could
assist them in ensuring that their efforts
align with their visions.

Although some research suggests that
organisations with the most substantial
focus on projects and programme pri-
oritisation outperform their counterparts,
Nieto-Rodriguez (2021) indicates that more
organisations are struggling to close the gap
between strategy formulation and imple-
mentation, even though they are utilising
project management processes in delivering
their projects. Organisations nowadays need
to ensure that they prioritise the implemen-
tation of their formulated strategies so that
they can stay competitive in global markets.

The absence of or inadequacy of leader-
ship in strategic management has led to
strategy failures in organisations. Literature
shows that strategic leadership in projects
is vital for delivering organisational goals
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Figure 1 Strategic management process (after Wheelan et al 2018)

and, often, the role of strategic leader-

ship is overlooked in many organisations.
Questions such as, “Who approves projects
for execution in organisations?’ and ‘How
strategically is that person or people
aligned to the vision of the organisation?’
are still ambiguously answered.

While many scholars have researched
the involvement of an EPMO in organisa-
tional strategy implementation (Aubry et
al 2007; Aziz & Curlee 2017; Duggal 2018;
Hyvéri 2016), research has been inadequate
in determining the optimal positioning
of the EPMO within an organisation’s
management value chain. Aziz and Curlee
(2017) suggest that the EPMO should ide-
ally report directly to the highest level of
management within its remit and assist in
bridging the gap between the organisation’s

high-level strategic vision and its execution.

This has, however, not been practised in
many organisations, and leadership often
does not have clear, set responsibilities and
goals for such an office (Ansari et al 2013;
Nel & Maphanga 2020).

Using literature and empirical evidence
from survey data, this study proposes a
conceptual model to align projects and
programmes with organisational strategy
execution through project portfolio man-
agement (PPM) while also identifying the
optimal positioning of the EPMO within
the organisational value management
framework.

STRATEGIC MANAGEMENT
PROCESS

Strategy is developed, implemented and
evaluated through a strategic management
process. This process involves leveraging
human capital to manage the development,
implementation, and control of organi-
sational strategy. As Parnell (2014) notes,
strategic management extends beyond
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the concept of strategy itself — it requires
organisational leaders to analyse the busi-
ness environment before formulating a
strategy, and to develop action plans for
its implementation and ongoing control.
These strategic management concepts and
techniques have been successfully adopted
by organisations worldwide.

While many scholars agree on the
primary purpose of strategic management
(Acur & Englyst 2006; Nag et al 2007;
Porter 1996), which is mainly to guide
the organisation in achieving superior
performance, such a process should be a
managerial decision that is followed by an
action process to help derive and sustain
the long- and short-term performance of an
organisation. Clegg et al (2017) argue that
developing a sustainable and competitive
advantage within an organisation’s operat-
ing environment is beneficial for navigating
unforeseen challenges and is vital for
organisational wellbeing.

At times referred to as business policy,
strategic management should begin with
environmental scanning (internal and
external to the organisation) and prog-
ress to strategy formulation, strategy
implementation, evaluation, and control
(Jasper & Crossan 2012; Wheelen et al
2018). According to Wheelen et al (2018),
strategic management emphasises the
organisation’s short- and long-term perfor-
mance plans, and organisations that engage
in strategic management generally stand a
better chance of outperforming those that
do not. A survey conducted in 50 corpora-
tions, located in various countries and
industries, established that the three most
highly rated benefits of strategic manage-
ment are i) provision of strategic vision
for the organisation, ii) promotion of work
and resources prioritisation, and iii) clearly
understanding the unprecedented market

environment (Wheelen et al 2018).
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As depicted in Figure 1, the strategic
management process can be summarised
in four steps, starting with i) the analysis
of the current situation, then ii) developing
appropriate strategies, iii) implementing
strategies, and finally iv) measuring and
controlling strategies through the evalu-
ation and modification of plans (Parnell,
2014; Wheelen et al 2018).

Situational/environment scanning
This refers to monitoring, evaluating, and
disseminating information from within

or outside the organisation. Parnell (2014)
suggests that environmental analysis is
critical in analysing the organisation’s
strengths and weaknesses. The environ-
mental analysis also assists in considering
the context of managerial ethics and
corporate social responsibilities (Parnell
2014). This phase also identifies strategic
factors from the external and internal envi-
ronment that will assist in the analysis of
strategic decisions within the organisation
(Wheelen et al 2018).

Strategy formulation

This stage involves the processes of inves-
tigation, analysis, and decision making to
help the organisation gain a competitive
advantage. In this phase, organisational
leaders identify and define competitive
advantages and weaknesses that impact
growth. This is the phase where the cor-
porate mission is crafted while specifying
achievable objectives and setting strategic
guidelines (Wheelen et a/ 2018).

Strategy implementation

This is the phase in which the formulated
strategies and policies are executed by
developing projects, programmes, budgets,
and implementation procedures to ensure
that plans are realised. Wheelen et a/ (2018)
highlight that strategy implementation is
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often undertaken by middle and lower-level
managers and reviewed by the top manage-

ment of the organisation.

Strategy evaluation and control
Deriving and implementing strategy alone
is insufficient without effective measure-
ment and control. Strategy evaluation

and control is where corporate activities
and performance results are monitored to
compare actual performance with desired
performance, while activating action plans
to align any discrepancies between the two
(Wheelen et al 2018). During this phase, the
organisation’s leadership uses the informa-
tion gained from strategy implementation
to derive and implement corrective actions
to resolve any problems. Although this is
the final phase in strategic management,
Wheelen et al (2018) suggest that this phase
can also highlight weaknesses in previously
implemented strategic plans that might need
attention, thus stimulating the entire strate-

gic management process to begin again.

PROJECT MANAGEMENT
Project management is still often perceived
merely as a scheduling tool for completing
project tasks. Kerzner (2017) highlights that
some high-level executive managers still
overlook the other project management
functions. While project management
has some functional similarities with
traditional management, its fundamental
ideology is rooted in the necessity of man-
agement, which includes planning, organis-
ing, leading, and controlling to meet the set
objective(s). However, Frame (2016) thinks
that the concept of project management
is very much linked to general manage-
ment, which deals with the coordination
of resources and people to effect change.
In essence, project management deals with
managing projects, which are temporary
and unique by nature, while general man-
agement deals with managing operational
work, which is repetitive and ongoing.
Although differentiating project man-
agement from general management could
prove difficult, Kerzner (2017) and Pinto
(2019) suggest a common view among
researchers that project management is
simply an evolving phenomenon with
non-definable and unclear characteristics.
Lock (2014) expands the purpose of project
management to that of planning, organis-
ing, and controlling all activities so that
the project is completed as successfully as
possible despite challenges and risks.

Project management model
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Figure 2 Project management model (after Bell 2015)

A project management process is
depicted in Figure 2. This process includes
five key elements — scope, project, inputs,
outputs, and risks — which Bell (2015) sug-
gests help manage the overall project risk.
Although similar to the traditional and
integrative ways of managing project risk,
which centre around the theme of balancing
the iron triangle of time, cost, and output,
Bell (2015) suggests that each phase of the
project management process, as depicted
in Figure 2, must identify risks and manage
them such that the outcomes of the project
possess impact, benefit, and quality.

There has been increased interest in the
application of project management pro-
cesses to manage organisational resources.
Steyn et al (2009) mention that the applica-
tion of project management processes
has become the fastest-growing form of
managing resources globally. Utilising the
project management approach for organ-
ised activities has catapulted its use to the
management of strategic business activities
that deliver long-, medium-, and short-term
objectives. Steyn et al (2009) highlight the
following factors contributing to the rapid
growth and importance of project manage-
ment science:
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B Globalisation forces: Companies are
forced to be as efficient as their coun-
terparts across the world, and this leads
to projects being executed to transform
businesses for competitiveness.

B Product development: Unlike years
ago, when products were made to last,
modern products like computers and
cell phones have short life cycles. This
forces the development of new products
at an increasing pace, which can be
achieved through project management.

B Clientele complexity: Clients are
becoming more demanding, and
because of fierce competition, this
gives them the power to demand more.
Sound project management ensures cli-
ent satisfaction.

ALIGNMENT OF PROJECTS TO
ORGANISATIONAL STRATEGY
IMPLEMENTATION

Aligning organisational strategic goals and
the activities of project management is
often challenging. Ansari et al (2013) argue
that such a challenge could lead to losing
market opportunities and wasting time,
money, and other resources. Scholars have
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extensively researched the value of project

management in strategy implementation

(Ansari et al 2013; Eskerod et al 2017;

Zerjav, 2021), which is fundamentally about

delivering stakeholder value in the business

through the application of project manage-
ment best practices.

While strategy is about organisation
leaders setting priorities and allocating
resources to implement planned strategies
(Besanko et al 2013; Porter 1996), Ansari
et al (2013) think that it is crucial for
strategy to guide the direction of project
management. Since projects exist to support
organisational strategies, senior executives
in organisations must be able to plan and
prioritise strategic initiatives to deliver value
for the business. Often, project managers
are excluded from planning and prioritising
projects for implementation (Larson & Gray
2013), resulting in many challenges, particu-
larly concerning the functions of aligning
planned work with the actions taking place
on the ground or shop floor. In answering
the question of why project managers need
to understand strategy, Larson and Gray
(2013) provide two main reasons, namely:

B Project managers need to make appro-
priate decisions and adjustments based
on business or operational strategic
decisions.

B Project managers must understand
their organisation’s strategy in order
to effectively advocate for projects and
demonstrate to senior management
how projects on the portfolio list align
with the organisation’s mission. It is
also vital for project managers to be
able to explain the objectives, priorities,
and criticality of the projects on their
portfolio list.

Failure to align and prioritise projects and

programmes to an organisation’s strategic

plan could result in fruitless expenditure
or the misuse of scarce organisational
resources meant to drive organisational

goals (Artto et al 2008). Fraser (2017)

attributes the misalignment between pro-

jects, programmes, and strategic plans to
organisations’ difficulty in measuring the
benefits derived from their investments.

Similarly, Cabanis-Brewin and Pennypacker

(2006) note that many projects, despite

being successfully completed and meet-

ing the traditional project management
constraints of time, budget, and scope, are
deemed failures because they ultimately
fail to address the organisation’s core chal-
lenges or meet its business needs. Cabanis-
Brewin and Pennypacker (2006) suggest
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that organisations that tie their strategic
planning to portfolio selection and project
execution could avoid this mishap and
implement their strategy successfully.

The alignment of project management
and strategy implementation will help busi-
nesses to focus on planning the delivery of
projects that create value for stakeholders.
In ensuring an effective alignment, Aziz and
Curlee (2017) suggest forming a structured
process that links a strategy and its imple-
mentation through PPM. PPM integrates
projects with other business operations and
thus ensures that organisational strategies
and resources are harmonised with business
governance through the EPMO structure.
According to Aziz and Curlee (2017), PPM
coordinates the collection of strategic pro-
cesses and decisions that enable the organi-
sation to effectively balance the changes in
the business and avoid the concept usually
referred to as “business as usual”.

While others view PPM as just another
technique of project management, Levine
(2005) suggests that it goes above and
beyond project management and extends
from the vision of organisational strategy
through project management, to the reali-
sation of benefits created by implemented
projects and the organisation’s successful
competitive positioning.

Projects should be selected and priori-
tised to deliver an organisational strategic
plan. To achieve that, many organisations
formulate a structured process that ensures
cohesion between their strategic plan and
the work that must be done to realise it.
Such a process has proved to be effective
through the PPM framework (Aziz &
Curlee 2017; Cooper et al 2002; Mikkelsen
& Marnewick 2020).

VALUE OF EPMO IN THE
MANAGEMENT VALUE CHAIN
The chasm between the high-level strategic
vision of an organisation and its implemen-
tation can be bridged through the services
of the EPMO (Aubry et al 2007; Bredillet
et al 2018; Unger et al 2012). Although the
functions of this office are ambiguously
defined at times, Axelos (2013) suggests
that the core of what an EPMO should
provide is a decision enabling and business
support structure that deals with all the
business changes within an organisation.
The EPMO structure should support
and guide decision making related to
the definition and delivery of the project
portfolio (Bredillet et al 2018). This is often
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accomplished by collecting and analysing

essential data that informs decision making

and asking questions that will ensure that
the right things are achievable and com-
pleted, and if not, ensure that the necessary
steps are taken to accelerate the decision-
making cycle (Axelos 2013). The function
of the EPMO includes evaluating and
controlling project work to ensure that it
merges with organisational strategic objec-
tives by collecting and integrating data and
information from strategic projects. The

EPMO structure links the organisation’s

portfolios, programmes, projects, and cor-

porate measurement systems (Aziz 2014).
Also referred to as a corporate project

management office, there is a common

view among researchers that an organisa-
tion’s EPMO must ideally report directly
to the main board of directors or the
highest layer of management within its
remit, typically a divisional director (APM

2019; Unger et al 2012). Such an office or

structure must advise senior management

on the composition of the project portfolio,
their strategic objective, their progress
against plans, and decisions on any con-
flicting priorities, risks, and issues (Aziz

2014; Nieto-Rodriguez 2021).

Aziz (2014) highlights the following
three problems concerning how projects
are being sanctioned within organisations:
B The goals that senior executive(s)

or managers set are not measurably

aligned with projects.

B Project portfolios and implemented
projects are not formally tracked to
determine whether they are meeting or
have met their strategic goals.

B Organisations plan and implement
many projects that were never approved
by a senior executive.

Dinsmore and Cabanis-Brewin (2011) sug-

gest that such problems could be overcome

by establishing an EPMO for proper gov-
ernance processes.

RESEARCH APPROACH

The study adopted a mixed method
approach for research data collection. Both
qualitative and quantitative data was col-
lected through a survey study to develop
a theoretical model and make the study
inference. In determining the amount of
sampling needed for qualitative research,
Creswell (2014) and Kumar (2014) sug-
gest that conducting random sampling
or selecting many participants and sites
is unnecessary, as is typically found in
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quantitative research. The most important

aspect of a quantitative sample is to ensure

that it is unbiased and has easy access to
potentially knowledgeable respondents

(Kumar 2014; Taherdoost 2016).

The research aimed to collect data
from a sample of business executives to
investigate the processes undertaken to
implement organisational strategies. In this
case, seven senior organisational leaders
or managers (C-suite executives) were
sampled for qualitative data collection. The
participants were asked structured and
open-ended questions meant to illicit their
views and opinions on the subject matter.
The questionnaires were also meant to test
variability between literature and C-suite
experience on the strategic delivery of goals
in organisations. Such questions included:
B How important is strategic management

within your organisation?

B Who is involved in the execution of
strategies in the organisation?

B How does your organisation measure
strategy execution?

B Were the projects implemented over the
last ten years aligned with the organisa-
tional strategy?

B What types of challenges does your
organisation face during the implemen-
tation of its strategies?

These open-ended interviews provided an

overview and offered an opportunity for

further questioning for clarification. They
also provided an opportunity to engage

in a dialogue where the researcher and

interviewees mutually agreed on the mean-

ing of the questions and answers provided.

Another reason an open-ended interview

was chosen is its effectiveness in getting a

grip on the interviewee’s experience on the

subject matter (Silverman 2017).
Quantitative data was also collected

from subject matter experts through a

survey study. In this case, the survey study

attracted 54 participants, mainly based

in South Africa and involved in project-

related work. Pesdmaa et al (2021) suggest

that, while the size of observation is critical
in many instances, a large sample does

not overcome a poor research design or

a questionable theoretical model. In this

case, a general rule was to consider the

population sample that represents the pro-
posed research questions, and ultimately,
the most knowledgeable subject matter
experts were sampled so that accurate
inference could be drawn. Although most
of the quantitative data was collected from
subject matter experts within the borders

of South Africa, some of the organisations

that these experts practice at are multina-

tionals, providing a wider input in terms of
international knowledgebase.

The quantitatively collected data also
intended to answer the research questions
while at the same time establishing the
regularities and variabilities within the
subject matter. This was pursued by first
examining the factors contributing to the
ongoing failure to deliver projects and pro-
grammes aligned with organisational goals.
The study then focused on developing an
ideal model for aligning projects and pro-
grammes through PPM, incorporating the
role of value management and the strategic
oversight provided by an EPMO structure.
Quantitatively, the research intended
to investigate and answer the following
research questions:

B Do organisations use projects and/
or project management tools and
techniques in delivering organisational
strategy?

B Who is leading the process of project
delivery in the organisation, and how
are they strategically aligned to the
vision of the organisation?

B Do organisations make use of the ser-
vices of the EPMO?

An inductive research approach was

followed to develop a new theoretical

proposition which aims to contribute to the
knowledgebase, and the data collected for
the study was analysed to develop a theory.

Qualitative survey results

The qualitative survey attracted seven

organisation executives, mainly from organ-

isations that have existed for more than 20

years. Based on the interview answers pro-

vided, the following inferences were made:

B Organisational strategy is essential for
every leader of the organisation. It is the
basis on which organisational goals are
established.

B Organisational strategy is implemented
at various levels of the organisation and
by different people and departments.
Often, the business leader is fully
involved in all the phases of strategic
management. Interestingly, some lead-
ers think about delegating strategy
implementation to a particular person
and/or department who will manage the
implementation and report to them.

B Many leaders quantify a strategy’s suc-
cess by measuring revenues received
through its implementation, even
though some leaders have designed
scorecards and dashboards.

B Skilled human capacity is perceived to
be a significant challenge among leaders
in their strategy implementation. The
lack of individuals with best-fit knowl-
edge harms strategy implementation in
many organisations.

Quantitative data results
Quantitative data was collected through the
SurveyMonkey online platform. To validate

Less than 5 years
(4%)

More than 20 years
(9%)

15 to 20 years
(17%)

5 to 10 years
(37%)

10 to 15 years
(33%)

Figure 3 Survey results for respondents’ experience in a project management-related field
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the research design, Pesdmaa et al (2021)
emphasise the importance of ensuring that
the source of quantitative data aligns with

the unit and level of analysis, as well as the
unit of observation. In this case, the unit of
analysis refers to the population that the study
is observing and analysing, while the level of
analysis refers to the location, size, or scale of
the research objective (Pesimaa et al 2021).

Respondents’ background and
organisational maturity

Many survey respondents were found to be
experienced in project management-related
fields, as seen in Figure 3. Drawing accu-
rate inferences from the study required
data from a knowledgeable population or
from subject matter experts in order to
align with the research principle (Pesémaa
et al 2021) of ensuring that the sample is
drawn from a population consistent with
the research question(s).

Furthermore, the number of years the
respondents’ organisations have been in
operation, as shown in Figure 4, reflects the
organisational maturity within the sampled
population. Ewing and Napoli (2005) sug-
gest that it is also essential to establish the
environment in which the respondents
reside to further determine the knowl-
edge base of the respondents. As mature
organisations are constantly investing in
knowledge management for their employ-
ees, which often promotes the sharing,
application, and creation of knowledge for
the advancement of the organisation (Pee
& Kankanhalli 2009), this could be related
to the knowledge base that the respondents
possess.

Use of project management processes
Survey data indicates that many organisa-
tions still do not use project management
processes to execute projects linked to
their organisational strategy, as seen in
Figure 5. On one hand, literature suggests
that, although many of the projects that
were implemented using project manage-
ment processes were still deemed unsuc-
cessful (Shenhar et al 2001; Eskerod et al
2017), the congruity among researchers is
that project management processes should
guide the implementation of strategic
initiatives, and this should be achieved by
linking organisation strategy with projects
to improve organisational performance
(Artto et al 2008; Isikli et al 2018, Mir &
Pinnington, 2014). A survey commissioned
by the Project Management Institute
(PMI), termed “PMI’s 8th Global Project

20

(13%)

More than 50 years
(46%)

Less than 10 years

10 to 20 years
(17%)

21 to 30 years

(11%)

31 to 40 years
(7%)

41 to 50 years
(6%)

Figure 4 Survey results on organisational maturity

I don’t know
(0%)

Small extent
(13%)

Very large extent
(23%)

Moderate extent
(26%)

Large extent
(€3:27)]

Figure 5 Survey results for organisations’ use of project management processes for the execution

of projects

Management Survey,” confirmed a 32%
increase in the success rate of projects in
organisations that are continuously invest-
ing in project management training.

Project portfolio management (PPM)
Figure 6 shows that while many organisa-
tions have established processes such as

a project portfolio list, some have yet to

recognise the need for one. Every organi-
sation undertakes various initiatives to
achieve its goals. Although there is limited
consensus in the literature on the specific
components and drivers of project success, it
is widely acknowledged that success depends
largely on the ability to integrate strategic
plans with organisational efforts. In this
context, a project portfolio list is essential
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Figure 6 Survey results on the existence of a project portfolio list in the organisation

An executive
member in the
organisation
(40%)

A committee
(46%)

A senior member
in the department
(6%)

A project manager
(8%)

Figure 7 Survey results on persons responsible for approving projects for execution within

organisations

in ensuring that strategic plans are merged
with organisational efforts (Blichfeldt &
Eskerod 2008). The lifespan of a project
portfolio should extend well beyond the
individual project life cycle, encompassing
the identification of needs and opportuni-
ties, as well as the realisation of benefits
after project completion (Chih & Zwikael
2015; Zwikael et al 2018).

Project approval for implementation
It is encouraging to see that organisations
do approve their projects for execution
through a committee or an executive mem-
ber of the organisation, and data shown in
Figure 7 suggests that organisational lead-
ers are involved in the process of approving
projects for implementation. Leadership
involvement in strategic management
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processes is crucial (Winston & Patterson
2006), and Aziz and Curlee (2017) suggest
that organisational change requires strong
leadership. To lead change, Aziz and Curlee
(2017) suggest that organisational leaders
must be prepared to deal with significant
and often overwhelming challenges
brought about by the choices they make.

EPMO’s involvement in the
management value chain

of organisations

Survey data shown in Figure 8 indicates
that many organisations are not using the
services provided by an EPMO. Literature
suggests that the EPMO takes a leading
role in providing vital information needed
during business restructuring, and it also
brings projects into harmony with strate-
gies, resources, and the executive oversight
of the enterprise while at the same time
providing the structure and processes for
project portfolio governance (Axelos 2013;
Hobbs et al 2008; Monteiro et al 2016).

Benefit measurement

Many organisations do not have a dedicated
person or department responsible for meas-
uring the benefits created by implemented
projects, as seen in Figure 9. The services of
an EPMO can extend beyond the project life
cycle to the measurement of benefits cre-
ated through implemented projects (Chih &
Zwikael 2015; Mikkelsen & Marnewick 2020).

Project successes

Surveyed data confirms that many organ-
isations are not meeting their objectives
through implemented projects, as seen

in Figure 10. Data suggests that many
organisations have not developed a process
that could assist them in aligning and
prioritising projects and programmes to
implement their strategies. This noticeable
disconnect between a strategy’s vision and
its implementation is resulting in a loss

of value in implemented projects in many
organisations (Shenhar et a/ 2001; Acur &
Englyst 2006; Aziz & Curlee 2017).

CONCEPTUAL MODEL

A conceptual model is developed by merg-
ing the theoretical evidence provided in the
research with the researchers’ observations,
as depicted in Figure 11. The model seeks

to portray an ideal project alignment with
organisational strategy through the PPM
concept and the ideal location of the EPMO
within an organisation’s overall management
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value chain. In developing the model, the

researchers took cognisance of the expanded

role of the EPMO in benefits realisation man-
agement (BRM) and the critical role that the
business owner, project manager’s expertise,
and executive management involvement
could play in linking the strategy with
projects, through the BRM approach (Aubry
et al 2007; Bredillet et al 2018; Dupont &

Eskerod 2016; Nieto-Rodriguez 2021).

From literature and qualitative data, a
need arose for a structure that would link the
strategic mission of the organisation stem-
ming from executive authorities to the work
done on the floor. Executives in organisations
have raised a desire to have someone who
will manage project implementation and
report back to them. This link between the
implementation structure and the upper
echelon of the organisation could also be
used to measure benefits from implemented
projects through an organisational scorecard
to ensure seamless alignment of projects with
organisational strategy.

With that, the researchers suggest the
following in the conceptual model:

B The introduction of a strategic planning,
research, and sustainability structure
within the organisation’s top manage-
ment structure to align strategy with the
PPM. The introduction and alignment of
a monitoring and evaluation framework
within the structure is also recommend-
ed. Reviewing actual performance and
progress against rolling organisational
plans is essential, and the monitoring and
evaluation framework could provide the
functions necessary to monitor and eval-
uate projects and programmes over their
life span (Markiewicz & Patrick 2016).
Strategic leadership involvement in all
phases of the strategic management pro-
cess is critical (Parnell 2014). Therefore,
the involvement of both the corporate
suite executive and organisational
board of directors in PPM is essential in
ensuring that projects in the portfolio
list are aligned and serve to advance the
execution of the organisation’s strategy
(Axelos 2013; Aziz 2014). Executives
and board members are involved in con-
tinuous reviews of strategies and project
portfolios to maximise shareholder value.
The conceptual framework of PPM is
designed to empower both executing
project managers and business leaders
by identifying, quantifying, and funding
projects that address the business strat-
egy. Therefore, the bilateral link between
the upper echelon structure and the

22

Yes
(46%)

Figure 8 Survey results on the use of an EPMO

Figure 9 Survey results on benefits management

execution structure of an organisation

is critical for managing and controlling
the organisation’s resources demand,
capacity, and capability to ensure that the
business achieves its objectives (Dupont
and Eskerod 2016).

B The involvement of project managers in
all phases of the strategic management
process is paramount to a successful
strategy. Duggal (2018) and Grundy and

Brown (2002) identify a key reason for
the misalignment between projects and
broader business strategy as top man-
agement’s reluctance to share strategic
initiatives out of concern for commercial
sensitivity, particularly regarding the
organisation’s future direction. This
political censoring of information
provided to project managers often
hinders their ability to see or understand
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50 to 74%
successful
(34%)

75% and more
successful
(24%)

25%
successful
(12%)

25 to 49%
successful
(30%)

Figure 10 Survey results on the success of an implemented project in the previous 10 years

essential details of an organisation’s stra-
tegic direction (Grundy & Brown 2002).
B The literature highlights the importance
of measurement as a feedback mechanism
for control, playing a critical role in opti-
mising strategy and ensuring the realisa-
tion of strategic intent (Chih and Zwikael
2015; Dupont and Eskerod 2016; Shavarini
et al 2013). Monitoring and evaluation of
projects, programmes, and other organ-
isational initiatives is increasingly vital for
assessing progress and outcomes at the
initiative level. Furthermore, monitoring

and evaluation supports effective manage-
ment and informed decision making,
enhancing accountability and guiding
organisational learning for continuous
programme improvement (Mikkelsen and
Marnewick 2020; Markiewicz and Patrick
2016).

CONCLUSION

Through a survey study, the research was
able to confirm the ongoing concerns from
the literature that organisations have not

developed a structured way of aligning their
projects and programmes with their strategy
execution. Although the selection and
approval of projects for execution is largely
done by executives or high-level structures
within the organisation, there is a clear pos-
sibility that projects approved for execution
are not taken from a project portfolio list
and that the organisational list of projects
for execution is not adequately managed by
the organisation’s upper echelon.

Many organisations see the involvement
of an EPMO in the strategic management
process as unnecessary, and often, this
department is given a lower level and very
limited function in the management value
chain. Although the literature suggests that
EPMOs should be at the apex of organ-
isational structures, managed by at least a
C-suite executive, and become a conduit
between high-level strategic planning and
execution, they need to be well structured
within the organisation.

Benefits management is the process of
ensuring that the value created by projects
is realised. As this process could assist
organisations in ensuring better alignment
of their implemented projects with their
business strategy execution, the involve-
ment of organisational leadership in such
a process will ensure alignment of benefits
to strategy.
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