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Abstract 
Project portfolio management (PPM) is considered a central part for achieving intended 
strategies for organisations. However, only a percentage of strategies are actually realised, 
and whilst much previous research has focused on the formulation of strategies, less has 
been directed towards the realisation. To gain further understanding of how PPM can 
contribute to realising strategies, this thesis studied the PPM activities of selecting projects 
and allocating resources, and related challenges when trying to achieve a strategically 
aligned project portfolio in a matrix organisation. A qualitative case study was performed at 
a pharmaceutical production company in Stockholm referred to as Medex. An abductive 
research approach was used, and the data was thematically analysed whilst striving to 
achieve triangulation. The study was divided into a pre-study and a main study consisting of 
a total of 15 semi-structured interviews with participants at different positions within the 
organisation, in parallel to the collection of secondary data from Medex’s intranet.  
 
The study indicate that it is a challenge for a matrix organisation to align projects to strategy 
through project objectives, and that it is rather project values’ strong connection to strategy 
that provide a clear link between projects and strategy. It further suggests that using project 
value for linking projects to strategy can increase the understanding of the motivation of 
project priorities, as well as creating a foundation for determining if the allocation of 
resources is oriented towards strategy. Furthermore, the study demonstrates the challenge 
and necessity for top management to base their decisions on sufficient and reliable 
information. Moreover, the selection of projects must be performed in accordance with 
available resource capacity, which highlights the need for strong connections between 
short-, medium- and long-term resource allocation. Furthermore, the study emphasises the 
need for a structured way of evaluating PPM processes to improve and address associated 
challenges. Additionally, the high competition between resources in a matrix organisation is 
depicted and the study indicates that a strong focus on profits can limit the possibility of 
achieving a strategically aligned project portfolio. While the study is based on a single case, 
the findings can be regarded as transferable, at varying extents, to other companies of 
similar size and organisational structure as well. 
 
Keywords: Project portfolio management, PPM, portfolio alignment to strategy, selecting 
projects, allocating resources, matrix organisation, qualitative case study. 
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Sammanfattning 
Portföljstyrning (PPM) anses vara en central del för att uppnå avsedda strategier för 
organisationer. Men endast en andel av strategier realiseras och medan mycket av tidigare 
forskning har fokuserat på formuleringen av strategier, har mindre riktats mot 
förverkligandet. För att bidra med ytterligare kunskap kring hur PPM kan bidra till 
förverkligandet av strategier, har detta exjobb studerat PPM-aktiviteterna av att välja 
projekt och allokera resurser samt relaterade utmaningar vid åstadkommandet av en 
strategiskt anpassad projektportfölj i en matrisorganisation. En kvalitativ fallstudie utfördes 
på ett producerande läkemedelsföretag i Stockholm som under exjobbet refereras till som 
Medex. En abduktiv forskningsmetod användes och data analyserades tematiskt samtidigt 
som triangulering eftersträvades. Studien bestod av en förstudie och en huvudstudie 
bestående av 15 semistrukturerade intervjuer som inkluderade intervjudeltagare från olika 
positioner inom organisationen. Dessutom användes intranätet på Medex för att samla in 
data parallellt med de semistrukturerade intervjuerna.  
 
Studien visar att det är en utmaning för en matrisorganisation att anpassa projekt till 
strategi genom projektmål, och att det snarare är projektvärdets starka koppling till strategi 
som möjliggör en tydlig koppling mellan projekt och strategi. Vidare påvisas att användning 
av projektvärde för att länka projekt till strategi kan öka förståelsen för 
projektprioriteringar, samt skapa en grund för att avgöra om fördelningen av resurser är 
anpassad efter strategin. Utmaningen för ledningen att basera beslut på tillräcklig och 
tillförlitlig information är en ytterligare faktor som studien belyser. Dessutom måste val av 
projekt utföras i enlighet med tillgänglig resurskapacitet, vilket påvisar behovet av att 
säkerställa väletablerade kopplingar mellan kort-, medel- och lång-siktig resursallokering. 
Studien betonar behovet av ett strukturerat sätt att utvärdera PPM-processer för att 
förbättra och hantera associerade utmaningar. Dessutom avbildas den höga 
resurskonkurrensen i en matrisorganisation samt att ett starkt fokus på ekonomisk 
lönsamhet kan begränsa möjligheterna att uppnå en strategiskt anpassad projektportfölj. 
Trots att studien genomfördes med Medex som ett enskilt fall, kan resultaten betraktas som 
tillämpbara, i varierande omfattning, till andra företag av liknande storlek och 
organisationsstruktur. 
 
Nyckelord: Portföljstyrning, PPM, portföljanpassning till strategi, val av projekt, 
resursallokering, matrisorganisation, kvalitativ fallstudie.  
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1 Introduction 
The introduction will first present the problem background and previous literature, followed 
by a description of a case background. An analysis of identified problem at a case company 
and how it correlates to the literature is discussed, which then leads to the thesis’s purpose 
and research question. Finally, the research’s delimitations are presented, followed by the 
thesis’s disposition. 
 
1.1 Problem background 
In an ideal world with unlimited time and resources, a successful business could perform all 
desired projects. However, resources are limited, the number of ideas and projects are vast, 
and time is precious. An organisation performing projects can be successful in two ways: 
doing projects right; and doing the right projects (Cooper et al., 2000). “Doing projects right” 
refers to implementing and managing projects correctly, and “doing the right projects” is 
connected to choosing which projects to carry out. Ideally, an organisation wants to do the 
right projects right, and to do so, the most favourable projects must be both identified and 
well-managed. Furthermore, a significant characteristic of a modern organisation is that 
work is being carried out in projects (Engwall, 2003). The extent to which project activities 
constitute the primary business activities varies. When projects are being carried out in 
parallel to other business activities, Hobday (2000) define the organisation as a matrix 
organisation, where business functions are carried out within projects as well as along 
functional lines. In an environment where several projects with different characteristics are 
to be handled simultaneously, successful project management has proven to be a 
challenging task for many organisations (Cooper et al., 2000). 
 
The understanding of successful project management has been an evolutionary process. In 
the 1960s and 1970s, the success criteria were time, cost and quality (Ika, 2009). These 
criteria are still highly relevant today, but in the 1980s and 1990s, additional criteria were 
established. The understanding of project success from a larger perspective emerged, where 
client satisfaction and benefits for the organisation, stakeholders and personnel became 
relevant (Ika, 2009). In the following 21st century, organisations began to plan more for the 
future and consider criteria for long-term success, such as sustainability and future potential 
business value. Organisations made efforts to align projects with organisational strategic 
objectives, and the concept of Project Portfolio Management emerged as a popular 
approach to business (Ika, 2009; Martens & Carvalho, 2016). 
 
The concept of Project Portfolio Management, from here on referred to as PPM,  
focuses on selecting and managing a set of specific projects that contribute to an 
organisation’s strategy, rather than just profits and returns (EPMC, 2009). Moreover, it is a 
continuous process that includes strategic allocation of resources within the portfolio 
(Miller, 2002). This is strengthened by Cooper et al. (2000) who claims that the focus of PPM 
entails: aligning projects to organisational strategy, selection of projects, and resource 
allocation. Consequently, researchers consider PPM to be a central part for achieving 
intended strategies (Dietrich & Lehtonen, 2005; Grundy, 2000), and Bergman (2007) 
highlights the importance for organisations to shift their mindset from tactically, to 
strategically select and manage projects that are aligned to the organisation's strategy. 
However, according to Johnson (2004), only 34 percent of strategies are actually realised, 
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and Meskendahl (2010) claim that much previous research within PPM has focused on the 
formulation of strategies, whilst Yang et al. (2008) claim that realisation of strategy has 
received less research attention compared to the formulation. To gain further 
understanding of how PPM can contribute to the realisation of intended strategies, PPM 
activities for achieving a strategically aligned project portfolio can be explored. A case study 
of an organisation using PPM practices to carry out project activities can contribute to the 
understanding of the actual challenges related to PPM that an organisation faces. A case 
company will therefore be used in this thesis to explore PPM activities that a real company 
carries out to achieve a strategically aligned project portfolio. The study will thereby add to 
the understanding of how the PPM activities of selecting projects and allocating resources 
can contribute to the realisation of strategy. 
 
1.2 Case background 
The case company used for the study is referred to as Medex, which is a fictional name 
referring to a real-life company. Medex is a global manufacturing company operating in the 
pharmaceutical industry. One of their sites is in Stockholm, Sweden, with just over 900 
employees spread over 11 departments, organised in a matrix structure, and the company’s 
production of products is carried out in parallel with their projects. From here on, the name 
Medex refer to the Stockholm site, and the term ”corporate” refer to the top management 
of the entire global organisation that oversee all sites, including Medex, i.e the Stockholm 
site. Figure 1 below presents Medex organisational chart, and the study will mainly work 
towards the department PMO (Project Management Office) at the site in Stockholm, which 
is why the PMO is green in Figure 1. Moreover, the PMO is responsible for local site project 
activities and continuously reporting to the general manager. Projects and initiatives 
concerning several sites, or the entire global organisation are handled by a corporate PMO, 
located at another site, which is not a central part of the study and corporate functions are 
therefore grey in Figure 1. However, for specific PMO related aspects or global initiatives 
that concern the entire organisation, the PMO at Medex reports to the head of corporate 
PMO. 

 
Figure 1: Medex Organisational Chart 
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1.3 Problem analysis 
Medex is an entrepreneurial company that have experienced rapid growth in the last 
decade. This has resulted in a certain degree of risk-taking within their project management, 
and considerations of unpredictable costs and the pursuit of an ideal work structure has not 
been in focus, as long as the company advanced and profitable projects were implemented. 
During Medex’s success, the company's project management operations have not been able 
to grow at the same rate as the company, and the development of efficient project 
management processes have received less attention. There is a common perception among 
the managers that they need to improve Medex’s way of organising and coordinating 
between ongoing projects, to effectively handle delays and changes through better 
coordination of resources. Moreover, the connection between the current project portfolio 
and the strategy is perceived as unclear by the managers, which makes it hard to 
understand the motivation behind the priority list created by top management. Managers 
wish for more synergies between projects to occur to better understand how projects relate 
to each other, how they can benefit from one another, and together pull in the same 
direction towards a common goal. Furthermore, the pre-study revealed that scheduled 
resources can be removed or renegotiated due to project re-prioritisation.  
 
Managers at Medex believe that a lack of overall project awareness led to project isolation 
and projects pulling in different strategic directions. The pre-study indicated that Medex 
seems to lack a sufficient link between which projects are selected for the portfolio, how 
projects are prioritised and executed, and the organisational strategy. Furthermore, 
managers perceive that the demand for resources is higher than what is available, indicating 
a high competition of resources. These identified issues at Medex relate to Cooper’s et al. 
(2000) claim of PPM focus: aligning projects to organisational strategy, selection of projects, 
and resource allocation, and it provides an opportunity to explore Medex’s PPM activities 
and the achievement of a strategically aligned project portfolio in a matrix organisation. 
 
According to Mondy and Mondy (2014), the human resource is an organisation’s most vital 
resource as it is the workers that execute the organisations strategy and objectives. 
Therefore, the term resources will from here on refer to human resources unless otherwise 
stated. 
 
1.4 Purpose & Research question 
The purpose of this thesis is to study the PPM activities of selecting projects and allocating 
resources, and related challenges when trying to achieve a strategically aligned project 
portfolio in a matrix organisation. To fulfil the purpose, the following research question will 
be answered:  
 

- What PPM related challenges does a matrix organisation face when selecting 
projects and allocating resources to achieve a strategically aligned project portfolio? 
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1.5 Delimitations 
The study will focus on PPM as aligning projects to organisational strategy, selection of 
projects, and resource allocation within a matrix organisation. Other important components 
related to PPM, such as communication, will not be studied in depth due to limited time, 
but is acknowledged as a significant component for PPM. Moreover, the strategy is 
acknowledged as important for PPM, however Medex’s strategy will not be studied in depth 
or analysed but rather used as a reference to understand empirical data. This thesis will be 
given to Medex as an indication of what PPM related challenges that the organisation faces. 
 
1.6 Disposition  
The overview of the thesis’s disposition is visualised in Figure 2. The literature review 
chapter (Ch.2) contains current information within the field and chosen areas of focus. The 
succeeding chapter (Ch.3) presents the methodology regarding the research, case, research 
approach, literature review, data collection, analytical process, and includes an evaluation, 
critical analysis and ethical consideration of those methods. Next, the empirics chapter 
(Ch.4) contains the collected data necessary for performing the analysis, which is the 
following chapter (Ch.5). Lastly, the study’s conclusion is presented and discussed in the 
final chapter (Ch.6), including theoretical contributions, managerial implications, limitations 
and recommendations for future studies.  
 

 
 

Figure 2: Disposition of thesis 
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2 Literature review 
This chapter begins with defining PPM, followed by a derivation of the study’s chosen focus 
within the area of PPM. It describes the importance of aligning projects and portfolios to 
organisational strategy, the process of selecting projects, and allocating resources. Finally, 
characteristics of a matrix structure will be presented. 
 
2.1 Project Portfolio Management 
Turner and Müller (2003) define a portfolio of projects as an organisation that manages a 
group of projects simultaneously to coordinate and optimise the use of available resources 
to reduce uncertainty. Moreover, Young and Conboy (2013) state that PPM focuses on how 
projects are selected, prioritised and integrated into the organisation in a multi-project 
context. Similarly, Blichfeldt and Eskerod (2008) define PPM as the managerial activities 
related to: initial screening, selection and prioritisation of projects proposals, strategy, 
reprioritisation of ongoing projects, and allocation and reallocation of resources based on 
project priorities. 
 
The literature on the area of PPM is broad, and its definitions and argued purpose varies. 
However, Cooper et al. (2000) present a nuanced and encompassing description, claiming 
that the overall focus of portfolio management is aligning projects to organisational 
strategy, selection of projects, and resource allocation. This is strengthened by Archer and 
Ghasemzadeh (1999) who describe project portfolio selection as “the periodic activity 
involved in selecting a portfolio, from available project proposals and projects currently 
underway, that meets the organisation's stated objectives in a desirable manner without 
exceeding available resources or violating other constraints” (p.208). Also supported by PMI 
(2015), explaining that PPM improves the connection between strategy and the selection of 
projects for investment to help ensure the optimal use of available resources. Therefore, 
alignment to strategy, selection of projects and resource allocation as presented by Cooper 
et al. (2000), will be used as the basis for PPM in this study.  
 
2.2 Project and portfolio alignment to strategy 
A strategy originates from an organisations vision and mission (Taiwo et al., 2016). Taiwo et 
al. (2016) describe the vision as a summary of where the organisation wants to be in the 
future, and the mission describes how to get where they want to be by expressing what the 
organisation does, as well as for whom. The vision and mission serve as a foundational guide 
to establish the organisational strategy, and organisational objectives are established based 
on the determined strategy (Taiwo et al., 2016), see Figure 3.  



 6 

 
Figure 3: Relationship between vision, mission, strategy and objectives, based on Taiwo et al. (2016, p.130) 

 
Several scholars emphasize the connection of strategy to successful portfolio selection 
(Archer & Ghasemzadeh, 1999; Cooper et al., 2000; Killen et al., 2008; Müller et al., 2008). 
Müller et al. (2008) argue that projects both influence and are influenced by the portfolio’s 
context, and a portfolio should therefore fit the surrounding organisational characteristics 
and strategy. They further suggest that a strategy-based selection of projects contribute 
positively to portfolio performance through the fulfilment of organisational objectives. This 
shows that the organisation’s strategy must be set prior the selection of projects, and if the 
strategy changes, the whole portfolio of projects should be re-evaluated to ensure their 
strategic fit. Moreover, Archer and Ghasemzadeh (1999) argue that projects’ objectives 
must be aligned with the portfolio’s objectives to ensure all projects pull in the same 
direction. They also claim that if several portfolios are used, or an additional portfolio is to 
be implemented, all portfolios should be aligned with the overall organisational strategy. 
Strengthened by PMI (2015), explaining that well performed PPM include aligning projects 
to organisational strategy and prioritising them accordingly to optimise the use of resources. 
Further stating that an aligned project portfolio acts as a constant support and reference to 
make the most strategically oriented, and therefore reinforced decisions when managing 
projects. Moreover, it is essential to clarify the link between projects and strategy within the 
organisation so that the employees are aware of underlying intentions of the projects 
performed (PMI, 2015). If the personnel involved or affected by the projects are aware of its 
connection to strategy, individual commitment has been known to increase (PMI, 2015). 
PMI (2015) explain that relating to strategy and knowing what needs to be done to realising 
it, creates a broader organisational understanding of the motivation behind the selection of 
projects and allocation of resources, which will be discussed further below. 
 
2.3 Selecting projects 
The process of selecting projects for a portfolio involves ranking desired projects by 
comparing several projects against each other, both proposals and ongoing projects (Archer 
& Ghasemzadeh, 1999). To be able to compare projects and make informed decisions, each 
project must be individually evaluated, and necessary information needs to be available for 
the decision makers (Archer & Ghasemzadeh, 1999). Furthermore, a variety of different 
types of projects is recommended as it can reduce unwanted risks (Archer & Ghasemzadeh, 
1999; Cooper et al., 2000; Killen et al., 2008). This subchapter will therefore, in addition to 
project selection, cover the areas of evaluation of individual projects, the necessity to have a 
balanced portfolio and methods for selecting projects for a balanced portfolio. 
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When selecting projects to achieve a strategically aligned project portfolio, Cooper et al., 
(1997) suggest using a top-down approach where the organisation’s strategy is used to 
establish organisational objectives and criteria for selecting projects. Decision makers use 
the strategy to determine relevant strategic areas of operation, such as marketing or R&D 
(Cooper et al., 1997), and organisational objectives that can be linked to these areas of 
operation. Portfolios can then be established to meet the organisational objectives, and a 
portfolio’s objectives becomes one or several of the organisational objectives. These 
organisational objectives are what Archer and Ghasemzadeh (1999) claim that projects’ 
objectives must be aligned to. Projects can then be selected to align with a portfolio to meet 
the portfolio’s objective(s), see Figure 4. Furthermore, the strategy can help recognise areas 
where investments should be made, as established organisational objectives based on 
strategy can indicate what kind of projects are needed (Cooper et al., 1997). 
 

 
Figure 4: Top-down approach, based on Cooper et al. (1997) 

Figure 4 illustrates Cooper’s et al., (1997) top-down approach. Organisational objectives, 
portfolios and projects overlap areas to show that they are not strictly constrained to one 
single area of operation, but rather synchronised as a part of the overall strategy. The 
direction of the arrows illustrates that the strategy determines areas of operation and 
organisational objectives that “belong” to those areas. The organisational objectives 
determine what kind of portfolios are needed, which in turn determine what projects to 
select for the portfolio. The dotted “criteria-line” illustrates that the strategy also 
establishes criteria for selecting projects to a portfolio. 
 

 Evaluation  
Evaluation of projects is a continuous process as things change over time and not all risks 
and uncertainties are known at one time (Kerzner, 2017; Berman, 2007). The researchers 
describe, to evaluate a specific project, decision makers can analyse the performance of an 
ongoing project, determine or estimate a project’s success and establish how it brings value 
to the organisation. Firstly, in order to analyse performance, it must be effectively identified 
and measurable (Kerzner, 2017), and for measured data to have any significance, it must be 
placed in a context in relation to other similar measurements (Berman, 2007). The use of 
measurements in PPM is an observation method to reduce uncertainty, where useful 
measurements should identify problems quickly as well as indicate what actions to take to 
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eliminate upcoming problems (Berman, 2007). Their fundamental purpose is to provide the 
right information to the right people and indicate actions for improved performance 
(Parmenter, 2015; Kerzner, 2017). Kerzner (2017) argues that the use of measurements is 
the foundation for making informed decisions, and it enables decision makers to proactively 
find opportunities for improved performance.  
 
Secondly, several scholars suggest that the most appropriate criteria for projects are the 
objectives (Castro et al., 2020; Ika, 2009; Camilleri; De Wit, 1988). A project’s success can be 
estimated by its contribution to the portfolio’s objectives and strategy, and a project’s 
success or failure can later be determined by which degree given objectives were met 
(Camilleri, 2016). Furthermore, Camilleri (2016) explains, for a project to bring value to an 
organisation, it must contribute to the organisational objectives. If not, the project 
consumes precious resources that could otherwise be used for other beneficial purposes. 
According to Berman (2007), organisational value can be achieved by: reducing costs, 
provide business growth, maintain operations, and increase speed and/or efficiency. Value 
and success go hand in hand, as the project bring value to the organisation by contributing 
to organisational objectives, and contributed value determines the success of a project 
(Berman, 2007). Berman (2007) illustrates the relation as: 

 Project success = (on time + on budget) x business value 

Implying that the more business value a project achieves, the greater success the project 
will become. This goes in line with Camilleri’s (2016) view, that a project can fail to deliver 
on time and/or on budget, but still be considered a success if it provides sufficient value. 
 

 A balance of projects 
Archer and Ghasemzadeh (1999) emphasize the importance of having an appropriate 
balance of projects in the portfolio as it can help reduce unwanted risks. Similarly, Killen et 
al. (2008) argue that for a portfolio to provide optimal value to the organisation, a balance 
of projects from different categories and risk levels are needed. Furthermore, the number of 
projects must be limited to match the organisation’s capacity to ensure that all undertaken 
projects will be provided with sufficient resources (Killen et al., 2008).  
 
Too many projects or not enough resources lead to increased costs and project delays, 
which in turn result in loss of revenue (Cooper et al., 2000). Successful high-risk projects 
tend to give higher returns compared to low-risk projects (Archer & Ghasemzadeh, 1999). 
However, Archer and Ghasemzadeh (1999) argues that failure of several high-risk projects 
could be costly and therefore dangerous to the organisation’s future. On the contrary, the 
researchers argue that too many low-risk projects could lead to expected return being too 
low for the organisation’s survival. Similarly, project size needs to be considered, as heavily 
assigning resources to a few larger projects could be devastating to the organisation if more 
than one project fail (Archer & Ghasemzadeh, 1999). Archer and Ghasemzadeh (1999) imply 
that not enough projects of varying duration, no matter how promising, could lead to 
problems regarding the organisation’s cash flow. What project balance-ratio an organisation 
should strive for is context specific as an organisation need to determine how much risk 
they are willing to take (Archer & Ghasemzadeh, 1999). However, Archer and Ghasemzadeh 
(1999) emphasize that an organisation should consider risk, size of project, and duration 
when balancing a project portfolio.  
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 Methods for selecting a balanced portfolio 
Archer and Ghasemzadeh (1999) describe that a comparative approach for selecting 
projects initially needs the portfolio’s desired objectives and their respective importance to 
be established. They continue to explain that project proposals are then compared based on 
how they contribute to the portfolio’s objectives and thereby the strategy, resulting in a 
ranking of projects. Another way of rating projects can be done by scoring projects out of a 
few selected decision criteria, such as cost, expected return, contributed value, needed 
resources, etc (Archer & Ghasemzadeh, 1999; Cooper et al., 2000). Furthermore, a minimum 
criterion could be used to eliminate projects that do not meet desired “minimum accepted 
criteria” (Cooper et al., 2000).  
 
Using only scoring approaches that consider minimum accepted revenue or value from a 
project often lead managers to accept too many projects, as there are no other appropriate 
ranking systems available (Cooper et al., 2000). A ranking system provided through a 
comparative approach, enables decision makers to start from the top of the list, choosing 
the most favourable projects until available resources run out (Archer & Ghasemzadeh, 
1999; Cooper et al., 2000). However, this approach neglects the possibility that two or 
several smaller projects combined might provide a higher value than one of higher priority, 
nor does it consider the nature of a project, which could result in choosing too many 
projects from one or a few categories. This view goes in line with Chien (2002) who claims 
that the combination of individually favourable projects does not necessarily provide a 
favourable project portfolio.  
 
Another approach that Wheelwright and Clark (1992) suggested for ensuring a well-
balanced portfolio is through project mapping. It entails that an organisation defines 
different project-categories that are deemed necessary to meet organisational strategy 
(Wheelwright & Clark, 1992). Killen et al. (2008, p. 29) argue that project mapping methods 
result in a better balance of projects as project mapping is important in “… providing a 
display of the projects in relationship to factors that need to be balanced”. What project-
categories to use and which factors to balance are context specific and need to be 
developed internally to suit a given organisation (Killen et al., 2008). When categories are 
established, a project map can give decision makers a good overview of current distribution 
of projects and thereby indicate if the balance of projects in a portfolio needs to be adjusted 
(Wheelwright & Clark, 1992).  
 
Finally, to ensure that necessary and qualitative information regarding PPM, and thereby 
selection of projects, is regularly presented, a relatively common approach to project 
execution is using a stage-gate model (Cooper et al., 2000). By using project phases with toll 
gates at the end of each phase, it provides updated information to monitor, score and 
evaluate projects to ensure that prioritisations and strategic fits are still adequate (Cooper 
et al., 2000). If not, it indicates that a project must be re-evaluated and new decisions 
regarding if a project should be included in the portfolio or not could be needed (Cooper et 
al., 2000).  
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2.4 Resource allocation 
For a project to be successful it must receive the necessary resources in the form of 
personnel (Hendriks et al., 1999). Thereby making accurate and correctly prioritised and 
planned resource allocation essential in a multi-project environment (Hendriks et al., 1999). 
But the process of allocating resources is often challenging due to their tendency to change 
in demand and availability (Kendall & Rollins, 2003). Furthermore, the allocation is limited to 
the capacity of the project portfolio and must be done with the organisational strategy in 
mind (Kendall & Rollins, 2003). The capacity is according to Kendall & Rollins (2003) limited 
through two factors. Firstly, the company’s strategic resources, which can be defined as the 
resources with the highest workload in most projects, or the resources most sought after in 
most projects. Secondly, it is the amount of money that the company is ready and able to 
invest in the portfolio regarding the resources.  
 
To better allocate resources according to the project portfolio capacity, the organisation 
must ask questions including what resources the organisation possesses, how many projects 
the organisation have the capacity to deliver, which department or type of resources that 
have a high degree of delayed projects and where bottlenecks occur regarding resources 
(Kendall & Rollins, 2003). By answering these questions, the understanding for how 
resources should be allocated and distributed increases, making it possible to identify the 
number of projects that can be included in the project portfolio and thereby contribute to 
the organisational strategy. Kendall & Rollins (2003) further explain that from the 
perspective of the resources and resource owners, it is important to know which projects 
they work and belong to, the amount of time needed, as well as the most vital parts of the 
project. Regarding the project managers, it is important to know if the allocated resources 
are available as planned, as it otherwise can affect the completion and outcome of the 
project (Kendall & Rollins, 2003). 
 
However, since a vast part of previous research have focused on short-term resource 
allocation, Platje et al. (1994) introduced the “rough-cut project and portfolio planning”. 
Platje et al. (1994) explains that the idea builds on using spreadsheets every quarter to 
gather resource claims and resource offers to regularly update the organisation’s resource 
inventory. The claims and offers thereby produce percentages of employees demand for the 
upcoming quarter, making it easier to provide a quick overview and comparison between 
projects but also work proactively to allocate resources within the project portfolio. Thereby 
simplifying the process for decision makers to select which projects to include in the 
portfolio and allows for regular communication between project managers and resource 
owners, creating clarity of planned resources. Without the model, project prioritisation is 
often made too late, hindering legitimate resource allocation and well-informed decisions 
when constructing the portfolio (Hendriks et al., 1999).  
 
To further develop and improve the “rough-cut project and portfolio planning” presented by 
Platje et al. (1994), Hendriks et al. (1999) pointed out five key factors that are of high 
relevance to successful resource allocation in a multi-project environment. These include 
short-term-, medium-term-, long-term- resource allocation, links, and feedback. Firstly, 
short-term resource allocation refers to the everyday planning of resources for the 
upcoming weeks, where most deviations can be handled between the project managers and 
resource owners. Secondly, the medium-term resource allocation is to fill the gap between 
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daily and yearly reviews of the portfolio to set up the project portfolio more effectively and 
provide a link between the everyday planning and budget. The claims and offers of 
resources are analysed and meetings are held with project managers, resource owners and 
management to reach an agreed project portfolio together with a “rough-cut project and 
portfolio plan”. Thirdly, long-term resource planning is the process of looking at the 
company’s organisational, and thus portfolio objectives to assess the yearly resource 
demand of each department, to adjust the budget accordingly. Hendriks et al. (1999) further 
explains that the budget should be adjusted if the demand is forecasted to change over the 
upcoming year to sufficiently provide the resources needed. Moreover, the fourth factor 
“links” implies that despite short-, medium- and long-term resource allocation having their 
own purposes, they must be connected to meet the organisational strategy. Thus, the 
planning of resources and its execution must be monitored and if needed adjusted 
accordingly. Figure 5 illustrates the different resource allocation processes and the links 
between them, as described by Hendriks et al. (1999).  Finally, feedback is the key to learn 
from the resource allocation process and apply the learnings to regularly improve and 
optimise the project portfolio. 
 

 
 

Figure 5: Short-, medium- and long-term resource allocation processes and their links, based on Hendriks et al. (1999, p.184) 
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2.5 Matrix structure   
According to Hobday (2000), there are three types of matrix structures; functional-, 
balanced-, and project matrix, see  
Figure 6. The main difference between the three is the distribution of authority and 
responsibility between the project managers and functional managers (also known as 
resource owners). A functional matrix has weak project coordination abilities, and the 
project manager reports to one or several functional managers, whilst the project 
manager’s responsibilities are monitoring project progress and coordinating resources 
(Hobday, 2000). Hobday (2000) further explain that in a balanced matrix, the project 
manager has stronger authority compared to a functional matrix, and the authority and 
responsibilities for a project are shared between the project and functional manager. In a 
project matrix, the project manager is responsible for: personnel, budget, other resources, 
and the project, and functional manager have equal authority (Hobday, 2000). Moreover, 
Hobday (2000) implies that a matrix structure is reactive, rather than proactive, and are 
suitable for meeting the needs of the mass market and achieving economies of scale, as a 
matrix structure’s strengths are coordinating resources and competences between projects 
and carrying out routine tasks. On the contrary, Hobday (2000) argue that a matrix structure 
lacks proactivity and are not appropriate for swift changing market- and customer needs in 
an uncertain environment and are therefore not suitable for innovative and emerging 
projects. Moreover, Engwall and Jerbrant (2003) state that competition of resources is a 
common issue in a matrix organisation, due to projects priorities. 
 

 
 

Figure 6: Matrix structures, based on Hobday (2000, p. 877) 
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3 Methodology 
The following chapter presents and motivates the methodology used in the study. The 
chosen research method of a qualitative case study is presented and motivated a long with 
the selected case. Different research approaches are described, as well as the choice of 
approach before explaining the process of collecting data. The concepts of trustworthiness 
and authenticity are described and applied to critically evaluate the methodology, before 
finishing the chapter with an ethical consideration. 
 
3.1 Research methodology 
A research can be of qualitative or quantitative nature, were quantitative methods search 
for indicators with focus on larger samples, numerical data and answering questions such as 
“how much” or “how many” (Bryman, 2016; Merriam & Tisdell, 2015). Qualitative methods 
on the other hand aim to understand the meaning in its context, understand how people 
perceive their experiences and help answer questions such as “why” and “how” (Merriam & 
Tisdell, 2015). Many scholars have emphasised the characteristics of a qualitative research 
in several ways, however, Merriam and Tisdell (2015) state that four characteristics have 
been identified by most. First, the focus of a qualitative research is on understanding and 
meaning. Second, the person(s) engaging in the research process is the primary instrument 
for data collection and analysis. Third, the process entails gathering data to build and create 
concepts, hypotheses, and theories, rather than just testing hypotheses. Fourth, the result is 
descriptive with words and pictures rather than graphs and numbers. 
 
Moreover, qualitative research is an umbrella concept, and scholars of qualitative methods 
have organised their approaches in various ways. Tesch (1990) present 45 approaches, 
Patton (2015) 16, and Creswell (2013) “only” five, to name a few. To simplify this vast 
landscape of approaches, Merriam and Tisdell (2015) present six more commonly used 
approaches for qualitative research where the most common form is basic qualitative study. 
Its characteristics are shared by all six types of approaches. The basic qualitative study 
focuses on understanding how people make sense of their experiences. The remaining five 
approaches all possess a distinctive additional dimension to the basic qualitative form. 
Phenomenology focuses on the underlying structural issues regarding a phenomenon as 
experienced from the first-person perspective; ethnography interprets a situation from a 
sociocultural perspective; narrative analysis aims to understand experience through 
people’s stories; grounded theory is building a theory that is well grounded in the collected 
data; and qualitative case study which is an in-depth analysis of a particular system. The 
listed approaches are very much alike but do somewhat differ in focus and are therefore 
ideally suited to slightly different approaches of data collection, analysis, write-up, and 
resulting in variations in how the proposed research question are formulated (Merriam & 
Tisdell, 2015). However, overlaps between the approaches can be adequate and two or 
several approaches can be combined by the researcher (Merriam & Tisdell, 2015). Figure 7 
illustrates that a qualitative research approach is always a basic qualitative study but can 
include one or several additional dimensions as a complement. 
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Figure 7: Types of qualitative research, based on Merriam and Tisdell (2015, p.42) 

From the various research methodologies presented, the authors chose to use a qualitative 
case study method to investigate the purpose of the thesis. This since the research question 
is formulated to better understand how context-specific experiences are perceived. The 
method allows for an in-depth analysis of a particular system and is used to identify 
underlying causes to distinguish how aspects of a particular case are intertwined (Simons, 
2009). The choice was further motivated as Gerring (2011) argues that a case study’s 
primary focus is understanding a specific environment and the events that occur within it. 
Moreover, case study discoveries are often used as an exploratory basis for theoretical 
elaboration (Eisenhardt & Graebner, 2007). Thus, making it an appropriate methodological 
choice when looking to add to the theoretical gap identified of how PPM activities of 
selecting projects and allocating resources can contribute to the realisation of strategy 
through the achievement of a strategically aligned project portfolio 
 
Moreover, Creswell (2013) describes a case study as a “qualitative approach in which the 
investigator explores a case or multiple cases over time, through detailed, in-depth data 
collection involving multiple sources of information (e.g., observations, interviews, 
documents and reports)” (p.97). However, the case must have a distinctive identity and clear 
demarcations for it to be studied in-depth (Denscombe, 2014). Even more so when the 
empirical foundation relies on a single-case study. But according to Siggelkow (2007), a 
single-case study can more intimately connect with theory in comparison to comprehensive 
empirical research, which increases its explanatory potentials. However, the case should not 
be used or regarded as an independent explanation to an argument, but rather a believable 
justification (Siggelkow, 2007). A further explanation of the case company and the study is 
presented below. 
 
3.2 The case  
The study was not specifically requested or advertised and thus, the agreement of using 
Medex as an appropriate case company was initiated through a conversation with their CEO 
to introduce the authors’ proposed thesis. Connections between the thesis, identified 
theoretical gap and Medex’s project management were recognised, creating the agreement 
for the study to be performed. More specifically, it became evident that Medex is and has 
been an entrepreneurial company with a high degree of risk-taking regarding their project 
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operations. The approach has resulted in Medex becoming a highly profitable company 
prone to initiating projects but also created challenges regarding their project management 
operations and its strategic connection. Through collaboration with Medex, a clear 
definition of the case could be established. Moreover, Medex would grant access to 
qualitative data through multiple sources including interviews and company documents and 
promised total transparency, creating a pre-requisite to use Medex as a single-case 
company as it increased the usability of the information provided. Thereby enabling the 
authors to integrate and reflect on theory in comparison to a real-life situation. Together 
with Medex it would thus be possible to perform an in-depth analysis of a particular case 
and ultimately fulfil the purpose of this thesis.  
 
3.3 Research approach  
A deductive approach is a research strategy where existing theory and data is used to 
develop hypotheses and propositions, with the aim to test its validity in reality (Bryman, 
2016; Dubois & Gadde, 2002). This is done by moving from generalised theory to specific 
observations and findings. In comparison, an inductive approach works the other way 
around, where theory is developed based on observations and findings (Bryman, 2016), see 
Figure 8.  

 
Figure 8: Deductive & inductive approach 

Inductive reasoning heavily relies on understanding the perception of those being studied, 
and deductive reasoning focuses heavily on theory which may lack context. Bryman (2016) 
describe that the researchers often need to go back and forth between theory and data, 
which imply that the process is both deductive and inductive. Dubois and Gadde (2002) 
argue that inductive and deductive reasoning lack the necessary consideration of both 
theory and context to properly understand what is being observed. Instead, they suggest 
the use of an abductive approach through systematic combining, which they argue has 
better potential for capturing characteristics of both empirical observations and theoretical 
models. The approach combines the context (the case) and theory, as well as empirics and 
framework, see Figure 9. The researcher can move freely between areas and are not 
constrained by a fixed model, as it is a non-linear process. By combining all four areas, the 
researchers are also able to change direction during the research as the process evolves 
(Dubois & Gadde, 2002).  
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Figure 9: Systematic combining, based on Dubois & Gadde (2002, p.555) 

At the beginning of the study, there was a high degree of uncertainty regarding the problem 
and its underlying sub-problems, and the authors therefore considered an abductive 
approach as the most appropriate one. It allowed the authors to use empirical data from 
interviews, information regarding Medex’s context (the case), and theory simultaneously to 
better understand the problem. Initially, when exploring the methodology and conducting 
the literature review, the focus was on the theory. But as those areas became more 
elaborated, the knowledge gained during that process helped the authors to understand the 
problem more thoroughly. This further strengthened the choice of using an abductive 
approach as it provided the authors with the desired flexibility to freely move in between 
the different areas of the model. However, this resulted in several changes as new findings 
were made that affected the direction of the study. But the authors experienced an 
abductive approach as a positive way of working as it stimulated a way of thinking to reflect 
on relations regarding the subject and issues at Medex. Moreover, it provided the authors 
with a better overall understanding of how current literature was related to the context of 
the case. 
 
3.4 Literature review 
The applied literature consists of the relevant knowledge needed to investigate the area of 
focus (Bohgard et al., 2015). A literature review was therefore conducted, as it creates a 
theoretical foundation and presents key concepts necessary for the study to be performed 
(Bohgard et al., 2015). Initially, previous literature from advanced level, management 
courses taken by the authors at Linköping University were reviewed. This allowed for earlier 
knowledge to be re-evaluated and applied to create a base for further theoretical research. 
Going forward, main search engines used included Google Scholar, Helsingborg City Library 
and Linköping University Library along with its online access to e-books and articles. The 
search engines allowed for a thorough search on the different focus areas and purpose of 
the thesis. Different terms were applied in the search engine in both English and Swedish to 
get a wide input of relevant information. These terms included “project portfolio 
management”, “strategic alignment of project portfolio”, “selecting projects”, “resource 
allocation”, “project portfolio management in a matrix organisation” etc. Examples of full 
search strings and the associated time-period of when applied, is documented in Appendix 1 
and can be used as a foundation to replicate the searches. Literature was sorted and 
selected if considered informative and explanatory when answering the research question 
and fulfilling the thesis’s purpose. In addition, the legitimacy of the literature was ensured 
by investigating the author, publisher, publishing year, comparing accuracy between 
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information and if there could be any reasons for biased formulations, when collected 
outside previously mentioned search engines. Checking the number of citations in the 
databases was another method to ensure legitimacy since it gave a picture of how widely 
and generally used the reference was. However, if a source provided useful and updated 
information, a low number of citations did not prevent the authors from using it. Moreover, 
the gathering of theory was performed parallel with the collection of data to maintain its 
relevancy. 
 
3.5 Data collection 
Data is referred to as either primary or secondary data. Primary data is collected by 
researchers directly from the main source, and secondary data has already been collected 
for a different purpose and can be reused by the researcher (Joop & Boeije, 2005). The 
study has collected primary data from Medex through interviews, and secondary data solely 
from Medex’s intranet. 
 

 Primary data 
A flexible method of collecting primary data can be achieved through semi-structured and 
unstructured interviews, also described by Bryman (2016) as qualitative interviews. In 
qualitative interviews, emphasis is on the perception of the ones being interviewed and how 
the interviewee frame and understand events in its context (Bryman, 2016). The interviewer 
can peruse a topic that arises during the interview and ask follow-up questions if it seems of 
interest for the study. Unstructured interviews tend to be very similar to a conversation or 
even a discussion, and it can follow a certain range of topics, or even just revolve around a 
single question (Bryman, 2016). However, in a semi-structured interview, the interviewer 
has an interview guide with a list of questions, or rather specific topics that are to be 
covered, but the interviewer have plenty of room to ask follow-up questions (Bryman, 
2016). The questions can be asked in different ways, and additional questions can be added 
during the interview. Due to its topic-specific but dynamic approach to understand the 
interviewee’s perception regarding the context, the use of semi-structured interviews was 
deemed the best method to gather the primary data for the study. 
 
For the semi-structured interviews, the pre-determined topics: alignment of projects to 
strategy, selection of projects and resource allocation were addressed, as can be seen in 
Appendix 2, which included relevant aspects deemed appropriate for the study. In each 
interview, one of the authors led the interview and the other listened and took notes. At the 
end of each interview, the one who took notes was invited to ask additional questions to 
clarify on topics if needed. After the consent of each interviewee, the interviews were 
recorded so the authors could retrieve information from the interviews at a later stage. This 
also helped reduce the study’s impact on the employees existing workload as the authors 
did not have to contact the interviewee again for reminders regarding what had been said 
during the interview. Thereafter, the authors used the notes and recorded sound file to 
summarise the data from the interviews. Moreover, a strive for correctness was achieved by 
reporting the summary to the participant at the end of each data collection process via 
email. This allowed for participants to concur, or to give feedback if the authors’ perception 
was incorrect or somewhat misunderstood. All interviews were held in Swedish and 
thereafter translated to English, except for the one with the CEO which was held in English. 
Direct translations were made to the greatest extent possible but were occasionally adapted 
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to prevent misunderstandings or the content of the original data from being lost in 
translation. Moreover, regular meetings were held with Medex’s head of PMO to prepare 
for the semi-structured interviews and discuss the collected data. This was used as a 
method to cement the authors’ understanding of the data and maintain a direction of the 
study aligned to its purpose. 
 
Pre-study 
Before the pre-study began, the authors held an introductory presentation at Medex for 
relevant personnel. The presentation gave the authors a chance to introduce themselves, 
why they were at Medex and the goal of the study. This was done to increase the awareness 
and acceptance of the study internally at Medex. Moreover, it gave the authors a chance to 
share general information regarding the study’s methodology, communication channels, 
expectations, desired commitment and ensured the study’s participants anonymity. 
Important to note is that due to an ongoing pandemic, and Medex operating in the 
pharmaceutical industry, their restrictions only allowed personnel considered crucial to the 
business to be present on site. This resulted in all communication being performed digitally.  
 
The pre-study was initiated to give the authors a perception of the current state at Medex. 
This did not only provide information about Medex’s organisation, operations and routines, 
but it also allowed for the interviewees to describe their own perception and opinions 
regarding the current state. Enabling the authors to identify issues, delimit problems and 
understand the background to the problems. The pre-study was performed during a three-
week period and consisted of eight semi-structured interviews with: three project 
managers, one senior project manager, three resource owners and one representative from 
the HR-department. The interviewees were categorised according to their position at 
Medex, and interviews were conducted one category at the time. This allowed the authors 
to explore the organisation from one perspective at the time, as well as getting the 
perception from a given category from several sources. The duration of each interview was 
approximately 30-40 minutes. In addition to the eight semi-structured interviews, weekly 
meetings were held with the head of PMO to discuss findings, clarify information and the 
status and direction of the study. See Table 1 for participants in the pre-study. 
 

          Table 1: Participation in pre-study 
Position Number of participants 

Senior PM 1 
Project Manager 3 
Resource Owner 3 

HR 1 
Head of PMO 1 

Total 9 
 
Main interviews 
The main interviews began with a pilot interview together with the head of PMO to assess 
the effect of chosen topics and related questions for the semi-structured interviews. The 
pilot interview was not used to collect data but rather give the authors an indication if the 
topics provided sufficient and desired information, before conducting the main interviews. 
The interviews aimed to collect more detailed information regarding the chosen area of 
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focus and were performed during a three-week period. The head of PMO at Medex 
provided recommendations of suitable interviewees possessing relevant knowledge 
regarding the interview questions. Thereby, a total of seven semi-structured interviews 
were conducted with: the CEO, head of PMO, a project finance controller, a production 
controller, two senior project managers, and a resource owner, see   Table 2. The two senior 
project managers and the resource owner that participated in the main interviews did not 
participate in the pre-study as the authors strived to maximise the number of perspectives 
from conducted interviews to understand several peoples’ perceived experiences. The guide 
for the interviews can be found in Appendix 2.  
 

  Table 2: Participation in main interviews 
Position Date Duration (min) 

CEO 26/4-2021 26 
Head of PMO 22/4-2021 59 

Project Finance 7/4-2021 44 
Production Controller 8/4-2021 55 

Senior PM 8/4-2021 47 
Senior PM 13/4-2021 40 

Resource Owner 9/4-2021 43 
 

 Secondary data 
Secondary data was collected from Medex’s intranet and is considered highly trustworthy. 
The authors were assigned with encrypted computers, providing access to relevant business 
information through Medex’s intranet. Data consisted of organisational charts, instructions, 
processes, methods and routines. However, most secondary data was complementary to 
the primary data to help the authors understand the primary data collected.  
 
3.6 Analytical process 
The process of analysing the collected data was a critical part of understanding Medex’s 
situation and establish a relevancy for the study. Analysing and gathering data was 
performed simultaneously, since it allows for knowledge, insights and conclusions to grow 
or change as it progresses (Fejes, 2019); increasing the probability to achieve a meaningful 
and united understanding of the case. This correlates with Merriam & Tisdell (2015) who 
state that analysing data as a continuous process allows for it to constantly be compared. 
They also argue that it minimises the risk to miss out on important information and for 
personal values to influence its interpretation. Therefore, analysing the data was done by 
striving to achieve triangulation, and using thematic analysis.  
 
According to Hastings (2010), triangulation uses a combination of data sources to analyse a 
common phenomenon. This was done in the study by investigating information from 
different sources, including interviews and written materials, containing various 
perspectives to identify common denominators. Thereby increasing the trustworthiness as 
more than one source is used as verification (Hastings, 2010). The thematic analysis is a 
process of analysing qualitative data to find regularly occurring patterns and thereby 
common themes (Maguire & Delahunt, 2017). The thematic analysis allows for adaptability 
when analysing the data and can be used to fit both an inductive, deductive, or as in this 
case, abductive research approach (Maguire & Delahunt, 2017). The process as described by 
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Braun & Clarke (2006), consists of six steps and the first one is becoming familiar with the 
data. In the case of this study, pre-determined topics when collecting the data as described 
in 3.5.1 had been set, thus aiding the process of familiarisation for both primary- and 
secondary data. Secondly, the data needs to be coded, which was done by labelling data 
regarding its specific feature. Thirdly, to generate themes, patterns within and between the 
codes were identified which allowed the authors to find similarities and difference in 
comparison to both collected data and theoretical propositions. Important to note is that 
since an abductive research approach was used, the development of codes and themes 
were both influenced by the content of the collected data as well as concepts from existing 
literature. Steps four and five include reviewing and defining the themes. These steps were 
performed by re-examining the data to make sure that the patterns identified were still 
accurate to the initial data, thereby creating a reliable foundation for step six, writing the 
analysis. The identified codes and themes are illustrated in Table 3, and the themes directly 
relate to the structure of the analysis. 
 
Table 3: Codes and themes identified from the thematic analysis 

 
 
3.7 Evaluating methodology  
To evaluate the quality of the study, its validity and reliability need to be considered. 
However, these concepts are strongly connected to quantitative research, and thus cannot 
be applied in the same way when it comes to qualitative research (Widerberg, 2002). This 
was noted by Guba & Lincoln (1985), who presents a reconstruction of the concepts to suit 
the nature of qualitative studies. The researchers introduce the concepts of trustworthiness 
and authenticity, where trustworthiness is categorised into credibility, transferability, 
dependability and confirmability. Bryman & Bell (2017) follow the same categorisation and 
its containing parts are presented in this chapter. Consequently, the concepts will be used 
as a foundation to critically analyse the methodology in chapter 3.8. 
 
Credibility 
According to Bryman & Bell (2017), credibility refers to research which has been performed 
in accordance with existing procedures and in good faith to increase its general acceptance. 
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Furthermore, the findings should be reported back to the people involved in the study. This 
allows for the researchers’ perception to be confirmed and creates the opportunity for 
responders to validate the results, hence increasing its overall credibility (Bryman & Bell, 
2017).  
 
Transferability 
According to Bryman & Bell (2017), transferability describes the degree of which results 
produced by the research can be applied to other situations and settings. Despite qualitative 
research often involving a specific area of focus, they also claim that connecting the results 
to a general context can promote its application outside the framework of the study. 
However, it is not the primary responsibility of the researchers to define its transferability, 
but rather the receiver looking to apply it (Malterud, 2014). 
 
Dependability 
To ensure dependability, the researcher must have been thorough in reporting all aspects of 
the research process. The ability and skillset of conducting interviews, collecting data, along 
with the quality of the audit can also affect the outcome (Malterud, 2014). Additionally, 
auditing allows for a critical and analytical view of the work from a third part, hence 
increasing its dependability (Bryman & Bell, 2017). 
 
Confirmability  
Confirmability implies to what extent the researchers have acted through an objective 
mindset without involving personal or subjective values throughout the process (Bryman & 
Bell, 2017). Furthermore, the theoretical orientation of the work should not influence or 
direct its outcome (Malterud, 2014). In an optimal situation, maximum confirmability would 
allow for the study to be repeated by others to arrive at the same results and conclusions 
(Bryman & Bell, 2017). 
 
Authenticity 
Bryman & Bell (2017) also presents the criteria of authenticity, which highlights the more 
general questions regarding the consequences of the research method used. The criteria 
aim to fairly reflect the group or individual being studied to help them gain an 
understanding of the environment of which they operate in. Furthermore, authenticity aims 
to reflect the impact of the research and if it has provided a foundation to help those 
involved in solving the identified issues (Bryman & Bell, 2017). 
 
3.8 Critical analysis of methodology  
Research methodology & The case 
The qualitative research method is occasionally criticised for being too subjective and that 
results are largely based on the authors’ perceptions of what is significant and relevant 
(Bryman & Bell, 2017). However, despite constantly aiming for an unbiased approach to 
increase the study’s confirmability, the method was chosen because of its subjective and 
interpretative nature, to thereby capture individual perceptions and provide a detailed 
overview of the case. Despite the authors’ earlier experience, knowledge and theoretical 
background potentially influencing the outcome of the research, the method has been 
rigorously performed through planning and preparation, structured documentation and 
handling of data, meetings both between the authors and together with Medex, and regular 
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reviews of the study’s progress, creating a foundation for the study to be replicated. 
Furthermore, earlier experience of conducting qualitative studies of this nature, such as 
during the authors’ bachelor’s theses in 2019, as well as regular review-meetings with 
Medex, has increased the study’s dependability to a certain extent. Beside completing the 
thesis, the ambition was to provide a truthful description of Medex for the results to be fair, 
valuable, and usable for the company as well. It was therefore a challenging process to fulfil 
the desired purpose from an academic perspective, whilst simultaneously creating 
something useful for Medex. But since Medex granted full access to necessary company 
documents and communication opportunities with their employees, it became possible to 
gain an understanding of the environment of which they operate in, creating a prerequisite 
for the authors to authentically depict Medex throughout the thesis. Thus, enabling the 
authors to perform an in-depth analysis of Medex as a single-case and perform the study as 
initially intended. The study’s confirmability has also been strived for through the review-
meetings with Medex where the company could strengthen or refine any information to 
minimise the risk for inaccurate interpretations of the data. The single-case study has been 
performed in accordance with defined methodology, creating a prerequisite to connect the 
findings to a general context and promote its application outside the study’s framework, 
thereby increasing the findings transferability. However, it is hard to conclude whether 
another study design, such as a multiple-case study, could further increase the potential for 
applying the findings to other situations and settings. Nevertheless, using multiple cases 
would probably limit the analytical depth that the single-case study has provided due to the 
constricted timeframe of the study. 
 
Research approach 
Moreover, using an abductive research approach allowed the authors understanding 
regarding the problem to grow since connections between reality and literature could be 
made continuously. Thereby, the authors could investigate literature and compare it to 
reality, to then return to the literature if necessary. Furthermore, the approach created the 
possibility to affect the direction of the study as the knowledge and understanding within 
the focus area developed, which would otherwise be challenging if individually investigating 
either theory or empirical data. However, as the approach was an emerging process, it 
resulted in the direction of the study being re-evaluated and changed several times. This 
allowed the authors to gain a broad knowledge within the focus area but could occasionally 
lead to the exclusion of certain parts to maintain the study’s relevancy regarding the thesis’s 
purpose. 
 
Literature review 
Before developing the literature review, the authors chose to explore and investigate the 
methodology, as it provided a better understanding of how to approach the problem. 
Investigating the methodology before conducting the literature review increased the study’s 
credibility as it developed the understanding regarding the procedures of performing a case-
study. The literature review was an extensive process were the authors invested a large 
amount of time investigating literature in connection to the thesis. However, despite 
collecting literature that was highly applicable regarding the purpose of the thesis, it is not 
possible to conclude that all relevant literature has been taken into consideration. Terms 
that were entered into the search engines might have been influenced by the authors’ 
perception of what was relevant to the study, possibly limiting the width and various 
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perspectives of the literature collected, and thereby the study’s confirmability. Moreover, 
the authors were thorough in not forcing the situation at Medex to be compliant with the 
literature. Staying true to reality and not forming it to fit the thesis’s purpose has been an 
essential part of the process to secure the study’s authenticity.  
 
Data collection 
By using semi-structured interviews and allowing the respondents to answer questions in 
their own words to collect primary data, the possibility of perceiving reality through their 
perspective increased. Furthermore, it minimised the risk of preformulated expectations or 
preconceived notions to affect the questioning, but rather allowed for the respondents to 
answer freely. On the downside, it occasionally created deviating topics of discussion 
depending on the respondent, complicating the cross-comparison of answers. But after 
conducing each interview, the data was summarised and confirmed with the interviewee to 
eliminate the risk for misunderstandings. Through summarising the interviews and allowing 
the respondent to validate the conclusions, the credibility of the findings increased. Since 
the data set consisted of 15-semi structured interviews and the secondary data was 
gathered through encrypted computers with complete access to Medex’s intranet, it further 
strengthens the credibility. However, because of lack of experience orienting within the 
intranet, regular assistance from Medex’s head of PMO was needed, resulting in the 
gathering of secondary data becoming relatively time-consuming. It was however a great 
source of data that enabled triangulation to be performed, strengthening the dependability 
of the data. 
 
All interviews and communication have been performed digitally due to the restrictions of 
the coronavirus pandemic. This has limited the possibility of visiting Medex, organising real-
life observations and informal meetings. Executing contact digitally has been perceived by 
the authors as troublesome when trying to visualise the production and organisation and 
establishing spontaneous contact with the employees. But on the contrary, it has allowed 
for efficient meetings, direct communication and not needing to relocate or travel. Even 
though the authors do not view the digital communication as decisive to the overall 
outcome of the study, real-life observations would enable triangulation to be performed at 
a greater extent, thereby increasing the trustworthiness of the study. 
 
Analytical process 
By using thematic analysis, the two authors of this thesis experienced that both primary- 
and secondary data could be analysed efficiently through the created themes. The themes 
could also be verified by returning and comparing it to the original data if necessary, thus 
increasing its confirmability. This was beneficial as the authors occasionally found it difficult 
to identify what parts of the data to compare and connect. But since pre-determined topics 
were used for collecting the data, it influenced the possible width of identified themes. As 
evident, the themes have strong connections and similarities to the pre-determined topics, 
which thereby demands a completeness of pre-determined topics to maintain the study’s 
dependability and not miss out on significant data. However, the pre-determined topics 
were only used to structure the data and maintain its relevancy regarding the purpose of 
the study and are not regarded as limiting to the analytical possibilities. Instead, the 
abductive approach allowed for surprising or less relevant data to still be analysed and 
compared to theoretical propositions when establishing themes. Potentially, additional 
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analytical methods for analysing the qualitative data could have been applied to see if 
different techniques would result in the same findings. However, to increase the study’s 
confirmability, it was important for the authors to not adapt or intentionally interpret the 
data in any way to fit the purpose of the thesis.  
 
3.9 Ethical consideration  
Depending on how researchers and respondents conduct themselves during the collection 
of qualitative data, ethical problems may arise (Brinkmann & Kvale, 2014). However, the 
intention of the study has never been to cause ethical conflicts, but only to understand and 
widen the knowledge of Medex. By expressing the respondent’s voluntariness and 
anonymity, the risk of ethical misconduct has proactively been minimised to not affect the 
parties involved. Moreover, anonymity liberates the respondents from having to personally 
defend their opinions, thus increasing the possibility of answers being truthful and reliable 
(Brinkmann & Kvale, 2014). Through confidentiality, any information that emerged during 
the interviews or conversations has been prevented from being handled in ways deviating 
from the respondents’ approval. Furthermore, names have been excluded as it is not 
considered decisive for the outcome of the study. But on the other hand, the respondent’s 
role and influence have been described since it has been deemed essential by the authors 
for the understanding of the company’s operations and organisational relationships. Thus, 
ethical considerations have constantly been considered throughout the entire collection of 
the qualitative data.  
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4 Empirical data 
The empirical chapter highlights areas where challenges may occur that are linked to the 
thesis’s research question. The chapter presents the most relevant findings from primary 
and secondary data, which include primary data from the pre-study and the main 
interviews, and secondary data from Medex’s internet. It is divided into the areas: PPM at 
Medex, vision, mission, strategy and objectives, projects processes, current portfolio, new 
projects, and resource allocation. A reminder from the case background is that the term 
“corporate” refer to the top management of the entire global organisation that oversee all 
sites, and “Medex” refer to the site in Stockholm which is the focus of the study.  
 
4.1 PPM at Medex 
Medex use one portfolio for all their projects, and decisions and overall management of the 
portfolio’s content and strategic direction is the responsibility of Medex’s steering group 
(STG). The STG evaluates new project proposals, and address resource and prioritisation 
questions requested by project managers. A full list of project roles and their responsibilities 
can be found in Appendix 3. 
 
Medex’s primary business is manufacturing pharmaceutical products for certain markets, 
and projects are therefore carried out in parallel to the production and other business 
activities. Most projects are carried out to enable and improve production and projects are 
constantly being started, carried out and closed. The overall project management and PPM 
is managed by the department PMO. According to documents on Medex’s intranet, the 
responsibilities of the PMO is the development of Medex’s project management standards, 
assurance of application of the standards, and the development of various types of projects. 
The expertise of the PMO is in the field of managing and delivering projects. As for technical 
and other needed competence and expertise for projects, resources are requested from 
other departments at Medex, such as IT, Production or Quality. Both interviewees and 
documents from Medex’s intranet state that the largest projects are usually led by a project 
manager from the PMO, as these affect several departments or the entire site, and medium 
to smaller projects that mainly affect one department are led by a project manager from 
that department.  
 
To manage projects and the continuous alignment of project methodology with the 
changing business, the PMO uses a generic project management method called XLPM – 
Excellence in Project Management, which also include documents with project related 
templates, manuals and explanatory documents regarding processes, roles, and 
responsibilities. The fundamental function of the XLPM application is continuous coaching, 
training, and support for the entire project organisation. Additionally, the head of PMO 
explained that Medex implemented the PPM software Planisware in 2018, were project 
plans, documents, status, and requests are reported. Planisware offers automated project 
reporting, overview of all projects and investments, cost management and a platform for 
resource management. Moreover, the PMO strive to establish first class project 
management by continuously improving their project management tools and further adapt 
the project management method XLPM to Medex's needs. The head of PMO explained that 
the PMO strive to ensure control over scope, time, and cost of projects, provide project 
management on demand, support for project managers in the organisation, and delivering 
strategic projects from start to end, which is also stated on Medex’s intranet. 
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4.2 Vision, mission, strategy and objectives 
Internal documents show that Medex’s mission is based on and aligned to the corporate 
vision and mission. Medex is therefore constrained by corporate, and ultimately Medex's 
mission is to meet the corporate vision and mission, without having direct influence in its 
formulation. However, since the study focus on Medex rather than the corporate 
organisation, Medex’s mission will be studied independently of corporate. Medex formulate 
their mission as “The safe and optimal use of raw material”, and their overall strategy as 
“Profitable Organic Growth”. 
 

“Medex do not create the strategy, but rather steer the strategy created by corporate”  
– CEO 26/4-2021 

 
Medex’s strategy starts from the very top of the corporate organisation. Corporate 
determine their strategy based on the overall corporate vision and mission, and corporate 
strategy then creates the foundation for Medex’s strategy. An internal presentation 
demonstrated Medex’s portfolio management model, which follow the concept of strategy 
– strategy realisation – realisation, as presented in Figure 10 below.  
 

 
Figure 10: Portfolio Management Model at Medex 

Furthermore, Medex’s strategy is directly linked to contribute to corporate strategy, and 
both Medex’s and corporate strategy will therefore be presented in Table 4 to provide the 
context and origin of Medex’s strategy. The strategy is obtained from internal documents 
provided to the authors by the head of PMO, who also described that the strategy creates 
the foundation for the formulation of organisational objectives. Due to confidential reasons, 
these will not be specifically stated in this thesis. 
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Table 4: Medex’s strategy, based on corporate strategy 

Overall 
Strategy Profitable Organic Growth 

 
Corporate 
Strategy 

Increase 
market 
penetration 
and expand 
into new 
geographies 

Expand product 
portfolio and 
optimise R&D 
timelines 

Optimise 
production 
efficiency 

Increase 
collection of raw 
material & 
production 
capacity 

Proud and 
talented 
employees in 
a healthy 
organisation 

Foster 
engagement 
and shape 
reputation  

 
Medex’s 
Strategy 

Sustainable 
compliance 
solutions in 
all markets 

Efficient 
industrialisation 
in collaboration 
with R&D 

Strive for 
operational 
excellence and 
compliance with 
the customer in 
focus 
 
Effective processes 
through the use of 
latest automation 
and business 
intelligence 
technology 
 
Continuous 
improvement of 
standard 
production cost 

Ensure 
maximum 
volumes from 
existing 
investments 
 
Conduct 
responsible and 
systematic 
environmental 
work to 
minimize 
environmental 
impact 

Value and 
develop our 
staff 
 
Constantly 
improved 
work 
environment 
 
Attract, retain 
and develop 
staff with the 
support of 
robust HR 
processes 

Be an 
attractive 
employer 
 
Be a well-
known and 
respected 
part of 
society 

 
 
4.3 Project processes 
As previously mentioned, Medex use of XLPM in PPM includes a range of documents. As the 
study primarily focus on the selection of projects rather than management of ongoing 
projects, the relevant documents for the selection process are the “Project Proposal”, 
“Project Charter” and “Business Case”. The Project Proposal describe the idea of a project 
and serves to secure a budget, substantiate the project idea or investment, and work as the 
basis for developing a Project Charter and financial assessment. The Project Charter outlines 
a project’s background and constraints, and include the projects expected outcome, 
resource demand, expected benefits, and a time and cost frame. The Business Case serves 
to justify a project based on its expected commercial benefit, and essentially weighs 
required effort against future revenues. 
 
The whole process for a project begins with a Project Proposal in Planisware, which is 
complemented with a Project Charter and an initial Business Case. The STG then decides if 
they want to invest in the project or not, based on the Project Proposal, Project Charter, and 
initial Business Case. Several interviewees explain that Medex is an investment-focused 
company and focus is often placed on the amount of revenue that a project generates. A 
production controller commented that this often leads to proposals of projects being much 
like a sales pitch where projects are presented as best-case scenarios. However, the 
intended outcome is seldomly realised, and once a project is approved, it is according to 
several interviewees still relatively easy to increase the project’s budget.  
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“It is not rare that a Project Proposal request something like €150.000, but turns out to be a 

€450.000 project” – Production Controller 8/4-2021 
 
The perception of several interviewees is that not enough time and effort is spent on the 
Project Proposal, Project Charter, and initial Business Case. As a result, interviewees argue 
that decisions made by the STG on which projects to invest, and how much, are based on 
insufficient information. Additionally, according to XLPM, not all proposals result in a 
project, and activities related to the proposal of a project are therefore not reported as 
project activities at Medex.  
 
After the STG approves a proposal of a project, the PMO must determine the project's 
lifecycle model from XLPM before a project is officially approved at Medex. A lifecycle is a 
stage-gate model and according to XLPM, Medex mainly use three types: lifecycle type A, B, 
and C. Additionally, for lightweight “projects” that are not regarded as projects but deemed 
necessary to report in Planisware to keep track of budget and time are categorised as 
lifecycle type D. Documents in XLPM describe that a lifecycle model includes minimum 
processes, activities, decisions and documents needed to ensure that the business idea is 
correctly transferred into the final project result. Key parameters in this categorisation are 
budget, required resources and complexity, see Table 5.  
 
             Table 5: Project categorisation based on costs, effort and complexity 

Lifecycle Model A B C  D 

Budget z ≥ €5.000.000 €500.000 ≤ z < € 5000.000 z < €500.000  Low 

Required resources z ≥ 1.000 MD 300 MD ≤ z < 1.000 MD z < 300 MD  Low 

Complexity z ≥ 40 28 ≤ z < 40 z < 28  Low 

 
A lifecycle evaluation sheet shows that complexity is in turn a parameter based on the 
following variables: affected parties, technology & process, time, competing activities and 
dependencies on other projects, and the nature of the product. The head of PMO argued 
that determining a projects lifecycle is Medex’s main way of categorising projects. However, 
the head of PMO would also prefer some additional information regarding the projects. 
 

“In addition to the information provided by the lifecycles, we need to consider what the 
project’s contributions are, and we need to know the effect of a project.” – Head of PMO 

22/4-2021 
 

Once a project’s lifecycle is determined, the project is assigned to a project manager and the 
project can begin. XLPM show that a full lifecycle at Medex consists of six tollgates (TG) 
where major decisions are made and the STG re-assess a project’s commercial and strategic 
value. See Figure 11 for a full lifecycle below. 
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Figure 11: Lifecycle model for A class project at Medex 

Project life cycles at Medex: 
• Model A: All six TGs are required to be passed 
• Model B: TG 0-2 and TG5 needs to be passed. No formal TG 3 or 4 are required 
• Model C: Only TG 0, 2 & 5 needs to be passed. No formal TG 1, 3 or 4. 
• Model D: Only TG 0 & 5 needs to be passed, a start and a finish. 

 
At TG’s, the Project Sponsor is responsible for taking TG decisions with support by the STG. 
All projects at Medex follow the same sequence of phases: analysing, planning, execution, 
and closure. TG’s mark transition points between the phases and reduces a project’s 
uncertainty of scope and outcome. To fully understand Medex’s project lifecycle process, 
when-, what-, and by whom decisions are made, the lifecycle’s phases and what each TG’s 
entails can be found in Appendix 4. 
 
Once a project begins, it is according to the project finance controller common for a project 
to rush in the early phase, which limits the PMO’s control over the project. 

 
“Projects often work very quickly in the beginning and some also deviate from the project 

methodology. This often leads to projects pulling in the wrong direction, and when that fact 
is realised, the project plan must be revised which result in delays and unnecessary costs that 
could be prevented by slowing down and doing a more thorough assessment of the project, 

its direction, and context in the beginning. We need to learn how to crawl before we can 
run” – Project Finance Controller 7/4-2021 

 
4.4 Current portfolio 
All information regarding a project, its status and planning can be found in different 
documents that are uploaded in Planisware. According to XLPM, each document should 
contain predetermined information, however upon examination, there is an inconsistency 
of information presented in the documents. Even if most project documents follow the 
XLPM templates, there are some projects where the information is spread between 
different documents, making it more of an effort to gather relevant information.  
 
Medex currently have 15 active projects in Planisware that all belong to one portfolio: one 
of lifecycle A, three of lifecycle B, eleven of lifecycle C, and two of lifecycle D. However as 
mentioned earlier, the two projects of lifecycle D are not regarded as actual projects and are 
only reported in Planisware to enable the PMO to keep track of the budget. A full list of 
active projects, objectives, how it provides value, and other relevant information can be 
found in Appendix 5. Moreover, when a project manager was asked which Medex’s biggest 
challenge was, the response was that only using one portfolio is insufficient and claim that 
several smaller portfolios would make it easier to relate projects to each other.  
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“I believe that we can improve our way of grouping projects together to identify and create 
synergies between projects. Since we only use one portfolio for all projects, it is difficult to 

link which projects are connected, and to plan for when specific activities may be more 
suitable to carry out. If you group projects in several smaller groups, it becomes more 

manageable and easier to ensure that all projects pull in the same direction, much like a 
school of fish where the fish is the project, and the school is the portfolio” 

 – Senior Project Manager 27/1-2021 
 

Furthermore, the perception among several interviewees is that Medex currently have too 
many projects. Interviewees feel that high-priority projects along with the regular 
production work takes up too much of their time, thereby making it harder to keep up with 
smaller projects and non-project related activities. Moreover, the head of PMO described 
that to determine a projects lifecycle, the parameters “budget”, “required resources”, and 
“complexity” are first individually evaluated, and later compared to determine the 
appropriate lifecycle. The complexity is calculated with a template from XLPM and 
presented as a z-value, and once the z-value is set, the constituent variables are put aside. 
According to the lifecycle evaluation documents in Planisware, the parameters “budget” and 
“required resources” corelates with the determined lifecycle most frequently, and the 
variable “complexity” differ the most, see Appendix 6. 
 
Projects at Medex are generally considered a secondary source of revenue since most 
projects are executed to improve production, which in turn generates revenue. Each project 
is unique and that all projects, both ongoing and paused, have stated objectives that refer to 
the reason for carrying out the project, such as installing a system or replacing a 
component. Due to the projects’ uniqueness, several interviewees claim that common 
objectives for projects are hard to determine. Instead, when asking interviewees to 
formulate Medex’s project objectives, the answers rather referred to how projects bring 
value through either business continuation, increase production capacity or increase 
utilisation of raw material. Similarly, relevant documents in Planisware also contain the 
project benefits, which refer to how a project brings value to the organisation. In Medex’s 
current project portfolio, all projects bring value by achieving objectives that contribute to 
either business continuation, increased production capacity and increased utilisation of raw 
material, improve work environment, or enable future projects, see Appendix 5. Moreover, 
ongoing projects are prioritised by the STG, based on dependencies, return on investment 
and size of the project. As previously mentioned, production is of the highest priority, so any 
project that is crucial for the continuation of production gets prioritised, and the CEO added 
that projects also gets prioritised if the completion of the project is crucial for other projects 
to proceed. Furthermore, both the CEO and head of PMO described that the projects with 
higher return on investments gets prioritised since the project is expected to generate more 
profit, which is of high interest for Medex. Finally, several interviewees explained that large 
projects require heavy investments which is deemed as a higher risk, and the management 
and completion of such a project therefore gets prioritised. In the interview with the CEO, it 
was described that a project is either given priority or not, which imply that all projects with 
priority are considered equally important, and all non-priority projects are considered to 
have the same status as each other. However, the perception among managers is that they 
do not understand the motivation behind project priorities set by the STG and how they 
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connect to the strategy. Moreover, almost all projects report the availability of resources as 
an imminent risk according to documents in Planisware, and several interviewees claim that 
the competition of resources is high, and that a project’s priority mainly determines if a 
project is to receive intended resources. Moreover, the interviewees do not generally 
perceive that much time is invested to eliminate risks and describe the lack of resources as 
the most common of risks.  
 
To carry out the evaluation of a project, its need for resources, and strategic fit are assessed 
at the individual TG’s. Additionally, the head of PMO described that by the 4th of every 
month all project managers are to update the project status in Planisware, and the PMO 
Finance Controller looks over the portfolios budget once a month. This to ensure that the 
current information regarding the projects is provided to the STG, who meet once a month 
to look over the portfolio, projects’ needs, dependencies, strategic fit, and the projects’ 
priorities. In the interview with the CEO, it was further explained that when project 
dependencies are identified, project priorities are revised to ensure the “right” projects are 
given priority to minimise future bottlenecks caused by projects waiting for other projects to 
finished or reach a certain stage. Moreover, the head of PMO stated that during the year 
2021, Medex have implemented a business review meeting every second month where the 
STG evaluate how the portfolio have performed up until the meeting. All projects that have 
not yet passed TG2 are then evaluated simultaneously, and the meeting provide the STG 
with a better overview of the entire portfolio's performance. Additionally, the head of PMO 
explain that the project managers are to revise and/or update the project plan every 
quarter, and the STG take decisions regarding what orders to place and future project plans. 
Once a year, corporate perform an audit of the project portfolio to ensure that projects 
follow routines, work according to XLPM, and that projects in Planisware are well managed 
and administered. According to the head of PMO and XLPM, once a project is delivered and 
closed, a final report is created by the project manager, which mainly consist of lessons 
learnt that are stored in a data base. However, as of today, there is little or no follow-up on 
whether the project delivered what was planned or not. 
 
4.5 New projects  
In the interview with the CEO, it was described that the selection of projects is primarily 
done once a year when the yearly budget is set. The STG then decides the budget for the 
project portfolio for the coming year, as well as which new projects to invest in and include 
in the portfolio. The head of PMO described that the STG usually have around 10-15 project 
proposals, and generally select 7-10 projects to include in the yearly budget. As previously 
mentioned, the potential projects are evaluated based on the Project Proposal, Project 
Charter and initial Business Case. The CEO explain that for each proposal, the STG determine 
if the project involves: business continuation, yield improvements, quality, or safety, and 
these parameters are evaluated through risk and impact assessment for a scenario where 
the project is not performed. However, several interviewees claimed that if a project is 
estimated to provide a larger return on investment, these projects tend to get selected 
regardless of the other parameters. 
 

“The selection of a project is mainly influenced by its return on investment”  
– Senior Project Manager 8/4-2021 
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Moreover, the head of PMO explained that it is the production’s need for executed projects 
that directs which project to undertake rather than the pursuit of a balanced portfolio and 
emphasised that production is of highest priority. 
 

“Production is always the highest priority. A project will never be able to be of higher 
priority. For projects, you get the resources that are left over and it is therefore important to 

efficiently make use of what you get” – Head of PMO 26/4-2021 
 
4.6 Resource allocation  
For Medex to perform their project portfolio initiatives in alignment with the organisational 
strategy as illustrated in Figure 10, the organisation uses Planisware to allocate resources. 
The software was implemented due to Medex’s previous lack of an established method for 
allocating resources, which often occurred sporadically through email, phone or physical 
meetings. Today however, allocating resources for a project leads up to TG0. At this point, 
the required efforts from the desired project-team should be estimated in man-days and the 
entire project lifecycle is considered for the allocation estimation to be as precise as 
possible. The project manager is responsible for the estimation, but the process requires an 
informal dialogue and contract between the project manager and resource owner. 
Important to note is that at TG0, production employees are not formally accounted for since 
at this phase, specific needs are poorly defined. 
 
The second step of allocating the resources occurs during the project planning phase leading 
up to TG2. At this point, the project manager should have requested the needed resources 
through Planisware and connected them to the project’s key activities and timeline. The 
project manager requests resources from the associated department, creating a 
prerequisite for the relevant resource owner to approve the request. Furthermore, the 
resource’s desired working factor is entered by using a scale from 0-1 where 1 is equivalent 
to fulltime. This factor is thereafter multiplied with the duration of the activity to present 
the workload that the resource would be exposed to. The planning can also occur by 
entering a desired workload to calculate the working factor, but this method is often used if 
the project is considered less sensitive to activity duration or efficient usage of resources. 
Before entering the request in Planisware, the project manager confers with the resource 
owner to harmonize the request. After the request is accepted by the resource owner 
through Planisware, the resource is formally assigned depending on availability. It is the 
resource owners who decides the resource availabilities by determining their respective 
percentage of fulltime availability. If a project manager needs to make any changes to the 
duration of the activity, working factor or working load, the project manager should notify 
the resource owner, after which a new request is sent to the resource owner via Planisware. 
If a project is completely set on hold, the project manager releases the connected resources 
and notifies the resource owner. Moreover, if the resource owner needs to re-allocate an 
approved resource, the project manager is directly contacted before the project manager 
resends a new request. However, there is often an experienced discrepancy between the 
availability and demand of resources, frequently blamed upon the STG’s proneness of 
initiating projects in the quest to fulfil Medex’s strategy.  
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“I do not think the steering group has any idea of available resources before initiating a 
project. Today, there is a tendency to just give projects a go-ahead.”  

– Resource Owner 9/4-2021 
 
After TG2 is passed and the project execution phase commences, the project managers at 
Medex should monitor the allocated resources. By doing so, the accuracy of the plan can be 
adjusted in the case of unforeseen events that would cause changes in resource demand or 
availability. Previously at Medex, bottlenecks were often hard to identify since an overview 
of allocated resources did not exist. Instead, individual excel-sheets of allocated resources 
were kept by the resource owners. Today however, Planisware aids the identification of 
bottlenecks by presenting time periods of resource overloading so that the resource owners 
can identify them. This occurs by taking the resources’ remaining availability (availability – 
workload) and comparing it with the resources’ demand. If the demand exceeds the 
remaining availability, a warning is provided which creates a foundation to proactively 
handle the bottlenecks. But despite Planisware being integrated at Medex, both project 
managers and resource owners have expressed their concerns that the system does not 
consider how the allocation of resources affects the smaller or non-project related activities 
of the company; or vice versa. Instead, it is the resource owners’ responsibility to manually 
adapt the resource availability accordingly. Furthermore, resource owners have expressed 
the need for a more regular dialogue between resource owners and project managers to 
improve resource planning for projects and make it as accurate as possible. Occasionally, 
the resource estimation is performed inconsistently by using man-days for some estimations 
and hours for others. Thus, complicating the process of comparing project against each 
other. Moreover, the awareness regarding Medex’s strategic resource are commonly known 
within the organisation and examples include engineering, production support and 
validation. But as of today, there is still a high workload on the internal employees at 
Medex, and thus, external consultants are often used to meet the project demands.  
 

“Everyone at Medex always wants more resources” - Project Finance Controller 7/4-2021 
 
At times, external consultants perform much of the work whereas internal employees 
overlook and approve it. Moreover, costs for internal employees in connection to projects 
have previously not been accounted for, often making the project costs rather untrue in 
comparison to reality. To counteract this, Medex have during 2020 introduced internal 
debiting to create a more truthful picture of resource cost in projects. The internal debiting 
has also increased the awareness of the actual costs of resources, creating a prerequisite to 
accurately plan for projects. There is however a common perception at Medex that despite 
being planned and allocated, scheduled resources tend to change. Furthermore, the 
changes are commonly made in Planisware without any earlier notification as originally 
instructed. 
 

“The planning of one’s resources are prone to change. Even though they are approved in 
Planisware, the re-prioritisation or planning of a project can result in the loss of resources. 
Medex needs a better way of handling delays and changes of resources.” – Senior Project 

Manager 8/4-2021 
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The resource owners follow the project priority list set by the STG when allocating 
resources. Furthermore, the day-to-day planning of resources is a process that occurs to the 
individual liking of specific project manager and resource owner. It can for example be 
handled through daily, weekly, or monthly meetings depending on the project’s intensity or 
priority. Internal meetings within projects or departments are also recurrent, to collaborate 
on how to optimally allocate resources for the desired projects. In addition to using 
Planisware, individual excel-sheet are common as a personal way to keep track of resources, 
projects and activities, and are often used to handle internal problems or conflicts. The 
status of the resources is formally revised by the 4th every month when the project 
managers update the project status in Planisware. Moreover, when the STG revises the 
project portfolio every month in alignment to the organisational strategy, it occasionally 
results in changes in the portfolio and the resources must then be adjusted accordingly. 
During the business review meeting every second month, there is an opportunity for the 
STG to review projects’ resources before passing TG2. Furthermore, when the project 
managers revise their plan every quarter, the allocated resources are at risk of being 
affected due to potential changes. However, during none of the monthly, bi-monthly, or 
quarterly meetings, both the STG, project managers and resource owners are present 
simultaneously. Instead, if a resource owner does not have the capacity to provide 
resources to a project, it is by this point in time that a warning is sent to the STG or passed 
on to the head of PMO. Furthermore, Medex’s yearly budget is adapted by the STG to the 
forecasted project and department resource demands which are based upon the strategy. 
However, as projects and resources are not tied to yearly planning, the organisation is now 
looking to implement a rolling forecast to better suit the budget to the project portfolio and 
its resource demand. Furthermore, the connection between the company’s strategy and 
projects is according to certain project managers and resource owners not explicitly 
explained. Thereby, from a strategy perspective, an individual estimation is often made 
concerning which resources that will be of high upcoming demand.  
 

“Since the connection between strategy and projects is not clear, I can only guess which 
upcoming projects, and therefore resources, that will be demanded in the future. It also 
makes it hard to determine if the project portfolio is aligned with Medex’s strategy.” – 

Resource Owner 9/4-2021 
 
The general perception at Medex is that feedback and evaluation of projects regarding how 
successful the resource allocation was, rarely happens. Even though projects’ final reports 
containing lessons learnt are documented, it is regarded as unstructured and instead, 
informal discussion or meetings creates the foundation for evaluating the outcome of the 
projects’ resource allocation.  
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5 Analysis 
The analysis is performed by correlating the empirical findings and the literature review to 
each other, to answer the research question of what PPM related challenges a matrix 
organisation faces when selecting projects and allocating resources for a strategically 
aligned project portfolio. The structure of the analysis is based on the themes identified 
using the thematic analysis. However, to analyse how Medex select new projects, Medex’s 
current situation will be analysed to understand the outcome of their previous approach for 
selecting projects, identify PPM related challenges, and relate selection of projects to the 
current portfolio and strategy. This implies that existing project processes and how 
objectives relate to strategy will initially be analysed, followed by how Medex’s currently 
balance and categorise projects. When Medex’s current situation have been analysed and 
PPM related challenges identified, it allows for a better understanding of how the process of 
selecting new projects relate to these identified challenges, as well as the allocation of 
resources. 
 
As previously stated, a delimitation of the study is that Medex’s strategy will not be studied 
in depth or analysed but rather used as a reference to understand the empirical data. 
However, the analysis will begin with a short subchapter were observations of Medex’s 
strategy and how it connects to the literature will be presented to give the reader an 
indication of how Medex’s strategy is formulated, and how it relates to the portfolio and 
characteristics of Medex. 
 
5.1 Strategy  
To formulate the strategy, Medex use what Cooper et al. (1997) define as a top-down 
approach where strategy is based on the mission, and organisational objectives are created 
based on the strategy. This has resulted in an overall strategy that reflects the organisation’s 
character. The empirical findings show that Medex is an investment focused company 
where the return of investments is of the highest interest, and the overall strategy: 
“Profitable Organic Growth” summarises that Medex heavily focus on profits and returns. 
The reason for conducting almost all projects and attaining the organisational objectives for 
the portfolio, are to contribute to the strategy.  
 
5.2 Project processes and objectives 
Kerzner (2017) and Berman (2007) describe the evaluation of projects as a continuous 
process since things change over time and not all risks and uncertainties are known at one 
time. To reduce a project’s uncertainty of scope and outcome, Medex executes projects 
according to lifecycle-model in XLPM. This lifecycle-model is what Cooper et al. (2000) 
define as a stage-gate process, which provides current information to monitor, score and 
evaluate projects to ensure their strategic fit and assess project dependencies and priorities 
continuously. This goes in line with Kerzner (2017) who claim that the use of different 
measurements is the foundation for making informed decisions, and it enables top 
management to identify opportunities for improved performance. The empirical findings 
show that Medex’s use of the lifecycle-model provides the benefits that Cooper et al. (2000) 
imply. Additionally, Medex’s use of continuous evaluation creates a foundation to optimise 
the use of resources, which PMI (2015) describe as well performed PPM. Monthly, quarterly 
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and yearly reviews enable Medex to control compliance of procedures, assess portfolio 
performance, as well as to plan for the future.  
 
However, the PMO at Medex strive to ensure control over scope, time and cost of projects, 
but the empirical findings identify issues that complicates this endeavour. Proposals are 
presented as best-case scenarios, which result in underestimated budgets and inaccurate 
requests of resources. This is further aggravated by the empirical finding that not enough 
time and effort is put into the planning phase of a project, resulting in deficient project 
plans which often leads to unnecessary costs and delays. Moreover, all projects at Medex 
follow the same sequence of phases: analysing, planning, execution, and conclusion. 
However, every project goes through a proposal phase where relevant assessments and 
documents are created, but activities in the proposal phase are not regarded as project 
related activities at Medex. Archer and Ghasemzadeh (1999) emphasize the importance of 
having all the necessary information available to make informed decisions, however the 
PMO lacks both reliable information regarding the projects, and relevant information 
regarding time and resources from the proposal phase. Evidently, it is next to impossible for 
the PMO to reach their endeavour if they do not get sufficient and reliable information on 
which to base their decisions. Moreover, the empirical findings suggest that there is an 
insufficient link between project objectives, project priorities and the strategy. PMI (2015) 
indicate that by clarifying the link between projects and strategy, it increases the 
understanding, acceptance, motivation and commitment within the organisation.  
 
Archer and Ghasemzadeh (1999) emphasise the alignment of projects’ objectives to the 
portfolio’s objectives as essential for successful PPM, however the empirical findings show 
that mainly using projects’ objectives to align projects to the portfolio’s objectives and 
thereby the strategy might not be the most appropriate approach for Medex. Medex’s 
projects’ objectives refer to the specific reason for carrying out the project, such as installing 
a particular system or replacing a component, and the objectives do not provide clear 
information on how a project align with the portfolio’s objectives. Each project and its 
objectives are described as unique by interviewees, and the empirical findings therefore 
indicate that trying to group projects together and identify common ways of how they align 
to the portfolio’s objectives based on projects’ objectives, as suggested by Archer and 
Ghasemzadeh (1999), is inadequate for Medex. Instead, the empirical findings show that 
Medex can group projects together and align them to the portfolio’s objectives based on 
projects’ contributed value, since several interviewees describe how all projects contribute 
to the strategy by providing value through at least one of three areas of value: business 
continuation, increased production capacity or increased utilisation of raw material. 
Additionally, when reviewing documents in Planisware of the current project portfolio at 
Medex, five areas of contributed value could be identified among all projects: business 
continuation, increased production capacity, increased utilisation of raw material, improve 
work environment, or enable future projects, which can be seen in Appendix 5. A review of 
documents in Planisware showed that all projects bring value by achieving project 
objectives that contribute to at least one of these five identified areas of value. This goes in 
line with Camilleri’s (2016) explanation that a project brings value to an organisation by 
contributing to organisational objectives. Furthermore, the three areas of value described 
by several interviewees are included in the five areas of value that could be identified from 
documents in Planisware. By comparing the five identified areas of value to Medex strategy, 
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as presented in the empirics, connections were identified and the five areas of value 
covered Medex’s entire strategy, as can be seen in Figure 12. 
 

 
Figure 12: Areas of value in relation to Medex’s strategy 

The empirical findings indicate that the understanding among project managers and 
resource owners at Medex of how projects bring value to the organisation is greater and 
clearer compared to the understanding of how projects’ objectives relate to the portfolio’s 
objectives and thereby the strategy. If the understanding of projects’ contributed value is 
already established in the organisation, the empirical findings suggest that Medex could 
benefit from using projects’ contributed value to align projects to the portfolio’s objectives. 
This due to the direct connection between project value and strategy, in comparison to the 
projects’ objectives that Archer and Ghasemzadeh (1999) promotes. This is further 
strengthened by Müller’s et al. (2008) claim that the portfolio should fit the surrounding 
characteristics, since brought values are closer linked to Medex’s strategy than the projects’ 
specific objectives are. Furthermore, a more distinctly aligned portfolio to the strategy 
would foster constant support and a reference to make more strategically oriented 
decisions when managing projects, as described by PMI (2015).  
 
5.3 Balance of projects and project categories 
The main way of categorising projects at Medex are by determining the appropriate 
lifecycle, which is based on the project’s budget, required resources and complexity.  
These parameters can be compared to Archer and Ghasemzadeh’s (1999) suggested 
parameters: risk, size, and duration. Medex’s parameters are closely associated with the 
parameters suggested by Archer and Ghasemzadeh’s (1999), since budget and required 
resources can be related to the projects size, and complexity with risk. Finally, budget, 
required resources and complexity reflects the duration of a project. However, the head of 
PMO would additionally prefer if information regarding the projects’ contributions and 
effects were provided, which highlights an area of improvement. The empirical findings 
indicate that the budget have the biggest influence when determining the lifecycle, and a 
projects complexity have the least influence. The parameters are therefore not regarded as 
equally important for determining the lifecycle. Furthermore, the empirical findings show 
that additional parameters to Archer and Ghasemzadeh’s (1999) are considered important 
at Medex. The parameters budget and required resources are closely linked to profit, which 
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Archer and Ghasemzadeh’s (1999) parameters do not specifically address. Even if Archer 
and Ghasemzadeh (1999) indirectly consider profit as the result of a balanced portfolio, the 
empirical findings suggest that profits could prove to have a more central role for 
categorising projects. The empirical findings show that Medex tend to select the most 
profitable project proposal, regardless of other parameters that Archer and Ghasemzadeh’s 
(1999), and Killen et al. (2008) promote. This suggest that Medex pursuit of a balanced 
portfolio comes second to executing profitable projects, indicating that the desire for 
profitable projects can be counterproductive in the creation of a balanced portfolio.  
 
Killen et al. (2008) emphasise that projects must be limited to match the organisation’s 
capacity to ensure that all undertaken projects will be provided with sufficient resources. 
However, due to high priority projects and regular production taking up most of the workers 
time, interviewees perceive that Medex has too many projects, and the high competition of 
resources result in most projects stating the lack of resources as the most common and 
impactful risk. Moreover, projects are prioritised based on dependencies, return on 
investment, and size, and these priority parameters reflects Medex’s characteristics. 
However, since the resources owners do not understand the motivation behind the 
priorities, the empirical findings indicate that there is an insufficient link between project 
priorities and strategy. Moreover, the production’s need for executed projects highly 
influence which projects to prioritise and undertake, rather than the pursuit of a balanced 
portfolio, since production is always the highest priority. Production priority further 
contributes to the previous insight that Medex's current way of categorising projects can be 
counterproductive to achieving a balanced portfolio.  
 
One interviewee regarded Medex’s use of one portfolio for all projects as unnecessarily 
complex. The variety of projects and the described uniqueness of each project complicates 
the grouping of projects and the process of finding synergies and similarities between them. 
Turner and Müller (2003) state that a portfolio is used to simultaneously coordinate and 
optimise the use of available resources, which the empirical findings indicate Medex achieve 
at various extents. Archer and Ghasemzadeh (1999) emphasize the alignment of projects’ 
objectives to the portfolio’s objectives to ensure all projects pull in the same direction. 
Cooper’s et al. (1997) top-down approach indicates that when using portfolios to align 
projects to strategy, the strategy can be broken down into sub-parts, and each portfolio can 
have different objectives that contribute to the overall strategy. However, since Medex only 
use one portfolio, there has not been a need to clearly establish the portfolio’s objectives, 
since all projects are ultimately grouped together to meet the strategy rather than the 
portfolio’s objectives. According to Cooper’s et al. (1997) top-down approach, the strategy 
formulates organisational objectives that become the portfolios’ objectives. As previously 
shown in the analysis, the identified areas of value are linked to Medex’s current strategy, 
and all projects bring value by achieving project objectives that contribute to at least one 
area of value. A review of relevant documents in Planisware showed the number of projects 
that contribute to each area of value, both ongoing and on hold, and can be seen in Table 6. 
Worth mentioning is that some projects contributed to more than one area of value. This 
shows that the most common way for projects to contribute to Medex’s strategy is through 
increased capacity followed by business continuation.  
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         Table 6: Contributed areas of value for all projects in Planisware 
Areas of value Ongoing projects Projects on hold Total 
Increase production capacity 7 2 9 
Business continuation 6 0 6 
Increase utilisation of raw material 2 1 3 
Enable future projects 1 1 2 
Work environment 1 2 3 
Reduce costs 1 0 1 

  
Moreover, Camilleri (2016) state that a project provide value by contributing to 
organisational objectives, which indicate that grouping projects in portfolios according to 
their value, could provide Medex with additional information regarding the projects’ 
contributions and effects that Medex current categorisation of projects lacks, as earlier 
acknowledged. It could further help with future evaluation of performance in line with 
Berman (2007) who states that measured performance must be placed in a context that all 
projects can be related to.  
 
5.4 New projects  
When Medex’s top management (the STG) decides on which projects to include when 
setting the yearly budget, each proposal is identified as either business continuation, yield 
improvements, quality, or safety, and these parameters are closely linked to the identified 
areas of provided value. This indicate that the identified areas of value reflect the 
organisational objectives since similar parameters are already used for selecting projects at 
Medex. Furthermore, a project proposal’s parameters are evaluated through risk and 
impact assessment for a scenario where the project is not performed. Medex thereby create 
a ranking of proposals based on the cost of not implementing a project. This shows that 
Medex partly follow what Archer and Ghasemzadeh (1999) describe as a comparative 
approach for selecting projects. However, the empirical findings show that Medex do not 
rank the importance of portfolio objectives, which Archer and Ghasemzadeh (1999) describe 
as the first step for a comparative approach. Such an approach is effective for choosing the 
most individually favourable projects; however, it neglects the possibility that two or several 
smaller proposals combined might provide a higher value than a single proposal of higher 
rank. As previously discussed in the analysis, having only one portfolio for all projects 
complicates the comparison of projects and the identification of synergies. A senior project 
manager suggest that the use of several portfolios could provide a clear way of grouping 
project proposal based on how they provide value to Medex and thereby contribute to the 
strategy. In addition to grouping projects based on their provided value, the project-
categories enables what Wheelwright and Clark (1992) describe as project mapping to 
ensure a balanced portfolio. This since the information provided by the project-categories 
enable top management to have projects from different categories and risk-levels within 
each portfolio. Thereby, it would provide top management with a good overview of current 
distribution of projects and indicate if the balance of projects in a portfolio needs to be 
adjusted.  
 
As previously considered in the analysis, the PMO’s management of the portfolio is limited 
by the empirical findings that not enough time and resources are spent during the proposal 
phase, and that project proposals tend to be presented as a best-case scenario. This is a 
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further implication when selecting new projects, since it indicates that top management 
does not have all the relevant and reliable information needed for selecting the most 
favourable projects, which Archer and Ghasemzadeh (1999) describe as a prerequisite for 
making informed decisions. The empirical findings therefore suggest that if more time and 
resources were placed on the proposal phase, top management would have more reliable 
information on which to base their decisions when trying to achieve a strategically aligned 
project portfolio.  
 
5.5 Resource allocation 
As Kendall & Rollins (2003) describe, it is important for resources and resource owners to 
know which projects they belong to, the time needed from them, and the most vital parts of 
the projects. Project managers therefore need to be aware if the allocated resources are 
available as planned. These needs are highly accounted for at Medex, where the use of 
Planisware allows for a structured and holistic way of allocating resources. Moving from 
personal documentations and informal meetings when planning for resources, to a 
collective and systematic way of working has increased the overall transparency of resource 
demand and availability. The increased transparency has further allowed for an increased 
awareness of what projects resources are allocated to and for how long, and a way for 
project managers to monitor their own and other resources, which corresponds to Kendall 
& Rollins (2003) stated needs. In further accordance with Kendall & Rollins (2003), 
connecting the resources at Medex to the project’s key activity and working towards TG’s 
allows for the resources and their owners to be aware of the most vital parts of the projects. 
Furthermore, the use of estimations and percentages to calculate resources’ workload is a 
similar method to the rough-cut-portfolio-planning as described by Platje et al. (1994). It 
allows for Medex to know the demand and availability of resources and proactively adapt 
accordingly. This since statistical information can be used to provide well-informed 
decisions, reflect the true needs of the portfolio at Medex, and create a prerequisite to 
prevent decisions being made too late, as described by Hendriks’ et al. (1999). However, 
since the resource owners must manually determine and enter the resource’s availability 
into the system, it opens for differences in evaluating availability, the need for separate 
documentations to keep track of smaller- and non-project related activates, and thereby an 
increased workload.  
 
Furthermore, as explained by Kendall & Rollins (2003), bottlenecks need to be identified to 
better allocate resources regarding to portfolio capacity. This is done at Medex by heavily 
relying on the availability entered, which relies on the individual capacity to estimate it. 
Thereby opening for human errors, as for example seen in the basic inconsistency of some 
resource estimation being performed in man-days and others in hours. More importantly, 
despite actively working with resource availability and demand, there is still an experienced 
lack of resources, also evident from the high workload at Medex. Having to recurrently use 
external consultants to counteract this, it points towards an unbalance in resources 
compared to projects. As Kendall & Rollins (2003) describe, a company must identify and 
invest in their strategic resources as it otherwise limits the capacity of the portfolio. Medex 
points out who their strategic resources are but address the external consultants as a 
solution to their high workload. Similar to Hendriks’ et al. (1999) links, this indicates a lack of 
long-term investment of strategic resources, hence resulting in a high workload from a 
short-term perspective.   
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In accordance with Hendriks et al. (1999), Medex have a structured way to handle their 
short-term resource allocation. Together with Planisware, meetings and documents, the 
project managers and resource owners at Medex work actively, with high pressure from the 
head of PMO, to keep their resource plans up to date. However, despite being planned for, 
the scheduled resources still tend to change, making the allocation process challenging, as 
also described by Kendall & Rollins (2003). The rarity of notifying resource changes before 
they occur, can be described by a lack of sufficient communication between project 
managers and resource owners, which according to Kendall & Rollins (2003) is needed for an 
increased clarity of planned resources. Furthermore, top management meetings every 
month and second month, along with the project plan updates performed by the project 
managers every quarter is equivalent to Hendriks’ et al. (1999) medium-term resource 
planning as it covers the gap between the every-day and yearly review of the project 
portfolio. However, according to Hendriks et al. (1999), project managers and resource 
owners should be present at the meetings to provide input regarding resource availability 
and demand. This does not happen at Medex, but it is first when a resource shortage occurs 
that information is passed on to top management or head of PMO. This not only minimises 
project managers’ and resource owners’ influence in decisions regarding resources, but 
hinders regular communication between them, as also noted by Platje et al. (1994).  
 
Moreover, since the internal debiting of resources at Medex allows for a more truthful 
representation of the costs, the project plans become more accurate. And with more 
accurate project plans, the more well-suited the yearly budget will be to the represented 
departments and type of resources in regard to their demand, as similarly noted by 
Hendriks’ et al (1999). Likewise, this emphasises the importance of getting an accurate 
representation of resource costs to provide a budget that will provide the finances needed. 
As Kendall & Rollins (2003) explains, the capacity of the portfolio is limited to the strategic 
resources and budget. Regarding portfolio objectives, Medex takes both limitations into 
consideration during their yearly budget to adapt the strategic resources and budget to one 
another, which also corresponds to Hendriks’ et al (1999) view on long-term resource 
planning. Their latest plan of implementing a rolling forecast is however a sign that the 
organisation is still trying to improve the adaptation to fulfil portfolio objectives more 
efficiently, and thereby their strategy. It is also a sign that the yearly budgeting has been 
insufficient in accurately fulfilling the needs, as often expressed by the desire at Medex to 
always want more resources and the recurring use of external consultants. Even though top 
management works with long-term resource planning to fulfil their portfolio objectives, the 
projects’ connection to the organisation’s strategy is not well known within the 
organisation, which according to PMI (2015) is needed for understanding the underlying 
intentions of the projects performed. Letting employees guess the connection between the 
projects and strategy is a sign that Medex must improve their way of connecting projects to 
strategy, as well as promoting their link to the portfolio’s objectives. This could allow 
employees to understand how their work contributes to the organisation, which PMI (2015) 
suggest increase motivation, whilst creating a foundation to individually evaluate whether 
projects contribute to the portfolio’s objectives and thereby strategy. 
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Throughout the study, the reoccurring notion at Medex is the discrepancy between 
resource availability and resource demand. Firstly, this can upon analysis be explained by 
top management’s proneness of initiating projects without having a thorough 
understanding of available resources. According to both Platje et al. (1994) and Kendall & 
Rollins (2003), knowing what resources the organisation possess is essential in order to 
make well-informed decisions when selecting projects for the portfolio in accordance with 
its resource capacity. The empirical findings suggest that this reoccurring notion could be an 
explanation to the regular occurrence of top management initiating projects that affects the 
project priority list, resulting in a re-allocation of resources occurring without warning. 
Thereby, current projects are influenced by new projects where top management have poor 
knowledge of how it affects the resources, complicating the discrepancy between resource 
availability and demand, as comparably discussed by Kendall & Rollins (2003). Furthermore, 
the empirical findings do not indicate that Medex have a structured way for project 
managers and resource owners to efficiently communicate issues to top management, 
which result in their day-to-day handling of conflicting resources becoming increasingly 
difficult. Secondly, the discrepancy can be retraced back to the project planning. As stated at 
Medex, regular dialogue between resource owners and project managers need to improve 
to make it as accurate as possible, which Platje et al. (1994) affirms. However, the dialogue 
happens at an inconsistent basis and project plans are often made to the best of the project 
manager’s knowledge. This points towards inconsistency in the quality of the project 
planning, which the empirical findings also suggest, and in turn affects the resources 
allocated to a specific project. If the resources desired for that project are incorrectly 
estimated, it will as the project progresses result in resource changes and re-allocation, as 
regularly perceived at Medex and similarly described by Hendriks’ et al (1999). Finally, the 
fact that Medex has a matrix organisational structure entails high resource competition, 
which is described by Engwall and Jerbrant (2003) as a common issue. As the production at 
Medex is the primary business, it is of higher priority than projects, creating a foundation for 
the resource competition and can be regarded as a contributing factor to the identified 
discrepancy between the resource availability and demand. Furthermore, evaluating the 
resource allocation process is an essential part of learning from it, as described by Hendriks 
et al. (1999). Without it, the knowledge gathered throughout the process is not able to be 
spread or reused as a foundation for future improvement. Despite Medex having a 
structured way of allocating resources, they lack a structured way of learning from it. 
 
Moreover, as stated by Hendriks et al. (1999), the containing parts of the resource allocation 
process needs to be linked to match the organisational strategy. It is the strategy that sets 
the organisational objectives and ultimately affects the content of the project portfolio, 
which in turn affects how resources are allocated and handled. However, this implies that to 
allocate resources in accordance with the strategy, the connection between projects and 
the strategy must be clearly established in the organisation. As previously covered in the 
analysis, project value provides a clear connection between projects and strategy due to its 
direct association with strategy. As seen at Medex, by not fully understanding how projects 
contribute to fulfilling the strategy or how the project priority list is linked to the strategy, it 
complicates the allocation of resources when looking to obtain a strategically aligned 
project portfolio.  
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6 Conclusion & Discussion  
This chapter will present the study’s conclusion, followed by theoretical contributions where 
the findings are discussed. The managerial implications will follow, and the chapter will 
finish with limitations and suggestions for future studies.  
 
The aim of the study was to answer the research question of what PPM related challenges a 
matrix organisation face when selecting projects and allocating resources to achieve a 
strategically aligned project portfolio. To do so, a case study was performed to analyse PPM 
activities in a matrix organisation that lacked a clear connection between selected projects, 
project priorities and strategy, with a high competition of resources. A deeper 
understanding of the actual PPM related challenges an organisation face would thereby add 
to the understanding of how PPM can contribute to the realisation of an organisation’s 
intended strategy. 
 
6.1 Conclusion  
The study concludes that aligning projects to strategy through project objectives is 
challenging for matrix organisations, and that it is rather project value’s strong connection 
to strategy that provide a clear link between projects and strategy. This since a project 
provide value to an organisation by contributing to organisational objectives. It further 
concludes that clarifying the link between project and strategy can increase the 
understanding behind the motivation of project priorities, as well as creating a foundation 
for determining if the allocation of resources is oriented towards strategy. Furthermore, the 
study demonstrates the challenge and necessity for top management to base their decisions 
on sufficient and reliable information, to ensure well informed decisions. Moreover, the 
selection of projects should be done in accordance with the organisation’s resource 
capacity, which can be promoted by increasing the involvement of personnel possessing 
contributory knowledge regarding existing recourse availability. This further highlights the 
need for strong connections between short-, medium- and long-term resource allocation to 
allow for top management to make appropriate long-term decisions regarding resource 
investments and project selections. Moreover, the findings demonstrated the challenge of 
improving PPM processes without a structured way to address and assess associated 
challenges, and emphasize the need for consistent evaluation, documentation and 
application of lessons learnt to create a prerequisite for PPM improvement. The study 
displays a great competition of resources within a matrix organisation, and that an 
organisation with a strong desire for profitable projects run the risk of being 
counterproductive in the creation of a balanced portfolio. Altogether, the major findings of 
the study have contributed to the understanding of challenges a matrix organisation face to 
achieve a strategically aligned project portfolio through the PPM activities of selecting 
projects and allocating resources. 
 
6.2 Theoretical contribution 
The findings suggest that project objectives do not provide a sufficient link between projects 
and strategy due to the projects’ specific and unique characteristics. Further, indications 
that project value can be directly linked to strategy, which creates a suitable way of 
evaluating if a portfolio’s content contributes to its objectives and thereby the strategy are 
observed. Therefore, project managers perceive how project value rather than project 
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objectives contribute to strategy easier to understand. Together, 
the study emphasises project value as a preferred approach for 
project portfolio alignment with strategy, compared to Archer & 
Ghasemzadeh’s (1999) theory of using project- and portfolio 
objectives to align with strategy. The study suggests that project and 
portfolio objectives can be oriented differently, and it is rather the 
provided value by the project that should be aligned with the 
portfolio’s objectives, and thus regarded when selecting projects to 
help align the portfolio to the strategy, as can be seen in Figure 13. 
Moreover, previous literature presented by both Archer & 
Ghasemzadeh (1999) and Camilleri (2016) emphasise the 
importance of project value but regard it as a method for solely 
ranking project proposal or determining a project’s success. 
However, the study indicates that project value could be a more 
widely used tool within PPM when trying to achieve a strategically 
aligned project portfolio. 
 
Moreover, by creating a clearer connection between projects and strategy, the 
understanding among project managers and resource owners of project priorities set by top 
management could also increase, enabling an understanding of why resources are to be 
allocated accordingly. A clearer connection could also provide a foundation for individual 
employees to understand how the selection of projects and allocation of resources are 
oriented towards the strategy, and thereby increase their understanding of how their work 
contributes to the organisation. This indication contributes to PMI’s (2015) statement that if 
employees understand how their work contributes to the strategy, general work-acceptance 
within the organisation increases.  
 
Additionally, the study confirms the challenge of top management basing their decisions on 
sufficient and reliable information when trying to achieve a strategically aligned project 
portfolio. It is indicated by the study that sufficient time and effort must be spent on doing a 
thorough assessment of potential projects to enable well-informed decisions when selecting 
projects. Furthermore, for top management to fully understand the capacity of resources 
when selecting and initiating projects, personnel with necessary knowledge regarding 
existing recourse availability should be more involved. This adds to the importance of 
Killen’s et al. (2008) claim that the amount of projects selected must be limited to match the 
organisation’s capacity. Moreover, this contributes to Hendriks’ et al. (1999) “links”, since 
short-, medium- and long-term resource allocation with associated personnel must be 
connected to meet the organisational strategy. The study indicates that the connection, i.e., 
the “links”, between the activities in the different time spans must be strengthened for the 
individual activities to work effectively. As the levels influence one another, poor connection 
decreases the flow of relevant information between the various levels; often experienced as 
a lack of communication. The indicated outcome is thereby that project managers and 
resource owners reactively handle shortage of resources, whilst it becomes harder for top 
management to proactively work towards sustainable solutions by making appropriate long-
term decisions regarding resource investments and project selections. The study therefore 
suggests that more time and resources should be spent on making a thorough assessment 
of a project's needs in relation to available resources capacity to enable long-term solutions. 

Figure 13: Linking project 
to portfolio and strategy 
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Furthermore, the study demonstrates the important correlation between evaluation and 
improvement. Without a structured way of documenting and applying lessons from PPM 
processes, the possibility of addressing associated challenges becomes limited. This can for 
example be reflected from the quality of project plans, the determination of resource 
availability and other related activities affecting the selection of projects and allocation of 
resources. Follow-up of finished projects are regarded as outside the scope of the study; 
however, the study indicates that not performing follow-up of finished projects should be 
regarded as an opportunity lost to learn and develop as an organisation. Furthermore, the 
study highlights the already acknowledged issue of resource competition in a matrix 
organisation as described by Engwall and Jerbrant (2003). However, the study shows that 
the competition of resources is further intensified by a production of high priority and by 
non-project activities. 
 
Additionally, the study suggests that a strong focus on profits and returns can limit an 
organisation’s possibility of achieving a strategically aligned project portfolio. This due to 
projects generating higher profits getting priority over other important aspects that should 
be considered for a portfolio to provide optimal value, such as having projects from 
different categories and risk levels, as described by Killen et al. (2008). However, since 
previous research have not directly emphasized the influence of profits for project 
categories and a balanced portfolio, it is difficult to determine how likely a profit-oriented 
company, much like the case-company of the study, is to prioritise less profitable projects. 
As indicated, a company of such character might value profit higher than a balanced 
portfolio, and instead argue for profit’s necessity and fundamental contribution to strategy. 
The study thereby indicates that for a “value-based” PPM strategy to work, there is a need 
for a nuanced discussion to define what value entails. 
 
6.3 Managerial implications 
Despite the study’s indication of investing additional time and resources into the proposal 
and decision phases of a project, it should be done with respect to the organisation’s 
current resource availability. This since the reallocation of resources could further intensify 
the competition of resources that already characterise a matrix organisation. It is therefore 
important to establish a method for determining how resources are to be allocated before a 
project is initiated. 
 
Regarding project value’s connection to strategy, it is top management that set the strategy, 
and it is also top management that select projects for a portfolio. It is therefore appropriate 
if top management is responsible for creating the link between projects, their contributed 
value and strategy, or at least create the foundation on which the connection is based. 
Much like the strategy, which is set by top management, but realised by departments, the 
link between projects and strategy would follow the same pattern. If the organisation has a 
PMO, it would suitably be up to that department to ensure all projects follow the 
process(es) of linking projects to the strategy continuously. This implies that top 
management would establish process(es) that ensure that the value for each project and 
how it relates to the strategy is established prior the selection of projects. Additionally, the 
study indicates that top management can select projects aligned to strategy without 
considering of resource capacity and budget. This approach does however lead to issues of 
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realising the strategy, since selecting more projects than the organisation has the capacity 
for, limits the possibility of successfully executing the projects. In a top-down approach, the 
strategy creates the foundation for organisational objectives that the portfolio should meet. 
However, the study show that a top-down approach does not consider employees’ 
perception and understanding of the approach. Top management should therefore consider 
employees’ perception of how the approach relates to the strategy to provide a better 
understanding of how the projects are linked to strategy. 

 
If an organisation was to implement several portfolios based on projects’ contributed value, 
the task of connecting relevant projects to each other and finding synergies could arguably 
be more comprehendible, due to the similarities of projects that are grouped under one 
portfolio. This could be a potential way of organising the variety and uniqueness of projects 
to align them more efficiently to strategy. 
 
Finally, the study shows that even if an organisation follows the recommendations from the 
literature, an organisation can still encounter challenges regarding realising intended 
strategies. It is indicated by the study that additional factors, to what the literature states, 
affects the selection of projects and allocation of resources. During the study, it was noticed 
that politics, interest of top management and the owners, informal discussions and 
individual network of contacts affected the process of selecting projects as well as acquiring 
resources for a project. This implies that an organisation must acknowledge these aspects 
and find ways to address them to fully make use of PPM. 
 
6.4 Limitations and future studies 
The study has been performed thoroughly and in good faith using a single case company 
and is therefore based upon the specific situation at Medex and the company’s particular 
attributes. However, despite the outcome being connected to Medex and the associated 
limitations of the study, the methodological framework has been applied rigorously. 
Therefore, the findings can be regarded as transferable, at varying extents, to other 
companies of similar size and organisational structure as well. The recommendations for 
future studies are based on the study’s limitations associated with project value, 
establishment of well-functioning “links”, and profit’s influence on a balanced portfolio. 
Firstly, further analysing the general affects and potential implications of using project value 
as an established tool within PPM could provide a greater understanding of its potential 
benefits and limitations. Secondly, the study highlights the importance of well-functioning 
short-, medium- and long-term “links” within an organisation, but further studies could be 
invested towards how these “links” are to specifically be created and established for optimal 
resource allocation as well as project selection. Finally, the study showed that profits are 
considered an important parameter for categorising projects but can be counterproductive 
for achieving a balanced portfolio. Future studies could therefore be placed on profit’s 
direct influence on project categories and a balanced portfolio. 
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Appendix 1. Examples of full search strings 
Time-period: 4/1-2021 - 12/4-2021 
 

1. Project portfolio management definition 
2. Project portfolio management challenges 
3. Organisational strategy in project portfolio management 
4. Why is strategy alignment important when performing projects 
5. How to integrate strategy project portfolio management 
6. Process of aligning projects and portfolios to strategy 
7. Realising strategy in an organisation 
8. Organisational structures 
9. Characteristics of a matrix organisation 
10. Project-based organisation compared to a matrix organisation 
11. Project portfolio management in a matrix organisation 
12. Selecting projects project portfolio management 
13. Methods for selecting projects to a portfolio 
14. Important factors when selecting projects 
15. How does strategy influence the choice of projects 
16. How to evaluate projects for a portfolio  
17. Top-down approach projects 
18. Project mapping in project portfolio management 
19. Stage gate model in project portfolio management 
20. Evaluating project success 
21. How to create a balanced project portfolio 
22. Allocating resources project portfolio management 
23. Human resource management in project portfolio management 
24. Strategy and allocating resources 
25. Models for allocating resources project portfolio management 
26. Rough-cut-portfolio-planning 
27. Resource allocation roles and challenges 
28. Resource allocation in a matrix organisation 
29. Strategic management 

  



 

Appendix 2. Guide for main interviews 
The interview guide in Swedish 
 
Anpassning av projekt till Medex strategi 

• Hur skulle du beskriva Medex övergripande strategi idag? 
• Hur upplever du att denna strategi kommuniceras till organisationen? 
• Ser du en koppling mellan Medex projektportföljen och strategin? 
• Upplever du att Medex projektportfölj är i linje med strategin? 
• Är Medex handlingsplan hur de ska uppnå strategin tydlig? 
• Vad är portföljens mål? 
• Vad är projektens övergripande mål? 

Val av projekt 
• Hur påverkar Medex strategi val av projekt? 

o Används strategin som en referens vid prioriteringar? 
• Hur skapar projekt värde för Medex? 
• Vad är det som gör att ett projekt bedöms som framgångsrikt? Och som misslyckat? 
• När/hur ofta kontrolleras det att ett pågående projekt fortfarande passar portföljen (möter mål, 

budget, resursbehov etc)? 
o Mäts ett projekts bidrag till portföljens mål? Om ja, hur går det till? 

• Hur utvärderas ett pågående projekt? Används några parametrar? 
• Hur utvärderas förslag till projekt? Vilka parametrar används, och hur används dessa? 
• Vad anser du om Medex antal av projekt? För många? Utrymme för fler?  
• Tycker du att Medex har en balans av olika typer av projekt (storlek, omfattning, risknivå) 
• Använder sig Medex av rankingsystem när det kommer till: 

o Organisationens mål? (Att vissa mål är av högre/lägre vikt) 
o Pågående projekt? 
o Förslag till projekt? 

• Finns det några hårda kriterier när projekt väljs ut, som måste uppfyllas? 
• Vilka faktorer påverkar ett projekts prioritering?  
• Hur och när övervägs interaktioner och beroenden mellan projekt? 
• När det kommer till att balansera olika typer av projekt, vad anser du är viktigt att tänka på? 

Resursallokering 
• Hur påverkar Medex strategi resursallokeringen? 

o Används strategin som en referens vid resursallokering? 
• Ändras efterfrågan och utbudet ofta gällande resurser? 
• Vilka resurser är mest: 

o Eftertraktade? 
o Utsatta för högst arbetsbelastning?  

• Vilka frågor/kriterier används som referens vid resursallokering? 
• Vilken information får projektledaren/linjecheferna/ledningen gällande resursallokeringen? 
• Hur arbetar Medex med: 

o Short-term resursallokering (day-to-day planering) 
o Medium-term resursallokering (kvartalsvis) 
o Long-term resursallokering (årlig) 
o Kopplingen mellan de tre tidsperspektiven  
o Feedback från processens delar och som helhet 

  



 

Appendix 3. Project roles 
 
Project Steering  Consists of people with authority to make decisions regarding the 
Group (STG) direction of a project, who can provide a project with necessary management 

support. The STG evaluates new project proposals, and address resource and 
prioritisation questions requested by a project manager. 

 
Project Sponsor (PS) An individual that is part of the STG and are responsible for: the project to 

meet business requirements, tollgate decisions, and defining the frame of a 
project, expected benefits, whilst being responsible for the connected risks. 

 
Project Receiver (PR) The end user of a project’s outcome, usually a certain department. The head 

of the department approve the handover and contributes to tollgate decisions 
 
Project Manager (PM) Each project at Medex has only one project manager that manage the project 

from start to finish. They receive authority from the PS to manage a project 
and are responsible for; achieving project objectives on time, budget, and in 
scope; and continuous project reporting.  

 
Resource Owner (RO) Functional managers that are responsible for providing resources to projects.  
 
Team Member (TM) A subject-matter expert that are responsible for their assigned work packages. 

They proactively communicate on status, risks and issues to the PM.  
  



 

Appendix 4. Project phases & TG’s 
Project phases 
The project analysing phase extends from TG0 to TG1, and the expected outcome of a potential project is 
assessed, based on the Project Proposal. This include considering and addressing commercial, technical and 
organisational aspects. During this phase, concept suggestions are created, and at the end of the phase a 
leading concept is presented at TG1. 
 
The project planning phase extends from TG1 to TG2. Here, a project is outlined and preparations for 
successful project completion are made. A basic design is created and presented at TG2, and the project 
organisation is defined. Time, scope and resource allocation are planned on a detailed level, and other 
activities, such as validation, regulatory, and procurement strategy are outlined. In investment projects, a 
FRAME CAPEX is created that must include the commercial project start. 
 
The project execution phase extends from TG2 to TG5 and is divided in to three “sub-phases”: establishment-, 
realisation-, and handover phase. The establishment phase extends from TG2 to TG3, and serves to detail the 
project plan and important quality and technical aspects, and major purchases are prepared. In the realisation 
phase project planning are finalized, new equipment and IT are installed, qualifications performed, production 
lines are set up, construction work are carried out and finished, and it extends from TG3 to TG4. The handover 
phase extends from TG4 to TG5, and the project result is handed over to the project receiver (PR) who takes 
over responsibility for the project output.  
 
In the final project conclusion phase, past TG5, lessons learnt are documented and reported to the PMO. Once 
all remaining issues are solved, the project manager (PM) hand in a final report and the project is formally 
closed.  
 
Tollgates (TG) 
TG0  Decisions regarding the start of the project analysis phases, which relies on the Project 

Proposal, Project Charter, Initial Business Case (BC), and the projects financial assessment.  
 
TG1 Decisions regarding the start of the project planning phase, which relies on the concept 

proposal and the initial BC. The BC motivates the project’s expected commercial benefit by 
weighing required efforts against future revenues, and thereby provide management with a 
basis for assessment and prioritisation of projects. The project manager is responsible for the 
BC and calculates the BC in coordination with the Finance department for the first BC. Later in 
the project, the BC needs to be signed and approved by Head of Finance and Corporate 
Controlling to become a final BC.  

 
TG2 Decisions regarding the start of the project establishment phase, which relies on the concept 

design and basic strategy for validation, procurement, and submission. The handover planning 
and final BC are also considered. It is also a decision point for the STG to go for an investment 
or to stop the project. Passing TG2 also requires a prepared FRAME CAPEX (Capital 
Expenditure). 

 
TG3 Decisions regarding continuing project execution according to the original or revised plan, and 

the detailed design must be finished and presented. Normally, purchase orders cannot be 
placed until TG3 is passed, however, project equipment with long lead time may be order 
beforehand.  

 
TG4 Decision regarding the start of the handover phase. This TG needs to be passed before product 

can be manufactured with in the project that are intended for commercial use. All equipment 
and software installation must be complete, technical batches must have been successfully 
produced. 

 
TG5 Decision regarding the start of the project conclusion phase, which require acceptance by the 

project receiver (PR) and ends with the submission of the final report.  



 

Appendix 5. Current portfolio 
Project Type LC* Budget  

(in €) 
Required resources 
(in MD) 

Complexity Phase Duration 
(months) 

1 Production C 300 000 250 23 Establishment 33 
2 n/a C 1 000 000 250 18 Analysis 45 
3 Engineering B 1 500 000 250 25 Establishment 26 
4 Engineering B 600 000 75 18 Execution 23 
5 Engineering C 2 923 800 280 18 Execution 28 

6 Engineering C 1 000 000 250 21 Execution 21 
7 Production C 80 000 200 17 Execution 22 
8 Production A 70 000 000 3 000 32 Analysis 82 
9 Engineering C 300 000 30 Low Execution 15 

10 Production C 530 000 227 19 Execution 25 
11 Supply Chain C 521 887 33 18 Execution 12 
12 IBU C 100 000 250 31 Planning 56 
13 IT D n/a n/a 18 Establishment 2 
14 Engineering C 750 000 75 19 Analysis 33 
15 Compliance D n/a n/a n/a Execution n/a 

On hold        
16 Engineering A 15 000 000 n/a 25 Establishment 40 
17 Production B 2 000 000 350 20 Establishment 38 
18 Production B 3 700 000 350 22 Analysis 26 
19 Production C 2 923 800 280 22 Analysis 25 

LC = Lifecycle type 
 

Project Objective & Value 
1 Objective:  

- Automate process  
Value:  

- Increase utilisation of raw material and increase capacity 
2 Objective:  

- Upgrade control system for line - Reduce risk of line breakdown 
Value:  

- Ensure Business Continuation 
3 Objective 

- Decrease needed downtime for a process and make system non-stop available 
Value:  

- Increase capacity 
4 Objective 

- Eliminate bottle necks in line and improve work environment 
Value:  

- Increase capacity 
5 Objective 

- Upgrade equipment 
Value:  

- Ensure Business Continuation 
6 Objective 

- Upgrade control system to be more reliable 
Value:  

- Ensure Business Continuation 



 

7 Objective 
- Expand production line  

Value:  
- Increase capacity 

8 Objective 
- Expand production line  

Value:  
- Ensure Business Continuation, increase capacity 

9 Objective 
- Create permanent locker rooms 

Value:  
- Improve work environment 

10 Objective 
- Compliment equipment (“upgrade”) 

Value:  
- Increase utilisation of raw material, increase capacity and ensure Business Continuation 

11 Objective 
- Upgrade and merge storage areas 

Value:  
- Free up space for other/future projects, simplify maintenance of storage area 

12 Objective 
- Implement new production process 

Value:  
- Increase capacity, create Business Continuation 

13 Ignore project of lifecycle D as it is not a responsibility of PMO 
14 Objective 

- Improve waste management process 
Value:  

- Reduce cost of process 
15 Ignore project of lifecycle D as it is not a responsibility of PMO 

On hold  
16 Objective 

- Create more office space 
Value:  

- Meet demand of office space, enable a move of a process which increase its capacity 
17 Objective 

- Automate and increase efficiency of a process  
Value:  

- Efficiency and delivery performance, reduce space requirements and improve working environment  
18 Objective 

- Increase capacity by removing bottle necks 
Value:  

- Increase capacity 
19 Objective 

- Upgrade a process 
Value:  

- Increase capacity and improve work environment 
 
  



 

Appendix 6. Individual variables for determining a project lifecycle 
Project Complexity Budget Effort Determined 

LC 
Comments 

1 C C C C  
2 C B C B  
3 C B C B  
4 C B C B Low budget for a type B (€600k) 
5 C B C C  
6 C B C B  
7 C C C C  
8 B A A A  
9 C C C C  

10 C B C C Low budget for a type B (€530k) 
11 C B C C Low budget for a type B (€520k) 
12 B C C C  
13 n/a Not a 

project 
n/a C Not defined as a project, only reported for PMO to 

keep track of budget 
14 C B C C  
15 n/a n/a n/a C Not defined as a project, only reported for PMO to 

keep track of budget 
 
 


