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Government executives are 
under more pressure than 
ever to drive value in their 
organizations. 
That’s why Deloitte created 
PortfolioSmartTM, powered by 
ServiceNow, as a flexible 
portfolio management 
solution that uses analytics to 
help generate vital insights 
and accelerate performance.
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Overview 
Imagine a week in which Monday morning 
became the most productive time on your calendar. You 
haven’t checked your email, and yet you already have a 
pulse on your key priorities.  You haven’t read the 20-
page report posted on a shared file site, but you know 
the progress of every one of your programs. You aren’t 
sitting with your team, but you know who is 
accountable for various actions. You are confident that 
you have the right people focused on the right things 
using the right tools that extract insights – with 
information at your fingertips.    

Many government executives have improved their 
individual project management capabilities. Yet despite 
these advances, they are often challenged to understand 
how individual projects and programs in a portfolio 
interact with each other, what data is tracked and 
available for consumption, and how data is, or can be, 
applied to make informed decisions or determine where 
significant risks lie and how to tackle them.   

PortfolioSmartTM helps accelerates portfolio 
management excellence by providing government 
executives with improved visibility into their organization 
and rich information for decision making through data 
analytics. Powered by ServiceNow, PortfolioSmart is 
tailored to meet the unique needs of government 
organizations at the portfolio, program, and project 
levels. PortfolioSmart links key performance indicators 
(KPIs) to risks and issues and helps government 
executives understand where to focus their energy. At its 
core, PortfolioSmart: 

• Provides visibility into the portfolio’s operations 
at all levels to effectively manage risk.  

• Promotes data-driven decisions using 
analytics and the ability to track progress of 
programs in real time. 

• Defines risks to help executives focus attention 
on the most critical issues. 

• Facilitates standardization of data and 
processes to enable consistent program 
baselining and tracking. 

• Enables ease of use for a diverse set of 
stakeholders at the swipe of their fingertips.  

Details on how PortfolioSmart helps government 
executives achieve their strategic objectives through 
operational insights is described below.  

 

 
 



PortfolioSmartTM│ Accelerating Government Program Management Excellence 

3 

Key challenges with 
getting results 
Government executives are under increasing pressure to 
manage complex transformations, and many indicate that 
successful program execution is a critical component of 
driving the competitiveness of their organization.1 They 
are responsible for avoiding project failure and delivering 
projects on time and on budget.  

However, in today’s environment, executives may not be 
getting the results needed to accelerate transformation in 
their organization. Federal information technology (IT) 
programs and projects experience more than $95 billion 
in waste annually. In fact, over the past eight years, only 
between 50 and 60 percent of programs and projects 
were completed on budget, while a growing proportion of 
projects experienced scope creep.2  

Five key challenges often prevent government 
organizations from achieving their strategic objectives.  

Challenge 1: Lack of visibility into business 
operations  

“I’m still left wondering which initiative is going to 
be the one that derails the entire program.” 
 
Transformational government programs are complex. The 
taxonomy alone is confusing – whether programs, 
projects, or action items – all are hard to track. 
Additionally, government priorities may change quickly 
due to citizen and legislative demands. In short, it can be 
difficult to know at any given time with certainty whether 
a program is on track to achieve its intended objectives. 

Challenge 2: Lack of informed/data-driven decision 
making 

“I want to get insights from the data I have, so I 
can make informed, real-time decisions.” 
 
While most agencies collect and retain historical portfolio 
data through  risk registers, databases, and other means, 
they can struggle to use that information to make real-
time decisions. Increasingly, employees are asking their 
                                              
1 Project Management Institute: Pulse of the Profession 2018 

executives to help them determine where the next 
problem might occur and how to apply resources before 
problems become costly mistakes. Yet executives rarely 
have time to analyze volumes of data or establish 
performance metrics to determine the overall health of a 
program.  

Challenge 3: Undefined and unaddressed risks  

“I want to prioritize my time to address critical 
issues that need the most attention.” 
 
Given executives often spend a significant amount of time 
in meetings or “putting out fires” within their programs, 
they may struggle to address issues that perhaps 
shouldn’t have been escalated to them in the first place. 
Having an improved process for assessing and prioritizing 
risks as well as a mechanism for assigning appropriate 
escalation parameters to make review cycles more 
efficient will allow them to drive higher performance 
across a portfolio.   

Challenge 4: Disparate, siloed business processes 
operating with inconsistent methods 

“I want standardization across my portfolio.” 
 
Multiple programs and projects across suborganizations 
tend to operate in silos, each with their own frameworks, 
templates, data collection, and reporting methods. A 
common nomenclature, tools, and templates to evaluate 
a portfolio of programs and align to strategic objectives 
helps drive standardization across the enterprise. 

Challenge 5: Cumbersome tools to manage and 
track projects   

“I want an innovative solution, but I don’t want to 
spend years building it and training my 
employees.” 
 
As the digital footprints of government agencies expand, 
so does the data generated. To make informed decisions, 
executives need innovative portfolio management 
solutions that leverage that data across functions and 
organizational levels. At the same time, such tools must 
be quickly deployable, easily adopted, and require 
minimal staff training in order to generate maximum 
value as quickly as possible after implementation.   

2 IBID 
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Accelerating 
performance with 
PortfolioSmartTM 
PortfolioSmart has been designed to address these 
challenges and help government executives pursue 
strategic outcomes efficiently and devote more of their 
time to their end customers.  

PortfolioSmart is a FedRAMP-certified, flexible portfolio 
management solution that uses analytics to generate 
vital insights and accelerate performance. Built on the 
ServiceNow platform, our solution leverages ServiceNow’s 
highly-scalable, cloud-based platform-as-a-service (PaaS) 
software and cutting edge, out-of-the-box capabilities 
such as analytics tools, service level agreement (SLA) 
tracking, and configurable access control mechanisms. It 
also takes advantage of a flexible development 
framework on which we’ve built this configurable, data-
driven application and customized user interface. 

PortfolioSmart moves beyond the “iron triangle” of 
managing scope, schedule, and budget, and is designed 
to link program success to strategic organizational 
objectives, facilitate standardization, and promote 
informed decision making. PortfolioSmart enables 
government agencies to accelerate delivery of services to 
customers while maintaining the security and 
performance expectations of a traditional PMO as 
described below. 

Improves visibility into operations  

Offers drill-down capability from Objective to 
Program to Project with appropriate detail at each 
level  
 
PortfolioSmart aligns program and project efforts to 
overall organizational strategic goals by extracting data 
from multiple sources and formats. This data integration 
allows for flagging of items for executive attention and 
automated reporting to create a real-time update of 
portfolio health (Figure 1). The PortfolioSmart Portfolio 
view enables executives to compare and contrast 
performance at different points in time, as well as dig 
deeper into more granular performance data. This drill-

down capability provides increased visibility into 
operations for decision makers and encourages project 
managers to escalate risks and issues as they arise for 
quick resolution.  

Promotes data-driven decisions  

Calculates and summarizes the health of programs 
through industry-standard KPIs  

PortfolioSmart empowers stakeholders with critical data-
driven insights that they use to directly influence the 
outcomes of their projects and programs. By monitoring 
initiatives using industry-standard KPIs, executives make 
decisions without laborious slide decks and status 
reports. Managers and staff use a common language, 
course correct in real time, and continue to monitor 
progress on a routine basis.   
 
Encourages proactive monitoring and risk 
management 
 
Highlights actionable insights and key 
programmatic risks for leadership  
 
With the drill-down capabilities described previously, 
executives explore the details of every issue, risk, or 
milestone at the program and project levels. This 
capability enables them to visualize important risks and 
issues, assess the level of risk across the portfolio, and 
seek further details on the risks, mitigation plans, and 
potential impact to the bottom line—all in a centralized, 
electronic location that doesn’t clutter their e-mail. 
 
Facilitates standardization  

Standardizes data inputs from a wide variety of 
program management data sources 

As a modern, configurable solution for managing complex 
enterprise portfolios and transformations, PortfolioSmart 
and the ServiceNow platform provide an extensible data 
model that speeds up development time and is scaled 
across the enterprise. PortfolioSmart has the capacity to 
ingest data from a variety of sources and facilitates a 
standard method for evaluating and monitoring projects. 
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Offers ease of use 

Provides users with a simple, interactive user 
interface that is intuitive and easy to use at each 
level, including executive, managerial, and staff    

PortfolioSmart’s ServiceNow-integrated data platform 
allows easy information access at the user’s fingertips via 
computer and tablet interfaces, allowing access to real-
time, actionable data and facilitating agile decision 
making by executives. In addition, Deloitte provides 
tailored training and ongoing specialist support as 
integral parts of implementation that encourage 
enterprise-wide adoption. 

 

 

 

 

Figure 2: Key challenges and core elements of 
PortfolioSmart 

 

Source: Deloitte Consulting LLP, 2019 

Government executives can address these challenges 
through integration of  PortfolioSmart within their daily 
operations.  

Provides users with a simple, 
interactive user interface that is 
intuitive and easy to use at each 
level, including executive, 
managerial, and staff

Calculates and summarizes 
health of programs through  
industry-standard KPIs

Highlights actionable insights 
and key programmatic risks for 
leadership

Standardizes data inputs from a 
wide variety of program 
management data sources 

Offers drill-down capability from 
Objective to Program to Project 
with appropriate detail at each 
level

Challenges with 
Getting Results

Core Elements of 
PortfolioSmart

Lack of visibility into business 
operations

Lack of informed / data-driven 
decision making 

Undefined and unaddressed 
risks 

Disparate, siloed business 
processes operating with 
inconsistent methods

Cumbersome tools to manage 
and track projects

Figure 1: PortfolioSmartTM portfolio view 
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The PortfolioSmart 
Journey 
PortfolioSmart helps government agencies manage and 
view projects as a portfolio and is be deployed in a three-
phase approach (Figure 3). 

Figure 3: PortfolioSmart phases, key activities, and 
potential outcomes 

 

Phase 1: Assess and stand up  

We begin with a broad level assessment of an agency’s 
current state, strategic alignment across the portfolio of 
programs and projects, and identification of key 
performance indicators (KPIs), risks, and issues to begin 
tracking progress. 

Assess the challenge 

We work with government agencies to identify 
stakeholders (such as executive sponsors, managers, and 
staff) and use a PortfolioSmart intake survey to capture a 
brief description of the portfolio and the organization’s 

objectives. Stakeholder interviews provide a deeper 
understanding of objectives within the portfolio. By 
assessing the agency’s baseline, we shed light on 
portfolio needs and outline steps required to close those 
gaps.  
 
Visualize the future 
 
Using results from the intake survey and stakeholder 
interviews, we map out the current state and host a 
visioning session with executives to prioritize strategic 
objectives and align supporting programs and projects. 
This forum helps portfolio-level stakeholders collectively 
agree on a high-level roadmap, a prioritized list of 
programs and projects, the business processes that they 

want to measure and improve, factors and behaviors that 
might affect the health of these business processes, and 
metrics to assess. 
 
Establish governance model  

Following the visioning session, executives establish an 
appropriate governance model to promote open lines of 
communication across a diverse set of stakeholders and 
make the portfolio nimble as priorities and resources 
shift. This is particularly important for the day-to-day 
functioning of programs and projects as the governance 
model goes into effect during the monitor and operate 
phase. 
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Track progress  
 
Deloitte deploys the ServiceNow-based digital platform 
that uses performance analytics to show various levels of 
organizational detail. This analytics view enables periodic 
snapshot collections with trending over time and helps 
executives identify key themes. Once the data is loaded, 
we provide insights from the PortfolioSmart dashboard 
and work with key stakeholders to make sure the tool 
accurately reflects the aggregated data. The objective of 
this step is to establish expectations for outcomes at the 
portfolio level and how they will be measured. 
 
  
 Phase 2: Monitor and operate 

Once an initial data transfer within PortfolioSmart has 
been performed, we transition the use of all other 
disparate data and program management templates to a 
standard methodology and platform for real-time 
insights.  

Train program staff 

After standing up and tailoring the PortfolioSmart solution 
to address an agency’s needs, our focus shifts to tracking 
and implementing programs. We provide specialist 
training to program staff on how to manage and monitor 
programs using PortfolioSmart, so they track against KPIs 
and quickly take action on programmatic risks and issues. 

Manage programs  

At this stage, the PortfolioSmart solution comes to life as 
an agency begins to harness available data and employs 
analytics to begin managing programs proactively, 
pursuing strategic objectives, and further exploring data. 
Additionally, the sharing of insights generated from 
reviews of historical trend data helps the agency correct 
course on its portfolio and make adjustments based on 
evolving priorities and resources.  

Phase 3: Refine and adapt 
 
With PortfolioSmart up and running and the agency’s 
executives and personnel capably using it, we help you 
not only understand where your portfolio currently 
stands, but also look ahead to see where it is headed. 
This focus on the future helps Government executives 
focus and manage their investments move effectively. 
 
 
 

Report on success 

Once programs and projects are underway, 
PortfolioSmart provides a dashboard view of portfolio 
progress toward meeting the organization’s strategic 
objectives. This view consists of trend reports that are 
used to identify underlying pain points that inhibit 
portfolio management performance, as well as 
opportunities for improvement. A single mouse-click links 
executives with milestone status, how long a milestone is 
past due, and a breakdown of completed vs. planned 
milestones. Additionally, each graphical display helps 
bring executives one step closer to understanding each 
challenge and addressing it. 
 
Incorporate lessons learned  

As program and project high-priority milestones near 
completion, we provide comprehensive retrospectives and 
identify critical Lessons Learned to foster continuous 
improvement. Outputs from these sessions are directly 
incorporated into the tool to indicate a path forward. 
Subsequent visioning sessions are held to align new 
priorities to existing or new strategic objectives.  

Learn more about 
PortfolioSmart  
Deloitte’s PortfolioSmart solution brings an effective 
combination of change management, capability-building, 
and game-changing technology to enhance the existing 
strengths of a government agency’s leadership and 
personnel and to drive desired outcomes. Our approach 
helps government executives and their personnel deploy 
the tools and support necessary for portfolio 
management in the digital age — a capability that is 
adaptable and scalable to suit virtually any government 
organization, regardless of size, complexity, or maturity. 
As a result, data previously residing in organizational 
silos is now be freed to provide greater transparency and 
improved insights into an organization’s portfolio of 
programs and projects.  

Contact Deloitte to learn more about how PortfolioSmart 
can help transform your portfolio management. 
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