
Situation

Hewlett-Packard’s Product Processes Organization (PPO) is a diverse cen-

tral service group that includes strategic consulting, engineering and test-

ing services, and environmental and compliance programs. The organization 

needed to make decisions about how to manage its resources in a complex, 

competitive, and constantly changing environment. In particular, PPO faced 

internal pressure to reduce resources while continuing to provide vital ser-

vices throughout HP.

Challenges

PPO needed to assess how it was allocating its resources to ensure that it was 

focusing on the highest-value work. This was easier said than done: evalu-

ating the contributions of various departments often requires “apples-to- 

apples” comparisons because different groups contribute value to HP in dif-

ferent ways. For example, the strategic consulting group received some of 

its funding from internal customers, while the environmental compliance 

groups served all of HP and were funded centrally—and both were subject to 

a common resource constraint. PPO needed a single methodology to support 

fair evaluations and choices by answering questions such as:

• In which groups should we invest resources to create more 
value for HP? Which should we reduce?

• How can we identify hidden opportunities to improve the 
value of individual groups?

• How can we plan for these changes so they are implemented 
as effectively as possible?

PPO needed to develop a clear case to support resource allocation decisions, 

one that would withstand the natural conflicts and politics inherent in these 

situations. Because previous approaches had not succeeded in addressing 

these issues, PPO turned to SmartOrg for assistance in developing a rational 

methodology to meet the challenge.
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Results

The result of this process was a series of cus-

tomized portfolios based on a common log-

ic that could be implemented depending on 

business circumstances. For example, even 

though the company as a whole was reducing 

its staffing levels, PPO recommended increas-

ing its resouce levels to support programs de-

termined to have high value. 

This approach also resulted in 

positive cultural changes as the 

PPO management team began 

using the new value-based de-

cision-making vocabulary and 

gained clarity about strategic al-

ternatives by working through 

the structured decision process as 

a team. “The key was to use the 

methodology and the optimized portfolio,” 

added Ellis, “It enabled frank discussions and 

revealed preferences that were different from 

our momentum plans.”

Solution

To address these issues, PPO directors asked 

Scott Ellis, a member of their management 

team, to work closely with SmartOrg to de-

velop a unified system for evaluating various 

groups and allocating resources to activities 

that created maximum value for HP.

The PPO management team deployed 

Portfolio Navigator™ to analyze the 12 

groups under its direction using SmartOrg’s 

structured value-based methodology. The 

group then created four options for each 

team: salvage (exit), buy-down (reduce in-

vestment), momentum (keep at same lev-

el), and buy-up (increase investment). The 

team framed its discussions around which 

functions were most valuable and least valu-

able. “The approach forced us to get clear 

and specific about the value of each element 

of the portfolio, which was something we 

had great difficulty doing before,” said Ellis. 

By comparing alternatives and valuations 

using a consistent process across the orga-

nization, the management team was able to 

evaluate each group objectively. This infor-

mation provided the foundation for the re-

source-reduction planning process.

+1 650 470 0188
www.smartorg.com 

info@smartorg.com

About SmartOrg
SmartOrg’s value-based management (VBM) approach helps organizations drive profitable 
growth by focusing their attention and resources on high-value opportunities. We help 
companies evaluate and assess current and future projects and answer the fundamental 
question: “should we do it?” SmartOrg’s software tools, training, and coaching help organi-
zations bridge the gap between business and technology by managing risk and uncertainty, 
selecting the best projects in their portfolios, setting project strategy and accelerating de-
ployment. SmartOrg headquarters are in Menlo Park, California with regional offices in the 
eastern and western United States, the United Kingdom, and Asia.
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Scott Ellis
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Management discussion of the optimized portfolio.

Management 
Workshop

Management discussion 
of the optimized portfolio.
Select an alternative for 
each program, refine 
programs based on 
portfolio direction.

Peer review 
and

portfolio analysis

Ensure data is credible 
and comparable.
Value-based optimization 
across all alternatives for 
all programs, review 
implications of different 
funding scenarios.

Create and assess 
alternatives for 
each program

Buy-up, momentum, 
buy-down and salvage 
alternatives.
Develop cost and external 
market information for 
each service.

Establish objective
value-based

metric

Market cost of 
replacing program 
through outsourcing vs. 
supporting internally.

Improving the portfolio.
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