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Overall Goal
Develop a product management practice within CIT that a) defines the role of a product manager b) can be integrated into the culture of CIT and c) significantly increase CIT's ability to respond to and provide products and services that meet the true needs of our customers.
Specific Objectives
1) Develop an initial plan for creating a product management practice within CIT, similar to the one created by the Project Management Office. Any recommendation should address
a) Templates

b) Training

c) Mentoring selected product managers
d) Mentor/facilitate the activities of other individuals trying to manage products, as appropriate
e) Ways product managers can partner with members of the marketing group

2) Collaborate with Donna Taber and Al Gonzalez to define the role of product manager in the context of the shift of infrastructure being contemplated from Al to Donna (CommonSpot, Web hosting, Blackboard).
3) Integrate, where advantageous, the disparate initiatives currently underway in CSM; CIT Commons/High-Level Case Management, Product/Service List Maintenance, Document Mapping and Specialization.
a) Describe conceptually, how do they fit together

b) Practically, how to integrate them.
4) Address concern that the p/s list might actually increase the number of touch-points into CIT instead of eliminating them.
5) Develop and implement an initial version of The Commons, taking into account the high-level issues resolution group and ideas about streamlining how we handle CIT (a recommendation coming from the Customer Service Enhancement Task Force).
a) Discuss the notion of a high-level case management team. Tie in work from the Customer Service Enhancement Task Force - particularly the recommendation to streamline the CIT front end. 
Considerations

The program needs to accommodate products and services with broad ranges of complexity and stakeholders. The principles and practices need to accommodate both dedicated product managers and staff members with duties outside the product management.
Reorienting: Product /Service Ownership to Product Management

Before defining a plan for product management, it’s important to first understand how product management (PM) relates to product/service (p/s) ownership.
To review, the original goal of p/s ownership was to “… improve the speed and effectiveness of decision making around CIT’s products and services.” SRM then identified eight p/s ownership principles to serve as the foundation for building the practices of p/s ownership. The eight principles are:

1. P/S owner “defines” the product or service

2. P/S owner “sets the direction” for the product or service

3. P/S owner determines what level of support for the P/S is “adequate support”.

4. P/S owner secures appropriate funding for items 1, 2 and 3.

5. P/S owner is expected to understand the P/S in depth.

6. P/S owner acts as the principal advocate for the P/S.

7. P/S owner is expected to identify a point of contact for other stakeholders of the P/S to work with.

8. P/S owner provides sign offs and appropriate approvals for the P/S.

While there was substantially more definitional work around these eight principles, they were for all practical purposes, a surrogate for traditional product management.

For product/service ownership to be implemented, a host of practices and procedures would need to be developed.  Because the formal practice product ownership is so unique, procedures would need to be constructed without a body of knowledge to draw from. Even if traditional product management techniques were appropriate, the language of product service ownership alone would become a barrier, increasing the likelihood that adopting the practices of p/s ownership would be met with resistance.

In order to create a PM practice that is sustainable, easy to communicate, efficient and flexible, it’s necessary to shift from p/s “ownership”, an idiosyncratic concept, to the more familiar and complete discipline of product management. While CIT should continue to adhere to the basic tenants of p/s ownership, it should be done in the more familiar framework of product management. Doing so will:
· improve communication between divisions by eliminating arcane language
· eliminate the need to create customized support mechanisms and techniques
· improve the likelihood that product management practices will be more quickly adopted
The evolution, therefore, looks like this:

    
Clarifying the PM Role

What does it mean to be a Product Manager?
Most people accept that "product management" is a term used to describe the sum of diverse activities performed in the interest of delivering a particular product. Among product managers, this broad definition can be the cause of anxiety because it dilutes the professional focus necessary to achieve results and allows virtually any product-related task to be assigned.
Unless the role of product manager is carefully defined, product managers will invariably encounter daily problems, an overwhelming volume of activity, a lack of or poorly defined processes, no definitive methodology and a shortage of uniform work tools.

When a job title has a broad set of diverse activities associated with it, there is a high probability that attempting to perform to the expectations of that job title will result in failure.

Properly defining and structuring the roles and responsibilities of product managers will reduce failure or the perception of failure and will enable product managers and team members to be more efficient and productive, leading to a higher-quality product and improved working relationships between departments. It’s helpful then, to consider product management in terms of its functions: product planning and product marketing. These two functions provide planning, deliverables and actions that guide product definition and marketing efforts: 
1. product planner - The primary responsibility of the product planner is to constantly research the market and identify market needs, which are later translated into market requirements that will foster new products or new features to existing products. The product planner prepares the documents that profoundly impact the product's success. These documents include the:

· product plan or handbook

· product use cases
· product road map

· pricing model

· product business case

· marketing plan

Product planners partner with product marketing managers who contribute to the launch plan and determine the overall communication plan. Though the emphasis in some sections below is on the product development process and describing the product manager’s role in that process, it is not safe assume that a product manager’s responsibilities begin and end there. Because of the level of risk and organizational focus is so visible during the development of a product, many often assume this is primary or even sole focus of a product manager’s time. This is not true. A considerable amount of time is needed to manage the day to day activities of any given product or service.
2. product marketing or marcom manager – The marcom manager is primarily responsible for creating interest and demand for products through the conception and copywriting of all collateral material, advertising, web and other types of communications media. This person is also tasked with maintaining a consistent image and positioning in the minds of the customer, according to messages and directives provided by the product planner.
The term “marketing” is often used to describe very different activities. Most often, it’s used to denote the promotion, advertising or highlighting of a product or service. Other times it’s used to describe a much broader set of activities, sometimes expressed as the “four P’s”
. My working definition of marketing is that it is the means (not group) by which an organization understands the needs/wants of its customers, creates the products and services to meet those needs, promotes the products created to meet those needs and supports them after they have been “sold”. To distinguish between the two, I will refer to the former as “marcom” - an amalgam of marketing and communications. This term doesn’t carry the stigma sometimes associated with advertising and promotion. Instead it seeks to encompass a much broader set of communications. 

These two roles, product planning and marcom, are very different from each other. But due to the collaboration between these two disciplines, some erroneously perceive them as one discipline—product management.

It is possible to functionally divide the product management domain into product planning and product marketing, yet retain the required synergy between the two. Furthermore, it may be that the product planning function can be assigned to more than one person.
Whether these two roles are handled by two or three individuals or performed by one person is actually irrelevant. Indeed, there are cases where both disciplines are assumed by one person, or by two people sitting in one room, or by different departments that collaborate. 
The point is that there must be a clear and unambiguous link between the job title and the job responsibilities.
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It should also be clear that the disciplines of product planning and marcom are inextricably linked, because organizations design product functionality for the user (the product planner’s role) and marketing presents the product's value to the consumer (the marcom role).
Hybrids
In some circumstances it is common to see one individual assume multiple roles. That person will do market planning, deliver product demonstrations, formulate market requirements and write collateral material. But as the demands grow, the roles are delegated to other individual specialists.
Having one person simultaneously perform both strategic and tactical roles and activities, such as with the product planner and marcom manager combination, can be highly inefficient because tactical activities will always monopolize the person's time, and they will demand increasingly more effort.
So while the joining of roles is justifiable under various circumstances—such as budget limitations, personnel quotas, department formulation and product complexity, the coupling should be carefully considered before making it a permanent arrangement.
It’s important for CIT to clearly identify what functions the product manager is expected to perform and how the role may evolve over before designating someone as the manager of a particular product. Capturing this in the job description will allow the organization to assist in the professional development of that individual and ensure that all critical product management duties have been accounted for and assigned.
Recommendation - Roles
· Organization – The first step for any team that manages or develops a product is to determine what sets a p/s apart from others, not in terms of specific features but from a macro view. CIT needs to identify these attributes for each of its services. Another benefit of this exercise is it will allow CIT to assign responsibilities for a product or product suite. 
To be successful financially, politically or otherwise, an organization must have some advantage, call it a competitive advantage. We can say we want to do “X”, but if “X” is done better (in our customers’ eyes) by someone else or if no one is willing to pay for “X”, that service will languish.

While we need to do a reasonable job in the various competitive dimensions we can not be all things to all people. The enterprise/division must focus on one or two dimensions of competition to truly be successful. The following are common competitive dimensions:

· Time-to market
· Customer/community service
· Low development cost 

· Low cost producer 

· Innovation and product performance 

· Quality, reliability, ease of use, serviceability, etc. 

· Agility

Determining the important attributes allows the organization to identify the skill sets needed for that p/s to be “successful”. At this point, the organization can decide how/if the roles should be defined and where they should reside. How CIT identifies attributes, groups skill sets and decides where that function should reside is best performed by the steering committee and is accounted for as milestone 2.1.4 in the project timeline on page 20. 
· ATMS – ATMS is in a position to transfer certain responsibilities for CommonSpot, Web hosting and Blackboard. To solve two organizational challenges; create a product management model that has been “CIT tested” and improving the overall effectiveness of the above services, a pilot program has been agreed to. This pilot program will be a combination of OJT (on the job training), rapid prototyping and beta testing. Though product management experience exists within CIT to provide OJT, the complexity and uniqueness of CIT’s role along with the demands on it compel us to act quickly. To do this, a product management incubator will be created in marketing. This incubator will allow thoughts involved to selectively adopt certain procedures and then to test, modify and document them before making a recommendation to CIT that they be implemented organization wide. The steps to take now are:
· Clarify the goals of the pilot and related timelines

· Document the current responsibilities for the individual(s) under consideration
· Estimate the time allocated to each duty

· Familiarize the stakeholders with the responsibilities of a Product Management
· Estimate the level of effort and time needed to achieve the goals above
· For those duties currently performed that do not fit the profile of a product manager, create a plan to migrate those functions to the appropriate entity

Determining role responsibility should follow the general guidelines above. Documenting the lessons learned can then be applied to the broader organizational implementation. Although the transition of ATMS responsibilities will not be without hiccups, it will undoubtedly put SRM in a much stronger position when it comes time to present the case for product management/development to CIT.
The Activities of a PM
At a high level, there are three major phases of product development. They are:

1. New Product Planning or Idea Generation – involves sifting through new product ideas, new feature evaluations and possibly a new market entry. This work can include ideation activities, concept screens, product feasibility assessments, business case preparation and overall product definition.
2. New Product Introduction – involves product development (creating the product) activities, cross-functional team management, ensuring the on-time delivery of product and the product launch.
3. Life Cycle Management – involves the tactical or strategic management of products that are already in use, adjusting the marketing mix and influencing new product plans for derivatives, line extensions, new features, new uses, etc.
Looking a level down, the three major phases can be broken down into stages. The stages within each phase are shown below.
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Each stage (concept, feasibility, development, etc.) is designed to achieve a specific objective. To accomplish them, each stage uses a series of tools, activities or best practices. As the process moves from one stage to another, decisions are made whether or not the development process should continue, be modified or aborted.

Some other characteristics related to the best practices/activities above:

· Each stage has an LOE (Level of Effort)
· The LOE is commensurate with the level of risk or opportunity

· Not all activities are performed for every product

· It is not necessary to use the same level of rigor each time that activity takes place

It should be emphasized that following these practices alone does not guarantee a product’s success. However not using them properly most certainly increases the chance the product will falter or fail, costing an organization more than the time invested in the activity itself.
Here are just a few examples of best practices associated with the phases and stages of product development.
	Phase
	Stage
	Activity
	Objective
	Best Practices

	Planning
	Idea Generation
	Product concepts
	Ideas for new products
	Ideas for new products obtained from customers, R&D department, competitors, focus groups, employees or trade shows

Formal idea generating techniques include attribute listing, brainstorming, problem analysis and rapid prototyping

	Planning
	Feasibility/Assess
	Initial screening
	Eliminate unsound concepts

Initial go/no go decision where it is first decided to allocate funds to the proposed new product idea
	

	Planning
	Feasibility/Assess
	Preliminary market assessment
	An initial, quick look at the market

Who is the target market

What benefits will the product provide?
How will consumers react to the product?
	Various quantitative and qualitative methods 

	Planning
	Feasibility/Assess
	Preliminary technical assessment
	An initial appraisal of the technical merits and difficulties of the project
	

	Planning
	Feasibility/Assess
	Detailed market study
	Market research involving a reasonable sample size and proper design
	


	Phase
	Stage
	Activity
	Objective
	Best Practices

	Planning
	Feasibility/Assess
	Business/financial analysis
	A financial analysis leading to a go/no go decision prior to development
	· Estimate likely selling price

· Estimate sales volume

· Estimate profitability and breakeven point

	Introduction
	
	Total product development
	The actual design of the product and primary package (depending on the product), resulting in a prototype
	

	Planning
	Definition
	In-house testing
	Testing products in-house, under controlled conditions
	Alpha tests

	Introduction
	Definition
	Customer tests of products
	Testing products with customers in real life conditions
	Beta tests

	Introduction
	
	Test market
	Trial marketing of the product with a limited number of consumers
	Test Marketing

	Introduction
	Development
	Trial production
	Trial production to test capabilities
	

	Introduction
	Development
	Pre-commercialization business analysis
	A detailed financial analysis prior to full-scale launch
	· Resource estimation

· Department scheduling

· Supplier collaboration

· Resource plan publication

· Program review and monitoring

· Contingencies - what-if planning

	Life Cycle Mgmt
	Entire life cycle
	Market launch
	Market launch of the product 
	· Advertisements and other promotion

· Distribution management

· Critical path analysis

· Repositioning

Maintain fact book


Recommendation - Activities
· Organization – Because not all products are created equal, a mechanism for identifying those p/s most likely to benefit from product management practices needs to be created. Similar to the attributes discussed in the roles recommendation on page 4, dimensions of “competitive/political” pressure need to be identified, allowing CIT to prioritize our existing p/s for product management. This “at-risk” approach ensures CIT does not simply coast along, assuming just because things appear to be OK at the moment, they will remain that way. Again, the best approach is to use the steering committee as the vehicle to identify these dimensions and develop a selection method. To expedite the process, I recommend the following:
· Develop a worksheet, adopting the basic tenants from Michel Porter’s Techniques for Analyzing Industries and Competitors.

· Partner with each p/s owner currently identified on the p/s list and walk them through the worksheet.

These are broadly compensated for as milestones 2.1.1, 2.2.1 and 2.1.2 in the project timeline on page 20. 

As for products either currently under development or being considered, it’s important that each of them satisfy the objectives of each stage listed in the activities section above.
· ATMS – In addition to defining the role mentioned in the first objective, I would recommend that the person(s) assuming PM responsibilities start to become familiar with the deliverables of that role. A set of reference material is already available. After a fundamental understanding has been established, I would look to partner with the PM(s) and a) establish priorities and timelines for the deliverables b) co-develop each deliverable.
Informational Processing
 So far, the roles and activities of product managers and new product development have been discussed. One important component still needs to be considered; how the organization processes the information/intelligence it receives from product management/development.  As can be expected, the product management/development process takes on many shapes depending on the type of product being developed. The process for product development is substantially different for an IT organization compared to a consumer products organization.
Conceptually, there are three “information processing mechanisms”- linear, overlapping and the scrum. Selecting the right one is a condition of several factors beyond the scope of this paper.
Linear

Most organizations have adopted standard product development processes that have disciplined time lines, strict design reviews, "gates" to decision-making and cross-functional development teams. This approach allows the development and management of new products to be efficient.
This approach to developing new products resembles the traditional mass-production line. Organizations follow a fixed sequence of steps, moving from market research to product concept, design specification, prototype testing and so on.

Like a production line, this process can be improved significantly by ensuring a continual flow of work.

Overlapping

Other organizations have reduced the time that's needed to launch new products. The key to this approach is to allow the next phase in product development begin before the prior stage is completed. There are many reasons for doing this; improve development time, increase collaboration, improve cross-functional learning etc. 


By introducing a more flexible and collaborative approach, the quality, timing and synthesis of product and process information improves.
The rugby scrum
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Like a rugby scrum moving the ball down field, this approach to the product development process is dynamic, constantly processing new information throughout the development cycle. It’s not unusual for a p/s to be modified just before production as a result of new customer intelligence. Other benefits include multi-level & multi-functional learning, increased autonomy and improved problem solving.
The scrum approach does have its challenges. Without skilled leadership and some new organizational capabilities, organizations may lose control of a disciplined process that has improved performance significantly. They will have to manage their resources more flexibly and monitor their teams’ ability to generate the right information and to use it effectively. Yet for many organizations, the opportunity to change products significantly later in the development cycle while also developing better ones more quickly is too compelling to pass up. 

Rather than rigidly adhering to a standard sequence of activities, the work of teams that develop new products is organized to ensure a continual flow of information into the development process. Groups solve problems and synthesize new information continually instead of merely collecting bits of information from various functions and compiling the results just before gate meetings. By using a more flexible, information-driven methodology, teams reach better solutions more quickly. 
Customer service and operations are consulted early in order to analyze why previous p/s fell short. Instead of having marketing undertake the research and throw the results "over the wall" to development, the development team and the marketing department confer frequently. 

By gaining the ability to delay the point when product designs must be "frozen," information-based teams keep their options open longer and can respond to changes in demand at later stages of the development process. Senior management imposes fewer constraints on these teams than on their conventional counterparts so that they can consider a broader set of solutions; concepts may take longer to develop, but the organization ultimately saves time. 

The challenge
Strong project leaders - the key to any good product-development organization--are even more important in the information-based approach. In conventional product development, process discipline keeps the organization in check and thus limits a good manager’s ability to make the process more efficient and effective, though it also controls the potential negative impact of a poor project manager. 

With the scrum approach, project leaders drive performance by focusing on the highest-value activities, skipping unnecessary ones, and shaping the team and the work flow in response to new information. Successful project leaders must be both inspired managers and skilled problem solvers. They must bring the right individuals and information together to develop the best solutions for problems, coach sub-teams to perform at a higher level and have a working knowledge of all areas of their projects, including the technical side, marketing, operations and supply chain management. Above all, senior managers must trust these leaders to make sound, fact-based decisions about the direction of their projects without always seeking input from above. 
Recommendation – Information Procession
· Organization – The recommendation is to begin with the linear process and allow the organization to become comfortable with the requirements and benefits of product management. As appealing as the benefits of the scrum approach are, it takes an organization well versed in the practices of product management to pull it off. However I believe if CIT introduces the scrum as a future vision, the right people will choose to become part of the early development of the product management practice. Consequently, transitioning from linear to overlapping and then the scrum will be a viewed as a natural progression and even incentive.
In support of the rugby approach, some ideas to promote the development of project managers in the context of product development initiatives include:
· Holding training workshops (later rolled out to all project managers) on problem solving, coaching techniques and leadership skills 
· Creating an apprenticeship program. Less-seasoned project managers assist one of the more seasoned project managers for a year; after active mentoring and on-the-job training, they were sent back to manage new teams on their own.

· Offering incentives to project leaders and team members if their products meet or exceeded specific targets, such as a stakeholder satisfaction or university recognition. 
During the rollout (milestone 1.4.3 in the project plan), highlighting the above progression (from linear to overlapping to the rugby scrum) to various stakeholders should be a component of the presentations. 
· ATMS – Same as above
Implementing the New Product Development Process 

Three distinct phases have been identified for the implementation of the new product development process.

Phase 1:  Project Initiation - The first stage starts with familiarizing senior management with the Product Management program. The goal of this phase is to achieve management buy-in to the process and make adjustments as necessary. Once buy-in has been achieved a series of meetings would be held with the management teams most likely impacted and assistance would be sought from those with the interest/experience in shaping the product management program.
The duration of the training phase is 6-8 weeks.
Phase 2:  Transition - The purpose of the transition phase is to:
· establish the infrastructure necessary for the Product Management process to function successfully

· transition the existing projects into the Product Management process

· provide on-the-job training for the product teams as they use the process and tools to manage their products.
The first step in the transition phase is to identify key products/services that would benefit most from the proposed Product Management practice. Each of the current products is assessed to determine its particular need. The tools and practices are then developed to address these immediate needs.
The second step in the transition phase is to identify all products/services currently being developed and those that are expected to start within the next few months. Each of the current products is assessed to determine its current phase according to the PM definitions.  With input from divisional representatives, target dates are set for the first NPD checkpoint for each project.

The duration of the transition phase is 10-12 weeks.

Phase 3:  Maintenance & Evaluation - After the initial implementation of the Product Management process a review of the effectiveness will take place and adjustments made to the process and tools as necessary. The team will be asked to evaluate the effectiveness and identify what works and what should be done differently next time.
The maintenance phase is ongoing
Integrating Other Initiatives

Over the past three years, CSM initiated a set of programs each looking to address its own set of problems. Each one was designed to operate independently with no obvious linkages between them.  Even though there were some advantages to this decoupling, the disadvantages included confusion, complexity and inefficiency. Coincidentally, there are other initiatives under development within CIT that will have a significant impact not only on Product Management but each other.
It’s my belief that each of the initiatives below fills a void within CIT and significantly improves the level of service we provide the Cornell Community.  And while most, if not all, of them sprung out of need to solve some systemic problem, I believe that each of them have very clear relationships in such a way that if any of them were missing, a void would exist. In some cases, the programs under consideration don’t follow any orthodox organizational “model”. In the past, similar programs were labeled “strategic hobbies” and resulted in additional confusion among CIT staffers and the university.  My objective here is to show clearly how the various initiatives are an integral component to an overall system, not unlike the biological model Polley has referred to when describing her framework for understanding living organisms and organizations. In instances where a nescient program doesn’t conform to some traditional practice, my definition might take liberty with its original form. This is not to suggest the original concept was flawed, but to highlight the benefit designing any processes and procedures so they consider and contribute meaningfully to the others and avoid the mistakes of the past.

As I consider the role of each, it’s very clear to me how they support one another. However I have heard comments from those inside and outside CSM that lead me to believe that how these different programs integrate is not clear at all. My understanding of the interdependencies between the programs is based on my personal experiences with similar programs outside of Cornell. However rather than assume my understanding is the “right” one, I will present how I believe the various programs sync up with one another, reshaping an organization I believe that identified and addressed the major service delivery issues it has been facing for the last few years. Again, this is my understanding and not necessarily a recommendation. If it serves to either clear up my own misunderstanding or somehow aids in clarifying for others how the pieces fit together, then progress has been made.  
My recommendation is to identify the features of each program that can benefit from or contribute to the role of product management. In addition to the p/s owner initiatives mentioned at the beginning, the other initiatives include:

· Portfolio Management

· CIT Commons/High-Level Case Management
· Product/Service List Maintenance
· Document Mapping
· Specialization
Portfolio Management
Portfolio management has been alluded to at various times and places in CIT recently. Like CIT Commons, it’s generally been used to refer to a solution to some organizational problem or challenge. But unlike CIT Commons and like product management, portfolio management plays a specific role within and organization. And like the other traditional CIT practices such as project management and strategic planning, they have their place in the system whose duties are performed by particular units or departments. Though no official definition/role has been socialized within CIT, it would help to provide a definition of Portfolio Management and its purpose before discussing where it fits relative to the other programs.

The conceptual model below is one put forth by the Product Development Management Association (PDMA). The PDMA has as its mission to “improve the effectiveness of individuals and organizations in product development and management”. Like the Project Management Institute, the PDMA recommends a set of practices and protocols for both profit and non-profit institutions. This product portfolio model provides a framework for helping organizations to shape and manage their product development methodology and philosophy. 





Portfolio Planning

Objective – To create a strategic plan that identifies potential new products and technologies that enable the organization to fulfill its mission.

Note a couple of things. First, without going into the distinctions, a strategic plan does not mean the strategic plan. Second, portfolio planning is not portfolio management. The work of planning is, like many planning exercises, strategic in nature and not immediately concerned with the day-to-day management of products. That’s where portfolio management takes over.
Outputs – A product roadmap. This roadmap identifies products and services currently in the pipeline and those to be either developed or investigated against some timeline; maybe two, three or more years away. Future products may be funded or unfunded. One way to view a roadmap is to see it as a feeder mechanism like an assembly line, keeping the organization focused on developing products and services at the right time in concert with its mission path.
Inputs – The information used to determine what “gets on the plate” or roadmap come largely from external queues; what other universities are doing, faculty demands, technology trends, and the ITMC are just some examples of intelligence resources. Other examples of inputs are presented in the PowerPoint presentation.
Group make-up – Traditionally the functions that are closest to the end-user and able to synthesize and present those needs in partnership with the functions that are familiar with a given technology and its direction make-up the portfolio planning group. In CIT’s case this would be representatives from the various departments, likely Directors, and Marketing. 

Portfolio Management
Taking its queue from the portfolio planning team, a portfolio management team assumes responsibility for executing the plan. Portfolio management, again like product management needs to be disaggregated into distinct duties so that those performing them know what the organization is asking them to provide. The model above shows that portfolio management is not one responsibility but three; portfolio assessment, resource management and portfolio review.

Portfolio Assessment - Ensures the current p/s development activity will meet its original objective, considers new alternatives and optimally balances the focus of the organization. Satisfying the objective or purpose of the project rather than measuring the progress of the project means the person(s) responsible for
Portfolio Review - Makes sure that each new project is on track, identifies impediments to progress and takes corrective action. In some organizations, the team will review the entire project portfolio rather than each one individually. Assuming that individual project managers currently report back to the Project Management Office with the status of new product development, my recommendation would be to place the portfolio review activity under the portfolio management umbrella. In this way, context is provided to the project managers by demonstrating that their project is an integral part of the overall product direction of CIT.
Resource Management – Responsible for identifying and/or managing the

a) necessary resources needed to complete a project

b) capabilities and capacity of each unit contributing to the project 
Whether or not the responsibilities above are performed by one, two or three groups, CIT needs to select those person(s) best positioned to manage each. The project management group(s) would meet once a month and report back to a portfolio management team with a status and/or recommendations.
In the PowerPoint presentation that follows, I’ll identify what entity I believe is best positioned for each role above.
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