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Abstract

Portfolio management is widely used by large government agencies and non-
profits, but it is rarely discussed in public administration scholarship. Portfolio
management tools can illuminate groups of projects that should be considered as
priority investments by highlighting the relationship of risk to outcomes. This arti-
cle explores historical and theoretical reasons for the neglect of portfolio manage-
ment, and then proposes using portfolio management to update a classic
strategic management framework to guide organizational choices in public admin-
istration. Though portfolio management ideas originated in the private sector,
public sector portfolio management differs from its private sector counterpart by
trading off risk with public value or mission outcomes rather than financial out-
comes. Portfolio management is a tool to incorporate risk to mission in investment
decisions. It holds promise for adding an intermediate-level implementation tool
to develop theories of public value. The paper concludes with hypotheses for
future investigation.

Evidence for Practice

« Public portfolio management differs from its private sector counterpart by trad-
ing off risk with public value or mission outcomes rather than financial
outcomes.

+ The public sector can learn from the experience of private industry to improve
their management of portfolios. However, public sector portfolio tools should be
updated to incorporate public value.

« Portfolio management is strategic in nature and should be considered part of an
organization’s overall strategic management practice.

+ Public value considerations should include a measure of risk when making deci-
sions about an organization’s portfolio.

+ The risk/public value tradeoff illuminates groupings of projects that should be
considered as potential priorities.

- Considering projects as portfolio groupings can maximize investments among
mutually dependent projects.

improve public value? What are the most promising ave-
nues for research and theory development?

Portfolio management is used across government agen-
cies and large nonprofits, but it is rarely discussed in the
public administration literature. What explains the gap
between the literature and practice? What is portfolio
management, and how can it be used to create and

Some agencies that manage a large number of con-
tracts and expensive assets use portfolio management as
a tool to guide their investments. Portfolio management
could help government agencies at all levels reduce
redundancies in services, evaluate the long-term benefits
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of services based on current performance, reduce costs, and
improve the ability to mitigate risks. For example, informa-
tion technology (IT) departments in organizations may hold
multiple contracts for the same service across organizational
sub-units. By maintaining a comprehensive portfolio, IT
departments would be able to buy services at one point for
the whole organization, likely saving money and time from
system upkeep (Hansen & Kraemmergaard, 2013). Some
redundancy may be valuable, for example as a backup if an
original system fails. However, portfolio management can
identify redundant capabilities and therefore provide a more
holistic view of an organization’s capabilities than standard
project management, which is individual project-focused, or
strategic management, which does not always delve into
the details of resource management.

Beyond being merely a tool to make more efficient
investments in specific programs or technical systems,
portfolio management helps agencies organize multiple
goals and programs in order to create public value at the
agency level (Chow et al.,, 2009, 2011; Hiromoto, 2013).
Few large government agencies and nonprofits have a
single goal. Many pursue multiple goals and are com-
posed of sub-agencies and programs with different goals,
cultures, and processes. Complex investments in the
sense used by Page (2008) usually require decisions along
multiple criteria. For example, a new generation of smart-
phones is better if it has longer battery life, but most sys-
tems require more tradeoffs than smartphone upgrade
decisions, balancing multiple criteria in which there is not
a single obvious best choice. For example, a new e-
learning platform might depend on simultaneous and
equally valuable investments in IT support and data
streams to drive the platform.

In addition to functional goals, incorporating public
value in portfolio management makes room for goals
beyond efficiency, effectiveness and economy. Some
public programs may aim at enhancing the democratic
process, even if doing so costs more and takes more time
(Brewer et al., 2006). A public sector-oriented portfolio
management theory permits deliberation about non-
economic ends.

For scholars, portfolio management can extend the lit-
erature on strategy and organizations to account for man-
aging across multiple goals and silos in order to create
public value. There is a robust literature on organizational
strategic management, which includes strategy develop-
ment and strategic planning, budgeting, human
resources, and performance measurement and evaluation
(Boyne & Walker, 2010; Laurrett & Ferriera, 2018;
Poister, 2010). The literature devotes less attention to
how large organizations pursue goals across sub-
organizational units. Scholars have found that policy
implications are “underutilized” in organizational behav-
ior, which risks making the field become “societally irrele-
vant” (Aguinis et al., 2021, p. 1).

One of the most promising avenues for theory devel-
opment is exploration of the use of portfolio

management as an intermediate-level theory of how to
create public value in an organizational context. Many
discussions of public value are at the high-level of
abstract normative theory (Jargensen & Bozemand, 2007),
but the utility of public value is in its link between norma-
tive values and the public managerial context. Portfolio
management is a tool that can add structure and visibility
to how multiple public values are created, reconciled, and
implemented in an organization or network.

With some exceptions (e.g., Bozeman & Rogers, 2001;
Hansen & Kraemmergaard, 2013), portfolio management
has not been analyzed by public sector scholars. In addi-
tion to enriching the literature on strategy, a better
understanding of portfolio management could also
advance the understanding of synergy as a concept
(Ansell & Gash, 2008; Ostrom, 1996). Portfolios are group-
ings of investments that have potential mutual depen-
dencies, or synergy. In addition, conceptualizing portfolio
management extends public sector research on risk man-
agement (Bullock et al., 2018).

This paper defines portfolio management according
to four types relevant to public administration. Then it sit-
uates portfolio management as part of resource allocation
and strategic management and proposes an update to a
classic strategic management framework for the public
sector. It then discusses why the scholarly field of public
administration has paid relatively little attention to portfo-
lio management and why this is a notable omission if
public administration scholars want to understand and
improve practice. The paper concludes with hypotheses
for future investigation.

Research Approach

This is primarily a theoretical paper, drawing on a review
of peer-reviewed and gray literature (i.e.,, government and
research organization) reports. While the research team
initially considered using a systematic review like those
conducted of other research areas in public administra-
tion (e.g., Hansen & Tummers, 2020), we found that the
portfolio management literature was not sufficiently
mature for a formal systematic review. A search of public
administration and policy journals in JSTOR returned
63 mentions of “portfolio management” in articles from
1978 to 2019. However, term used in different ways; the
meaning and uses of the term were not consistent
enough to provide a basis for analysis of the effects of
portfolio management techniques. Some private sector
literature does focus on portfolio management, and we
refer to and categorize that literature in this paper, but it
neglects the public value and mission-oriented concerns
that make portfolio management a potentially useful tool
for public managers.

One of this paper’s findings is that public sector man-
agers are ahead of scholars in using and assessing portfo-
lio management. We conducted a search for “portfolio
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management” mentions in gray literature through World-
Cat and Google Scholar, and we searched for General
Accountability Office reports related to portfolio manage-
ment in particular. The most relevant results of these
searches are reported in this article.

PORTFOLIOS IN PUBLIC SECTOR
MANAGEMENT

The term portfolio can bring to mind compilations of art
projects or a set of financial investments, but the term is
used more broadly in management. Simply defined, port-
folio management refers to analyzing and making deci-
sions about groupings of projects or programs under a
single category. A review of the scholarly and gray litera-
ture reveals four types of portfolio management in the
public sector: infrastructure portfolios, R&D portfolios,
financial portfolios, and capability portfolios.

Types of Portfolio Management in the Public
Sector

The first type of a portfolio is related to infrastructure. It
can be a challenge to select groupings of projects that
best suit a long-term strategy. Infrastructure portfolios
analyze the risk and return among groupings of projects
in line with corporate or government agency or nonprofit
strategies (Leliveld & Jeffrey, 2004). Infrastructure projects
can be large, complex, and expensive investments. They
include bridges or airports, as well as IT infrastructure,
sometimes referred to separately as IT portfolios
(Leliveld & Jeffrey, 2004).

Large infrastructure investments can suffer from cost
overruns, misalignment with strategy, or misalignment
with user, customer, and stakeholder needs (Bruzelius
et al, 2002; Kappelman et al, 2006). Grouping projects
together as a portfolio rather than a single asset, hard-
ware or software investment is one way to analyze the
risk of misalignment with strategy and needs.

One prominent example is the process of portfolio
review in the United Kingdom (UK)’s Infrastructure and Pro-
jects authority (Infrastructure and Projects Authority, 2021).
The portfolio review subjects infrastructure projects to
examination at key points in the life cycle. The process
includes strategic alignment, performance measures and risk
assessment, management and process evaluation, and capa-
bility assessments. The portfolio review rates these dimen-
sions across multiple portfolios or groupings of projects, and
it identifies key dependencies among them and tracks port-
folios against key baselines. The UK Association for Project
Management'’s formal definition understates the novelty of
portfolio management’s ability to account for risk and
dependencies. The definition is that “Portfolio management
is the selection, prioritisation and control of an organiza-
tion’s programmes and projects, in line with its strategic

objectives and capacity to deliver” (Association for Project
Management, 2022). The “prioritisation and control” phrase
refers to accounting for risk, the benefits of project group-
ings, and potentially public value rather than narrow finan-
cial metrics alone. While this example is in the UK, and we
uncovered other examples outside the United States using
our library search engine, we did not uncover many exam-
ples outside English-speaking countries. This may be due to
the limitations of the researchers, however.

A second category is R&D portfolios, which typically use
matrices to evaluate groups of R&D projects based on their
long-term collective value (Bozeman & Rogers, 2001;
Chien, 2002; Mikkola, 2001). The advantage of the portfolio
approach is the ability to consider individual project scores
in terms of their collective contribution to an outcome goal
(Bozeman & Rogers, 2001). There are multiple possible out-
come goals for a portfolio, including a scientific output,
such as advancing knowledge or technology acceleration
(Gerstein, 2019; Roberts & Schmid, 2022), or a balance
between outputs and increased scientific and technical
human capital created by the investments (Bozeman &
Rogers, 2001, Stummer & Heidenberger, 2003). An out-
come goal might be a long-term societal challenge such as
moving toward renewable energy sources and away from
fossil fuels (Durant, 2007; Wallace & Rafols, 2015). A large
private sector literature examines firms' technology portfo-
lio investments according to narrower, often output, per-
formance criteria (e.g., Eggers, 2012).

A third type of portfolio, financial portfolios, are
groups of financial assets that can be analyzed to deter-
mine their level of risk and expected return over time.
Financial professionals advocate not putting one’s eggs
all in one basket, and portfolios are used to think about
how groups of investments are connected—or the risk
posed by financial problems in one economic sector or
with one form of investment—so that overall financial
holdings maintain an appropriate level of diversifica-
tion (Caccioli et al., 2014). Public sector agencies and
nonprofits, too, are concerned about risk and appropri-
ate financial diversification (Carroll & Stater, 2009;
Koppel, 1999). For example, the Australian government
uses portfolio budgeting to connect investments to
ministerial priorities (Xavier, 1997).

One subfield of the nonprofit management literature
analyzes financial portfolio management using modern
portfolio theory (Hung & Hager, 2019). Modern portfolio
theory is a framework with which to consider how reve-
nue streams interact rather than considering them in iso-
lation (Jegers, 1997; Mayer et al., 2014). Many budgeting
systems “[do] not account for how revenue sources move
in relation to each other and [ignore] the influence of
expenses required to generate various revenue streams”
(Hung & Hager, 2019). Portfolio management using mod-
ern portfolio theory aims to remedy this problem, but it
can be analytically complex, and requires greater capacity
and financial resources than some organizations can pro-
vide. Alternatives, such as the Herfindahl-Hirschman
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Index (HHI) provide a simple estimation of revenue diver-
sification which can be sufficient for some purposes.

Another challenge for the use of modern portfolio
theory-inspired portfolio management approaches is that
a variety of forces influence nonprofit and government
revenue streams (Hung & Hager, 2019). These forces
include politics (or what Moore (1995) calls the “authoriz-
ing environment”) ideology, and public sector budgeting
realities. These forces are more complex than the frame-
work that modern portfolio theory, structured around
market forces, allows for.

Capability portfolios, the fourth type, make up the
broadest category. These portfolios are most useful when
part of a larger strategic management process
(Hiromoto, 2013). They begin with the identification of
capabilities, which are structures and activities that an
organization uses to achieve its strategic ends (DHS, 2017,
p. 74). Then, the portfolios group programs, projects or
investments into capabilities which may cross organiza-
tional boundaries (Sandia National Laboratories, 2020).
Organizations may make new investments according to
the degree to which they enhance a capability that is of
strategic importance. For example, if a city expects to
make broader use of 5G, it may invest in people, technol-
ogies, and pilot projects that allow for greater use of 5G
technologies and position the city as a leader in the field,
rather than make uncoordinated investments in new
technology with an equivalent amount of money.

Capability portfolios bring coherence to organizations
that can have uncoordinated programs and investments,
or programs that are layered on top of other programs.
While it is often assumed that private sector organiza-
tions’ profit motive will provide greater discipline, private
sector firms also employ portfolio approaches to avoid a
lack of coordination among investments (GAO, 2007; Haa-
panen et al., 2016).

Capability portfolios may be especially well suited to sup-
port public sector Planning, Programming, Budgeting, and
Execution (PPBE) processes. For example, in 2007 the GAO
recommended that the Department of Defense (DoD) adopt
a portfolio management system because the Department
was instituting programs in isolation without considering
how they functioned together to support the mission or filled
capability gaps. The DoD and Department of Homeland
Security define capability gaps as an instance of a means to
perform an organization’s mission that is lacking (Defense
Acquisition University, Forthcoming; DHS, 2017, p. 75).

In 2008, DoD Directive 7045.20 asked the Department
“to use capability portfolio management ... to optimize
capability investments across the defense enterprise (both
material and nonmaterial) and minimize risk in meeting
the Department’s capability needs in support of strategy.”
The Department implemented capability portfolios as part
of requirements and acquisition practice, connecting new
investments to strategy and a process to identify capability
gaps in meeting the mission, and to various metrics and
decision points to continue or terminate programs.

All four types of portfolios share common traits.
They group projects in order to analyze their collective
value (Chien, 2002). They typically combine qualitative
and quantitative data, as well as materiel and non-
materiel (e.g., human capital) projects and outcomes
(Bozeman & Rogers, 2001). They usually provide a metric
for risk and the possibility of failure of a given project as
part of the portfolio assessment. At their worst, they are
employed by rote, as a layer of time-consuming metrics
development and reporting for no clear purpose—a
tendency that characterizes some organizations enam-
ored with metrics for metrics’ sake (Muller, 2018). At
their best, the portfolio groupings address common
shortcomings in organizations—too many projects to
be supported by limited resources, a lack of prioritiza-
tion among projects, and too many small and uncon-
nected projects (Cooper et al., 2000).

Often Used in Practice, Rarely Discussed in
Research

Portfolio approaches are widely used in the U.S. federal
government, nonprofits and private business. Congress
and the GAO often recommend portfolio management
practices to government agencies as a means to reduce
the chance of delays, cost overruns or obsolete or subop-
timal investments (e.g., GAO, 2007). But portfolio manage-
ment is rarely discussed in the scholarly literature. A
search of public administration and policy journals in
JSTOR returns 63 mentions of “portfolio management” in
articles from 1978 to 2019. Of these, 54 are peer-
reviewed, and 21 are in mainstream public administration
or policy journals. Others are in specialized health, general
management, or education journals. However, none of
these articles mentions portfolio management in its title
or abstract, and the use of the term is not sufficiently con-
sistent to perform a more systematic analysis. In contrast,
JSTOR returns 22 articles in the management and organi-
zational behavior journal categories—nearly all of which
refer to private sector applications. We believe that sev-
eral trends have carried public administration away from
a focus on managerial decision-making and decision sup-
port in favor of other topics.

At a general level, public administration is still getting
over its break from political science and is sensitive to
research topics that appear too narrow (e.g., the “philoso-
phy of sanitation workers”). In light of criticism and
because of concern that public administration is not cited
in other fields, scholars have emphasized stronger
research designs, more hypothesis testing, and theory
development (McCurdy & Cleary, 1984; Van Wart, 2003;
Wright & Grant, 2010). Typically, the theory development
builds on theories from other fields, including political sci-
ence, economics, or psychology (Ni et al, 2017). One
influential article in Public Administration Review by a then
future editor of major journals in the field says that public
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administration “must work to end its isolation from the
politics, law, and management literature” (Wright, 2011).

Stronger research designs have improved knowledge
in public administration—a recent focus on experiments
is just one example (James et al, 2017). However, the
focus on research designs with strong internal validity
and theory-building that draw from other disciplines
comes at a cost. Public administration has neglected deci-
sion support tools for public sector managers and theo-
ries that are native to the field.

For example, a proliferation of studies on biases and
heuristics drawn from psychology has primarily focused on
citizens’ biases and decisions rather than those of public
administrators (Battaglio et al., 2019). However, practitioners,
and not just deductive theories developed by scholars, can
be a source for theory generation. Herbert Kaufman'’s (1960)
seminal study of five forest rangers generated theories of
administrative behavior. More recently, Bernado Zacka
(2017) spent 18 months observing the moral lives of welfare
office workers, which generated theories of ethics appropri-
ate to public sector street-level bureaucrats. Public adminis-
tration scholarship can benefit from attention to
practitioners to generate problems, theories, and tools that
are of use to practice (Barzelay, 2019; Vangen, 2017).

Beyond the general drift of public administration as a
field, there are specific reasons for portfolio management’s
neglect. In its more narrowly technical applications, it may
be considered the domain of systems engineering rather
than  public  administration  (Davendralingam &
Delaurentis, 2013). Furthermore, portfolio management’s
relevance is more obvious for the private sector. Portfolio
management is attractive to the private sector because
companies can sell business units, but the government can-
not sell its holdings. For example, many portfolio manage-
ment tools present an industry-attractiveness matrix. Public
administration scholars may approach portfolio manage-
ment with the same skepticism that they approach other
private sector tools borrowed without reflection.

However, the line between the public and private sec-
tors is not always so clear in an age when an increasing
amount of government work is performed by contractors.
Portfolio management might ultimately be more impor-
tant for government because many agencies end up
absorbing new units and in effect becoming holding
companies. Portfolio management is also particularly use-
ful for R&D investments in which short-term payoffs are
uncertain.

SITUATING PORTFOLIO MANAGEMENT IN
PUBLIC MANAGEMENT RESEARCH

The lack of scholarly attention to portfolio management in
the public sector presents an opportunity for practice and
theory. Managers seek help in using portfolio management
better or for the first time. Scholars conceptualize tools as
part of larger systems to help managers ask better questions

about their organizations and approaches, and ultimately

use their tools better to pursue public ends
(Englehart, 2001). Better theoretical development of portfo-
lio management is like giving a sailor knowledge of the
wind, to help them better understand when and how to rig
the sails (Englehart, 2001, p. 371).

We conceptualize portfolio management as a tool to
link elements of strategic management and advance the
understanding and implementation of public value in an
organizational context. Public sector portfolio manage-
ment differs from its private sector counterpart in its aim
to increase public value rather than profit or revenue.

Mirroring Strategic Management

Portfolio management aligns with public sector manage-
ment theory and practice as a series of activities associ-
ated with strategic management. We use Vinzant and
Vinzant's (1996, p. 202) definition of strategic manage-
ment as “...a process carried out at the top of the organi-
zations which provides guidance, direction, and
boundaries for all aspects of operational management.”
They argue that strategic management may include stra-
tegic planning but is not reducible to it. Strategic man-
agement also includes resource management, which is
composed of budgeting and human resources, and evalu-
ation and performance management, as shown in
Figure 1. Each of these areas under the strategic manage-
ment umbrella does not imply a single tool but rather a
toolbox of practices that could be used given context and
user specifics (Poister et al., 2010). For example, strategy
formulation may bring to mind formal strategic planning
with a rigid set of activities to complete. Instead, planners
should choose purposeful incrementalism to develop
strategy or a combine organizational learning with more
formal aspects of planning (Poister et al., 2013).

Portfolio management mirrors a three-stage approach
to strategic management in its planning, managing, and
evaluation stages. Table 1 presents a framework that
shows the stages of portfolio development and related
activities and metrics, particularly as they relate to strate-
gic management. The portfolio process is associated with
activities, such as grouping portfolios before they are
assembled, analyzing individual portfolios and groups of
portfolios during the creation of portfolios, and conduct-
ing evaluation and follow up analysis afterwards. Each of
these stages is associated with methods and tools. Orga-
nizations need not employ all of these methods at a par-
ticular stage or at all, but our research identified the use
or potential use of these methods throughout the pro-
cess, and we list them in Table 1 as examples.

The portfolio management framework in Table 1
builds on Archer and Ghasaemzadeh (1999, p. 213) by
using the same stage categories and some similar activi-
ties. It also draws on descriptions of portfolio manage-
ment in government documents and gray literature
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Strategic Management

Strategy Formulation

Strategic Resource
Management

Evaluation and
Performance
Management

Portfolio Management

Pre-portfolio

Portfolio
creation/analysis

Post-portfolio

FIGURE 1 Strategic and portfolio management (based on Vinzant & Vinzant, 1996).

TABLE 1 Process of managing portfolios in the public and nonprofit sector.

Corresponding Stage in

Stage Strategic Management Activity

Method

Strategy formulation/
planning

Pre-portfolio

Portfolio creation/analysis  Strategic resource
management

Strategy development, portfolio matrices,
grouping portfolios, stakeholder
engagement

Individual project analysis; portfolio
selection; analyzing common

Strategic planning, cross-tabs, cluster
analysis, capability analysis,
stakeholder engagement

Decision trees, resource requests, matrix
displays sensitivity analysis

categories across portfolios; eliminating
some portfolios; developing goals and
criteria for integration of portfolios

Evaluation and Performance
Management

Post-portfolio

Project management, stakeholder
engagement, evaluation

Portfolio monitoring and auditing,
portfolio process evaluation,
stakeholder engagement, outcome
evaluation

Source: Adapted from Archer and Ghasaemzadeh (1999, p. 213).

reports (Davendralingam & Delaurentis, 2013; Eggers,
2012; GAO, 2007; Hiromoto, 2013; Maizlish & Handler,
2005; MITRE, 2021; Moynihan et al., 2009; Sanwal, 2007;
U.S. Air Force, 2008; U.S. Department of Defense, 2008).

We extend the categories employed by Archer and Gha-
saemzadeh (1999, p. 213) by adding stakeholder engage-
ment as an explicit part of portfolio management in the
public sector. In essence, stakeholder engagement refers to
efforts to include a wide spectrum of people in deliberating
about a matter of shared concern (Bingham et al., 2005). In
most uses of portfolio management, stakeholders include
the internal divisions of an organization; portfolios of

capabilities or R&D projects may involve multiple divisions
that do not often plan or work together. Stakeholders may
also refer to people outside of the organization who are
affected by a portfolio grouping. Users or affected members
of the public are commonly stakeholders who should be
consulted when selecting among portfolios.

The Strategic Nature of Portfolio Management

The strategic basis of portfolio management is in the logic
of its application. Bryson and George (2020) define
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strategy as “what links capabilities to aspirations.”
Organizations should begin with an understanding of their
mission and goals, and then build strategies with material
and human assets in mind to get the most out of the cur-
rent assets, or those that could reasonably be acquired in
the future. Portfolios should be evaluated and revised
accordingly so that organizations do not hold on to obso-
lete assets or have unnecessary redundancies. In some
cases, organizations can find new uses for current assets.

Portfolio management can help administrators under-
stand their current groupings of projects and plan for the
long-term sustainability of a portfolio of projects and
future projects. Therefore, in addition to change manage-
ment and network management, portfolio management
should be part of an updated approach to strategic man-
agement. Grouping programs, projects, and capabilities
as portfolios reveals implications for budgeting and staff-
ing that are relevant for strategic planning.

For example, the GAO (2018) highlighted that the
Coast Guard had failed to plan for the long-term in its
annual budget process, and as a result had unfunded
scheduled acquisitions that put its long-term goals at risk.
The budget constraints eventually threatened core opera-
tions, and the GAO found that the Coast Guard put its
ability to fulfill its mission at risk by operating ships longer
than expected. The GAO recommended a portfolio man-
agement approach that would group investments and
analyze their payoff over the long term rather than in a
year-by year-budgeting cycle. By 2021, the Coast Guard
had made progress in developing a project management
tool to help visualize long-term portfolio management
groupings and tradeoffs in acquisition (JPI, Forthcoming;
U.S. Coast Guard, Forthcoming).

Portfolio management is closely linked to resource
management. Portfolio groupings typically refer to
resources, whether programs or IT investments, or capa-
bilities connected to resources. However, portfolio man-
agement has implications for strategy formulation,
evaluation, and performance management (shown in
Table 1). Strategy formulation might use lists of capabili-
ties linked to portfolio management, or the results of prior
portfolio analysis (Ellonen et al, 2009). Evaluation and
performance management occur after the activities
involved in portfolio management have occurred. In some
cases, evaluation is a continuous process, but it focuses
on outputs and outcomes according to the measures
listed in the right-hand column in Table 1. Portfolio man-
agement, in contrast, establishes relevant portfolio cate-
gories and the criteria by which portfolios are assessed
and evaluated, and links them to mission and public
value.

Tradeoffs of Public Value and Risk

Many specific portfolio management applications take
the form of decisions about the tradeoffs shown in

Likely to require additional
analysis; need to be
selective

Likely a priority
to pursue

jan

=
()

=

Low priority;
revisit if needs
met and
funding
available

Likely a project to avoid

Potential for public value
(or specific mission goals)
|y
=}
=

Low High

Risk of delay, cost overruns, or failure

FIGURE 2 Portfolio management tradeoffs. Source: Updated for the
public sector from Jeffrey and Leliveld (2004).

Figure 2. In the private sector, portfolios often aim at
financial goals such as profit or revenue growth. Portfolios
in the public sector aim at creating public value, or at ful-
fillment of mission goals, aligned along the Y axis from
high to low. Knowing how and whether a specific activity
creates public value requires understanding context, but
the central point is that “Public managers must produce
something whose benefits to specific clients outweigh
the cost of production” (Moore, 1995, p. 65). At one level,
public managers must evaluate whether a specific activity
is worthwhile, relative to cost. At another level, the activ-
ity must produce normative value for the wider public.
Moore explains that the value of that enterprise must be
judged against citizens’ expectations for justice and fair-
ness as well as efficiency and effectiveness” (Moore, 1995,
p. 52). Public and nonprofit sector leaders operating out-
side a public value framework might substitute mission
fulfillment for public value, but they still face tradeoffs
with risks that the project would not be completed on
time or on budget, or achieve its stated goals. Risk is a
multifaceted concept that is integral to public value, how-
ever. Figure 2 shows how placing specific kinds of risk on
a separate axis can guide investment decisions.

In a specific application, Figure 2 would be adopted to
the nature of the investments and managerial contexts.
The groupings could be used to prioritize individual
investments or groups of investments based on a payoff
for public value or mission goals and relative risk, as
shown in the figure’s quadrants. Archer and Ghasaemza-
deh (1999) take a similar approach, as do various specific
applications (Chow et al., 2009, 2011; Hiromoto, 2013).

The chart does not make a decision itself; rather, it is
an input into a decision process that typically would have
a budget constraint. Applying budget constraints brings
to light the benefits of particular combinations of projects
and makes room for moving ahead with a combination of
large and small projects. In many cases, promising pro-
jects and needs will go unfilled. For example, the National
Science Foundation often uses a portfolio approach to
frame which programs or projects it pursues given a
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limited amount of annual funding, but many worthy pro-
jects or programs will go unfunded. One NSF directorate
proposes a strategy of “balance,” to pursue “a portfolio
that addresses the range of these research objectives”
(National Academies, 2005, p. 13). Another option would
be to increase resources and attention devoted to a prior-
ity objective.

Developing Theories of Public Value and Risk

Portfolio management has the potential to advance
development of intermediate organization-level of theo-
ries of how public value and risk decisions are made. Port-
folio management provides an intermediate-level
framework in which to apply the concept of public value
and potentially test how organizations define and employ
public value, giving context to Figure 2.

Public value theory alone is at too high a level to
guid many organizational choices. Analyses of public
value can get lost in debates over what the term means
and whose values count. Prebble (2021) recommends
caution and moderation in interpreting the concept.
One approach that some scholars have settled on is to
conceive of it as a version of the common good and the
public interest that takes into account respect for rights
and a consideration of future generations (Jergensen &
Bozeman, 2007, p. 362). That definition of public value is
useful but potentially too broad and high-level, distanc-
ing itself from the tradeoffs and decisions of organiza-
tional life. Mark Moore (2013, p. 400) made public value
central to managerial decision-making, but operationa-
lizing public value has proven difficult. At a minimum, it
requires consideration of stakeholders in setting the
long-term direction of an organization, as opposed to
decision frameworks that focus on a static mission or on
profit.

Public value provides an alternative to the market and
individualist logic that is assumed in most private sector
discussions of portfolio management (Alford & O’Flynn,
2008, p. 7). When public value is incorporated into portfo-
lio management, it can pull managerial analysis toward
considerations of normative dimensions. The responsibil-
ity of public administrators is ultimately to provide bene-
fits to society. In many cases, the administrator provides
benefits by pursing an organization’s mission, but in some
cases more benefits might accrue from creative interpre-
tation of the mission, or even going beyond the mission
as conventionally understood. Mark Moore’s (1995) classic
example of libraries that developed new programs for
latchkey kids is one example of creative reinterpretation.
Private sector firms could aim at creating public value
because public value is rooted in society and not just gov-
ernment structure (Melchior & Melchior, 2001). Social
entrepreneurship in private firms would be a fruitful area
for future public value research. However, portfolio man-
agement tools in the private sector as reviewed for this

paper’s literature review do make room for consideration
of public value.

Portfolio management can extend research into pub-
lic value by providing context for practicing and examin-
ing “public value creation.” A recent debate in
Administration & Society over whether public value is
knowable through empirical methods led to the argu-
ment that public value creation, or how public value
comes about, remains obscure. Meynhardt (2021) recom-
mends further research and observes that public value
creation may be a matter of the “survival of the fittest”
and recommends work on a “process-oriented public
value theory.” Public value theory is typically at a high
level, but portfolio management may contribute to a
more process-oriented theory by providing an organiza-
tional decision context in which public value operates.

Risk sets portfolio management apart from the con-
cept of strategic management, with which portfolio man-
agement is sometimes associated. In a recent special
issue in Administration & Society on public value, Meyn-
hardt (2021, p. 1631) wrote that public value should help
us reflect, with humility, about “the chances and risks
taken in the name of public” (see also Prebble, 2021).
Decision-making in managing portfolios takes risk into
account.

As a field, public administration has struggled with
how to conceptualize the role of risk in decision-making.
In private sector contexts, risk is more easily measured as
a cost, or perhaps a probability of failure. But the concept
of risk in public management is multifaceted. Risk to pro-
jects include delay, failure to complete, and failure to per-
form at the right level. Portfolio management can provide
a process to analyze and, if necessary, mitigate risks that
are associated with major investments. Additionally, it is
important to note that portfolio management is an input
into decisions rather than a decision-maker. The decision
to mitigate or even terminate a project may depend on
the level of risk that an organization or manager is
comfortable with.

In a broader public management context, risk could
refer to the likelihood that an investment would not fulfill
its stated goals. This is a specific application of the even
more general definition of risk in public sector manage-
ment found in Bullock et al. (2018, p. 77), defined as “the
probability of an event occurring and the resulting conse-
quences.” What risk refers to depends on the decision-
context and should be specified in advance, or else risk
may be too general a term to be useful. For example,
enterprise management, the practice of considering all
possible risks across an organization or system, has been
criticized for being too broad to be useful to managers
(Bromiley et al.,, 2015). As shown in Figure 2, the X-axis in
a portfolio management application often portrays a risk
scale, from high or low. The risk could be the risk of failure
of a particular portfolio, or the risk that a particular mis-
sion goal would not be fulfilled. In the adoption of new
technology, risk often refers to the likelihood that the
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technology will not deliver as promised or will not work
at all.

Portfolio management is more than just a list of the
benefits of an investment for public value compared to
the risks. It is a tool for strategic decision-making. One
way to use the tool is to create a zone of acceptable
risk, and aggregate risk across the portfolio and against
delivery baselines. The risk map could show risk profiles
outside of acceptable zones and provide a starting
point for examining common risks across a portfolio.
For example, an organization may own and operate a
lot of commercial office space vulnerable to falling to
disuse or lower returns because of an increase in
remote work. If the risk is deemed too high the organi-
zation could change scope, reschedule, or end certain
projects.

HYPOTHESES TO ADVANCE A RESEARCH
AGENDA

As laid out above, portfolio management is a natural fit
within the strategic management umbrella. We propose
specific hypotheses to contribute to a new research
agenda on portfolio management. The hypotheses are
derived by comparing the literature on strategic manage-
ment with the analytic categories of portfolio manage-
ment as distilled in this article.

Hypothesis 1. Portfolio management is most
effective when integrated with other strategic
management activities.

Portfolio management will be most effective for add-
ing value to an organization when it is integrated with
other strategic management tools, particularly strategic
planning, budgeting, human resource management, and
performance evaluation. If we accept that portfolio man-
agement is strategic in nature, then it should follow that
portfolio management would help improve other strate-
gic management practices. Performance evaluation might
be particularly promising for further research. Program-
matic effectiveness in some contexts relies heavily on
effective portfolios of services or contracts. Determining
how to derive the most value from contracted goods and
services might improve the overall value of an organiza-
tion’s services.

The converse may also be true. Integrating portfolio
management with other strategic management tools may
produce better portfolios on average. For example, by
incorporating portfolio management with an organiza-
tion’s strategic planning efforts, the organization’s portfo-
lio is more likely to align with the overall strategy and
goals of the organization. This type of integration would
help to ensure that public value or the organization’s mis-
sion is kept at the forefront of decision-making about
organizational portfolios.emand

Hypothesis 2. Public sector portfolio manage-
ment improves decision-making concerning
large-scale capital projects by weighing risks
and public value, in addition to resources.

Governments around the world propose more large-
scale infrastructure and technology projects, even as
these projects appear prone to unanticipated costs and
the risk of underperformance (Flyvbjerg et al., 2003, p. 3).
The opening of the Denver, Colorado airport in 1995 and
the Hong Kong airport in 1998 are two classic cases.
Repairs and extensions to transit systems in New York,
Boston, and Washington, DC regions provide more recent
examples (Greiman, 2013). Scholars have found that cost
overruns and delays result from the complexity of mega-
projects, including the politics involved, the large number
of participants and associated transaction costs or
“friction,” and the failure to plan for risks and costs (Ansar
et al., 2014; Flyvbjerg et al., 2003, pp. 3-4, 70).

Portfolio management has the potential to improve
the management of mega-projects by clarifying the risk
of project groupings through analysis. It also has the
potential to force a conversation about the public value
that a project is expected to provide, which is different
than traditional cost-benefit calculation. If mega-projects
are often subject to cost overruns, it may be worth mak-
ing a project’s contribution to public value explicit. An air-
port may be built to accommodate a benchmark number
of air travelers that takes longer than expected to reach,
but the airport may also be expected to stimulate eco-
nomic growth in an economically stagnant region. If eco-
nomic growth and job creation are part of the public
value calculation, they should be considered when evalu-
ating success and the need for continued investment in a
project.

Portfolio management principles and tools (e.g., the
matrix in Figure 2) can be employed by smaller organiza-
tions and projects less than “mega.” Medium-size organi-
zations often struggle with making IT purchases that will
benefit all parts of the organization. However, there is
likely a lower size limit for organizations and projects
where portfolio management adds complexity where sim-
pler decision tools will suffice. It would be a peculiar fam-
ily that would employ portfolio management tools
explicitly for the purchase of household computer sys-
tems, though the principles of identifying groupings, risk,
and dependencies apply even at a small scale.

Additionally, portfolio management has the potential
to improve the management of large-scale capital pro-
jects by making explicit consideration of public value and
risks. This hypothesis could be tested through case stud-
ies and interviews, or through large-N survey research.
Case studies may be more promising if there are projects
that are similar along most relevant dimensions. Case
study research has the potential to uncover whether and
more importantly how portfolio management can
improve large-scale capital projects.
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Hypothesis 3. Explicitly pursuing stakeholder
engagement as part of portfolio management
will help to clarify the potential public value of
projects, thus enhancing a project’s impact.

Stakeholder engagement is an explicit part of portfo-
lio management in the public sector, and it is a potential
form of creating public value (Moore, 2013). Incorporating
new stakeholders can serve goals of collaboration, which
is an end in itself, beyond the efficiency concerns that
characterize an applied micro-economic style of reason-
ing (Berman, 2022, pp. 39-40). Many public programs aim
to enhance the democratic process in addition to other
goals (Brewer et al., 2006). Private sector portfolio man-
agement in contrast prioritizes financial outcomes and
efficiency. Private sector portfolio management and
benefit-cost analysis would not likely value stakeholder
engagement as an outcome to the same degree. Making
stakeholder engagement an explicit part the public value
in portfolio management project selection has the poten-
tial to lead to better long-term outcomes than alternative
considerations.

On one hand, discussions with stakeholders may help
clarify the risks associated with a particular project, build-
ing more understanding if the project is not ultimately
adopted. Or, on the other hand, stakeholders could help
public organizations understand when the value of pro-
ject is worth undertaking even when risks have been
deemed too high by the organization. Stakeholder
engagement could lead to changing or broadening the
acceptable zone of risk.

Hypothesis 4. Emphasizing risk as part of
portfolio management will encourage prudent
risk-taking if it is prefaced by a recommenda-
tion that public management seek innovation.

On the face of it, emphasizing the risk of failure in
public sector decision-making could lead decision-makers
to be cautious. Therefore, portfolio management should
be accompanied by a discussion of the need for innova-
tion in the public sector. The discussion could focus on
the need for innovation in a particular area, and on the
relationship of risk of failure, cost overruns, and delay to
the risk of not creating public value or achieving mission
goals.

Achieving public sector outcomes is difficult—reducing
child mortality or increasing educational performance, for
instance. Outputs are easier. In most cases, public man-
agers and science generally do not know the best way to
achieve desired results, and therefore taking risks is
necessary.

The discussion of the need for risk-taking and innova-
tion should include Moore's (2013) recommendation to
shift resources toward innovation when citizens are
unhappy with public services in an area, when an agency
confronts a new task, when agencies work in a dynamic

and changing area, or when technology advancement cre-
ates new challenges. After a survey of cases of public value,
Moore (2013, p. 234) concludes that most public sector
agencies underinvest in research and development (R&D).
A risk-taking element of portfolio investments in the ser-
vice of public value and outcome goals may be warranted.

Hypothesis 5. The administrative costs of
portfolio management processes and struc-
tures may be higher than the benefits pro-
vided depending on organizational context.

Portfolio management in its most fully developed
form requires people, expertise, processes, and time to
develop a more holistic view than what typically occurs in
individual project management or execution. Portfolio
management also leads to decision processes that take
time and attention. Portfolio management may not be
worth the costs for certain contexts. Organizations
responding to a crisis, like a global pandemic, may need
all their resources to face the current circumstance. They
simply do not have the capacity to plan or make longer-
term decisions. Or smaller organizations with less prod-
ucts or projects to manage may not need to add more
complexity to their decision-making. In these cases, the
administrative costs would likely greatly outweigh the
benefits of portfolio management. Just as undertaking a
new evaluation or strategic planning, portfolio manage-
ment is not a one-size fits all type of solution. Context
matters.

This is one area where past public management
research has been helpful for those working in in the
field. Researchers could add to our understanding of port-
folio management by determining where it is working
well and under what circumstances. Researchers could
also develop tools designed for portfolio management in
smaller organizations.

These hypotheses can advance a public administration-
oriented portfolio management research agenda into port-
folio management that could illuminate concepts of schol-
arly interest as well as assist practitioners. There are many
more discrete research questions that could also advance
scholarship. For example:

« Are certain types of portfolios more useful?

« What types of risk and public values should be consid-
ered in a matrix tradeoff?

« What conditions frame the groupings of projects?

+ How can capability-portfolio thinking inform public sec-
tor strategic management?

All of these questions flow from the increasing use of
portfolio management tools by practitioners, and the
growing understanding of strategic management as an
ongoing and multifaceted process rather than a single
stage or discrete tool (Bryson & George, 2020; McGuire &
Schneck, 2010).
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CONCLUSION

The purpose of this article is to propose portfolio man-
agement as a much-needed area of research within the
scholarly field of public administration and management.
As demonstrated above, there is little research into public
sector portfolio management, even as the practice is
becoming more popular in all levels of government and
has been used widely in the private sector. Public man-
agement scholars have the opportunity to learn how pub-
lic managers are using the practice and play a role in
improving it. There is also room for theory-driven investi-
gation into how managers can select groupings of pro-
jects to improve public value, including improvements in
stakeholder engagement in the democratic process.
While this article highlights opportunities for the use of
portfolio management, it may have downsides for some
organizations, including increased administrative costs, as
presented in Hypothesis 5, and the potential for mission
drift. The potential for mission drift is a hazard for all orga-
nizations that embrace a public value orientation as
opposed to a narrow mission focus.

Portfolio management appears to be a particularly
fruitful line of inquiry for public sector scholars that focus
on strategic management and planning. Portfolio man-
agement is at its core a strategic practice to improve the
outputs and outcomes of an organization’s various types
of portfolios. The general management literature on port-
folio management is closely aligned with strategic man-
agement and may be a good starting point for public
sector analysis. However, scholars will need to account for
differences in portfolio management between the public
and private sectors, particularly in defining risks or costs
and benefits. To borrow a calculation from this paper’s
Figure 2, the risk of not extending the study of strategic
management to portfolio management may be too high
a tradeoff for the field of public management.

REFERENCES

Aguinis, Herman, Sgren H. Jensen, and Sascha Kraus. 2021. “Policy Impli-
cations of Organizational Behavior and Human Resource Manage-
ment Research.” Academy of Management Perspectives 36: 857-78.
https://doi.org/10.5465/amp.2020.0093.

Alford, John and O’Flynn, Janine L. and O’Flynn, Janine L., Public Value:
A Stocktake of a Concept (April 1, 2008). Available at SSRN:
https://ssrn.com/abstract=1927671 or http://dx.doi.org/10.2139/
ssrn.1927671.

Ansell, Chris, and Alison Gash. 2008. “Collaborative governance in theory
and practice.” Journal of public administration research and theory
18(4): 543-71.

Ansar, Atif, Bent Flyvbjerg, Alexander Budzier, and Daniel Lunn. 2014.
“Should We Build More Large Dams? The Actual Costs of Hydro-
power Megaproject Development.” Energy Policy 69: 43-56.

Archer, Norm P., and Fereifoun Ghasaemzadeh. 1999. “An Integrated
Framework for Project Portfolio Selection.” International Journal of
Project Management 17(4): 207-16.

Association for Project Management (2022). What is Portfolio Manage-
ment? Website, last accessed April 9, 2023: https://www.apm.org.
uk/resources/what-is-project-management/what-is-portfolio-mana
gement/.

Barzelay, Michael. 2019. Public Management as a Design-Oriented Profes-
sional Discipline. Cheltenham and Camberley, UK: Edward Elgar
Publishing.

Battaglio, R. Paul, Jr.,, Paolo Belardinelli, Nicola Bellé, and Paola Cantarelli.
2019. “Behavioral Public Administration ad fontes: Research on
Bounded Rationality, Cognitive Biases, and Nudging in Public Orga-
nizations.” Public Administration Review 79(3): 304-20.

Berman, Elizabeth Popp. 2022. Thinking Like an Economist. Princeton, NJ:
Princeton University Press.

Bingham, Lisa B., Tina Nabatchi, and Rosemary O’Leary. 2005. “The New
Governance: Practices and Processes for Stakeholder and Citizen
Participation in the Work of the Government.” Public Administration
Review 65(5): 547-58.

Boyne, George A, and Richard M. Walker. 2010. “Strategic Management
and Public Service Performance: The Way Ahead.” Public Adminis-
tration Review 70: 5185-519.

Bozeman, Barry, and Juan Rogers. 2001. “Strategic Management of
Government-Sponsored R&D Projects.” Environment and Planning
C: Government and Policy 19: 416-42.

Brewer, Gene A, Bruce J. Neubauer, and Karin Geiselhart. 2006. “Design-
ing and Implementing e-Government Systems: Critical Implications
for Public Administration and Democracy.” Administration & Society
38(4): 472-99.

Bromiley, Phillip, Michael McShane, Anil Nair, and Elzotbek
Rustambekov. 2015. “Enterprise Risk Management: Review, Cri-
tique, and Research Directions.” Long Range Planning 48(4):
265-76.

Bruzelius, Nils, Bent Flyvbjerg, and Werner Rothengatter. 2002. “Big Deci-
sions, Big Risks. Improving Accountability in Mega Project.” Trans-
port Policy 9(2): 143-54.

Bryson, John, and Bert George. 2020. “Strategic Management in Public Admin-
istration.” Oxford Research Encyclopedia of Politics. https://doi.org/10.
1093/acrefore/9780190228637.001.0001/acrefore-9780190228637-
e-1396.

Bullock, Justin, Robert A. Greer, and Laurence J. O'Toole. 2018. “Manag-
ing Risks in Public Organizations: A Conceptual Foundation and
Research Agenda.” Perspective on Public Management and Gover-
nance 2(1): 75-87.

Caccioli, Fabio, Munik Shrestha, Cristopher Moore, and J. Doyne Farmer.
2014. “Stability Analysis of Financial Contagion Due to Overlapping
Portfolios.” Journal of Banking & Finance 46: 233-45.

Carroll, Deborah A., and Keely Jones Stater. 2009. “Revenue Diversifica-
tion in Nonprofit Organizations: Does it Lead to Financial Stability?”
Journal of Public Administration Research and Theory 19(4): 947-66.

Chien, Chen Fu. 2002. “A Portfolio-Evaluation Framework for Selecting
R&D Projects.” R&D Management 32: 359-68.

Chow, Brian G., Richard Silberglitt, and Scott Hiromoto. 2009. Toward
Affordable Systems: Portfolio Analysis and Management for Army Sci-
ence and Technology Programs. Santa Monica, CA: RAND Corpora-
tion. https://www.rand.org/pubs/monographs/MG761.html.

Chow, Brian G., Richard Silberglitt, Scott Hiromoto, Caroline Reilly, and
Christina Panis. 2011. Toward Affordable Systems II: Portfolio Man-
agement for Army Science and Technology Programs Under Uncer-
tainties. Santa Monica, CA: RAND Corporation. https://www.rand.
org/pubs/monographs/MG979.html.

Cooper, Robert G., Scott J. Edgett, and Elko J. Kleinschmidt. 2000. “New
Problems, New Solutions: Making Portfolio Management more
Effective.” Research-Technology Management 43(2): 18-33.

Davendralingam, Navindran, and Daniel Delaurentis. 2013. “Acquisition
Management for System of Systems: Affordability through Effective
Portfolio Management.” In Proceedings of the Tenth Annual Acquisi-
tion Research Symposium, 625-37. https://dair.nps.edu/bitstream/
123456789/1893/1/SYM-SE-13-071.pdf.

Defense Acquisition University. Forthcoming. “DAU Glossary.” Webpage.
Fort Belvoir, VA. https://www.dau.edu/glossary/Pages/Glossary.aspx.

Department of Homeland Security. 2017. Instruction Manual
262-12-001-01: DHS Lexicon Terms and Definitions. Washington, D.C.:
Department of Homeland Security.

35UB011 SUOLLILIOD SA1IE10 30! dde 3Ly Aq pouieNob 8.2 SO YO 98N J0'S3INI 10y ARicl1 BUIIUO AB]IAM UO (SUORIPUOD-PLE-SLLLIBLLICO"AB 1MW ARG pUIUO//SdNY) SUONIPUOD PUe S | 341395 *[£202/20/TE] Uo AIqITUIIUO AB1IM oo L BILIBIIA Ad EE9ET NG/ TTTT'0T/I0p/W0o" a1y AReic) 1Bl |uo//SANY WoJy papeojumoq ‘f ‘€20z ‘0TZ907ST


https://doi.org/10.5465/amp.2020.0093
https://ssrn.com/abstract=1927671
http://dx.doi.org/10.2139/ssrn.1927671
http://dx.doi.org/10.2139/ssrn.1927671
https://www.apm.org.uk/resources/what-is-project-management/what-is-portfolio-management/
https://www.apm.org.uk/resources/what-is-project-management/what-is-portfolio-management/
https://www.apm.org.uk/resources/what-is-project-management/what-is-portfolio-management/
https://doi.org/10.1093/acrefore/9780190228637.001.0001/acrefore-9780190228637-e-1396
https://doi.org/10.1093/acrefore/9780190228637.001.0001/acrefore-9780190228637-e-1396
https://doi.org/10.1093/acrefore/9780190228637.001.0001/acrefore-9780190228637-e-1396
https://www.rand.org/pubs/monographs/MG761.html
https://www.rand.org/pubs/monographs/MG979.html
https://www.rand.org/pubs/monographs/MG979.html
https://dair.nps.edu/bitstream/123456789/1893/1/SYM-SE-13-071.pdf
https://dair.nps.edu/bitstream/123456789/1893/1/SYM-SE-13-071.pdf
https://www.dau.edu/glossary/Pages/Glossary.aspx

PORTFOLIO MANAGEMENT IN PUBLIC ADMINISTRATION

Durant, Robert F. 2007. The Greening of the U.S. Military: Environmental
Policy, National Security, and Organizational Change. Washington,
D.C.: Georgetown University Press.

Eggers, Jamie P. 2012. “All Experience Is Not Created Equal: Learning,
Adapting, and Focusing in Product Portfolio Management.” Strate-
gic Management Journal 33(3): 315-35.

Ellonen, Hanna-Kaisa, Patrik Wikstrom, and Ari Jantunen. 2009. “Linking
Dynamic-Capability Portfolios and Innovation Outcomes.” Techno-
vation 29(11): 753-62.

Englehart, Judith K. 2001. “The Marriage between Theory and Practice.”
Public Administration Review 61(3): x371-4.

Flyvbjerg, Bent, Nils Bruzelius, and Werner Rothengatter. 2003. Megaproj-
ects and Risk: An Anatomy of Ambition. Cambridge: Cambridge Uni-
versity Press.

GAO. 2007. “An Integrated Portfolio Management Approach to Weapon
Systems Investment Could Improve DoD’s Acquisition Outcomes”
GAO-07-388. U.S. Government Accounting Office, Report to the
Committee on Armed Services, U.S. Senate.

GAO, Coast Guard Acquisitions. 2018. “Actions Needed to Address Long-
standing Portfolio Management Challenges.” GAO-18-454. https://
www.gao.gov/products/gao-18-454.

Gerstein, Daniel M. 2019. The Story of Technology: How We Got Here and
What the Future Holds. Lanham, MD: Rowman & Littlefield.

Greiman, Virginia A. 2013. Megaproject Management: Lessons on Risk and Pro-
ject Management from the Big Dig. Hoboken, NJ: John Wiley & Sons.

Haapanen, Lauri, Mari Juntunen, and Jouni Juntunen. 2016. “Firms’ capabil-
ity portfolios throughout international expansion: a latent class
approach.” Journal of Business Research 69(12): 5578-86.

Hansen, Lars K., and Pernille Kraemmergaard. 2013. “Transforming
Local Government by Portfolio Management: Identifying and
Overcoming Control Problems.” Proceedings of the Transforming
Government Workshop 2012: 50-75. https://doi.org/10.1108/
17506161311308160.

Hansen, Jesper Asring, and Lars Tummers. 2020. “A Systematic Review of
Field Experiments in Public Administration.” Public Administration
Review 80(6): 921-31.

Hiromoto, Scott. 2013. Fundamental Capability Portfolio Management:
A Study of Developing Systems with Implications for Army Research
and Development Strategy. RGSD-309. Santa Monica, CA: RAND
Corporation. https://www.rand.org/pubs/rgs_dissertations/RGSD
309.html.

Hung, Chia Ko, and Mark A. Hager. 2019. “The Impact of Revenue Diversi-
fication on Nonprofit Financial Health: A Meta-Analysis.” Nonprofit
and Voluntary Sector Quarterly 48(1): 5-27.

Infrastructure and Projects Authority. 2021. “Assurance Workbook, Port-
folios and Portfolio Management London, United Kingdom.”
https://assets.publishing.service.gov.uk/government/uploads/syste
m/uploads/attachment_data/file/1002366/2021-07-15-version-1-As
surance-workbook-portfolios-and-portfolio-management__1_.pdf.

James, Oliver, Sebastian R. Jilke, and Gregg G. Van Ryzin, eds. 2017.
Experiments in Public Management Research: Challenges and Contri-
butions. Cambridge: Cambridge University Press.

Jegers, Marc. 1997. “Portfolio Theory and Nonprofit Financial Stability: A
Comment and Extsion.” Nonprofit and Voluntary Sector Quarterly
26(1): 65-72.

JPI. Forthcoming. “Business Consulting.” Blacksburg, VA. https://www.
jpidev.com/program-management.

Jeffrey, Mark. & Leliveld, Ingmar. (2004). Best practices in IT portfolio. MIT
Sloan Management Review. 45: 41-9.

Jorgensen, Torben Beck, and Barry Bozeman. 2007. “Public values: An
inventory.” Administration & society 39(3): 354-81.

Kappelman, Leon A., Robert McKeeman, and Lixuan Zhang. 2006. “Early
Warning Signs of IT Project Failure: The Dominant Dozen.” Informa-
tion Systems Management 23(4): 31-6.

Kaufman, Herbert. 1960. The Forest Ranger: A Study in Administrative
Behavior. Washington, DC: Resources for the Future.

Koppel, Jonathan G. S. 1999. “The Challenge of Administration by Regu-
lation: Preliminary Findings Regarding the US Government's

Venture Capital Funds.” Journal of Public Administration Research
and Theory 9(4): 641-66.

Laurrett, Rozelia, and Jodo J. Ferriera. 2018. “Strategy in Nonprofit Orga-
nisations: A Systematic Literature Review and Agenda for Future
Research.” Voluntas: International Journal of Voluntary and Nonprofit
Organizations 29(5): 881-97.

Leliveld, Ingmar, and Mark Jeffrey. 2004. “Best Practices in IT Portfolio
Management.” MIT Sloan Management Review 45(3): 41-9.

Maizlish, Bryan, and Robert Handler. 2005. IT Portfolio Management Step-
By-Step. Hoboken, NJ: John Wiley & Sons, Inc.

Mayer, Walter J., Hui-chen Wang, Jared F. Egginton, and Hannah S. Flint.
2014. “The Impact of Revenue Diversification on Expected Revenue
and Volatility for Nonprofit Organizations.” Nonprofit and Voluntary
Sector Quarterly 43(2): 374-92.

McCurdy, Howard E., and Robert E. Cleary. 1984. “Why Can't We Resolve
the Research Issue in Public Administration?”” Public Administration
Review 44(1): 49-55.

McGuire, Michael, and Debra Schneck. 2010. “What if Hurricane Katrina
Hit in 2020? The Need for Strategic Management of Disasters.” Pub-
lic Administration Review 70(s1): s201-7.

Melchior, Mary Beth, and Alan Melchior. 2001. “A Case for Particularism
in Public Administration.” Administration & Society 33(3): 251-75.

Meynhardt, Timo. 2021. “Public Value Is Knowable, Public Value Creation
Is Not.” Administration & Society 53(10): 1631-42.

Mikkola, Juliana H. 2001. “Portfolio Management of R&D Projects: Impli-
cations for Innovation Management.” Technovation 21(7): 423-35.

MITRE. 2021. “Portfolio management.” https://www.mitre.org/publications/
systems-engineering-guide/enterprise-engineering/enterprise-
planning-and-management/portfolio-management.

Moore, Mark. 1995. Creating Public Value. Boston, MA: Harvard University
Press.

Moore, Mark H. 2013. Recognizing Public Value. Cambridge, MA: Harvard
University Press.

Moynihan, Richard A. Robert C. Reining, Patricia P. Salamone, and
Brian K. Schmidt. 2009. “Enterprise Scale Portfolio Analysis at the
National Oceanic and Atmospheric Administration (NOAA).” Sys-
tems Engineering 12(2): 155-68.

Muller, Jerry Z. 2018. The Tyranny of Metrics. Princeton, NJ: Princeton Uni-
versity Press.

National Academies. 2005. Strategic Guidance for the National Science
Foundation’s Support of the Atmospheric Sciences: An Interim Report.
Washington, DC: National Academies Press.

Ni, Chaoqun, Cassidy R. Sugimoto, and Alice Robbin. 2017. “Examining
the Evolution of the Field of Public Administration through a Biblio-
metric Analysis of Public Administration Review.” Public Administra-
tion Review 77(4): 496-509.

Ostrom, Elinor. 1996. “Crossing the Great Divide: Coproduction, Synergy,
and Development.” World Development 24(6): 1073-87.

Page, Scott E. 2008. “Uncertainty, Difficulty, and Complexity.” Journal of
Theoretical Politics 20(2): 115-49.

Poister, Theodore H. 2010. “The Future of Strategic Planning in the Pub-
lic Sector: Linking Strategic Planning and Performance.” Public
Administration Review 70: S246-54.

Poister, Theodore H., Lauren Hamilton Edwards, Obed Q. Pasha, and
Jason Edwards. 2013. “Strategy Formulation and Performance: Evi-
dence from Local Public Transit Agencies.” Public Performance &
Management Review 36(4): 585-615.

Poister, Theodore H., David W. Pitts, and Lauren Hamilton Edwards. 2010.
“Strategic Management Research in the Public Sector: A Review,
Synthesis, and Future Directions.” American Review of Public Admin-
istration 40(5): 522-45.

Prebble, Mark. 2021. “Public Value Is Unknowable; Public Authority
Makes every Government Decision a Wicked Problem.” Administra-
tion & Society 53(10): 1582-602.

Roberts, Patrick S., and Jon Schmid. 2022. “Government-Led Innovation
Acceleration: Case Studies of US Federal Government Innovation
and Technology Acceleration Organizations.” Review of Policy
Research. 39: 353-78. https://doi.org/10.1111/ropr.12474.

35UB011 SUOLLILIOD SA1IE10 30! dde 3Ly Aq pouieNob 8.2 SO YO 98N J0'S3INI 10y ARicl1 BUIIUO AB]IAM UO (SUORIPUOD-PLE-SLLLIBLLICO"AB 1MW ARG pUIUO//SdNY) SUONIPUOD PUe S | 341395 *[£202/20/TE] Uo AIqITUIIUO AB1IM oo L BILIBIIA Ad EE9ET NG/ TTTT'0T/I0p/W0o" a1y AReic) 1Bl |uo//SANY WoJy papeojumoq ‘f ‘€20z ‘0TZ907ST


https://www.gao.gov/products/gao-18-454
https://www.gao.gov/products/gao-18-454
https://doi.org/10.1108/17506161311308160
https://doi.org/10.1108/17506161311308160
https://www.rand.org/pubs/rgs_dissertations/RGSD309.html
https://www.rand.org/pubs/rgs_dissertations/RGSD309.html
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/1002366/2021-07-15-version-1-Assurance-workbook-portfolios-and-portfolio-management__1_.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/1002366/2021-07-15-version-1-Assurance-workbook-portfolios-and-portfolio-management__1_.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/1002366/2021-07-15-version-1-Assurance-workbook-portfolios-and-portfolio-management__1_.pdf
https://www.jpidev.com/program-management
https://www.jpidev.com/program-management
https://www.mitre.org/publications/systems-engineering-guide/enterprise-engineering/enterprise-planning-and-management/portfolio-management
https://www.mitre.org/publications/systems-engineering-guide/enterprise-engineering/enterprise-planning-and-management/portfolio-management
https://www.mitre.org/publications/systems-engineering-guide/enterprise-engineering/enterprise-planning-and-management/portfolio-management
https://doi.org/10.1111/ropr.12474

PUBLIC ADMINISTRATION REVIEW

959

REVIEW

Sandia National Laboratories. 2020. Capability Portfolio Analysis Tool.
Albuquerque, NM: Sandia National Laboratories.

Sanwal, Anand. 2007. Optimizing Corporate Portfolio Management: Align-
ing Investment Proposals with Organizational Strategy. Hoboken, NJ:
John Wiley & Sons, Inc.

Stummer, Christian, and Kurt Heidenberger. 2003. “Interactive R&D port-
folio analysis with project interdependencies and time profiles of
multiple objectives.” IEEE Transactions on Engineering Management
50(2): 175-83.

U.S. Air Force. 2008. Air Force Information Technology Portfolio Manage-
ment and IT Investment Review. Instruction 33-141. Washington,
D.C.: Air Force.

U.S. Coast Guard. Forthcoming. “Project Spotlights: Enterprise Project
Management Solution (EPMS).” https://www.dcms.uscg.mil/cg9/
rdt-e/spotlight/EPMS/I/.

U.S. Department of Defense. 2008. Capability Portfolio Management.
Directive 7045.20 USD(P). Washington, D.C.: Department of Defense.

Van Wart, Montgomery. 2003. “Public-Sector Leadership Theory: An
Assessment.” Public Administration Review 63(2): 214-28.

Vangen, Siv. 2017. “Developing Practice-Oriented Theory on Collabora-
tion: A Paradox Lens.” Public Administration Review 77(2): 263-72.

Vinzant, Janet C,, and Douglas H. Vinzant. 1996. “Strategic Management
and Total Quality Management: Challenges and Choices.” Public
Administration Quarterly 20: 201-19.

Wallace, Matthew L., and Ismael Rafols. 2015. “Research Portfolio Analy-
sis in Science Policy: Moving from Financial Returns to Societal Ben-
efits.” Minerva 53(2): 89-115.

Wright, Bradley E. 2011. “Public Administration as an Interdisciplinary Field:
Assessing Its Relationship with the Fields of Law, Management, and
Political Science.” Public Administration Review 71(1): 96-101.

Wright, Bradley E., and Adam M. Grant. 2010. “Unanswered Questions About
Public Service Motivation: Designing Research to Address Key Issues of
Emergence and Effects.” Public Administration Review 70(5): 691-700.

Xavier, John Antony. 1997. “Portfolio Budgeting in the Australian
Portfolios-Principles and Practice.” Public Budgeting & Finance 17(4):
88-103.

Zacka, Bernardo. 2017. When the State Meets the Street. Cambridge, MA:
Harvard University Press.

AUTHOR BIOGRAPHIES

Patrick S. Roberts is a Professor in the Center for Pub-
lic Administration and Policy in the School of Public
and International Affairs at Virginia Tech. He is the
author of Disasters and the American State: How Politi-
cians, Bureaucrats, and the Public Prepare for the Unex-
pected. His research focuses on public management,
policy, and disaster and security governance.
robertsp@vt.edu

Lauren Hamilton Edwards is an Associate Professor
at the University of Maryland, Baltimore County in the
School of Public Policy where she serves as the Gradu-
ate Program Director. Her research focuses on prac-
tices and tools that improve government and
nonprofits work, including strategizing and strategic
management, diversity and inclusion, and better inclu-
sion of citizens/program participants in these
endeavors.

ledwards@umbc.edu

How to cite this article: Roberts, Patrick, and
Lauren Hamilton Edwards. 2023. “Portfolio
Management: A New Direction in Public Sector
Strategic Management Research and Practice.”
Public Administration Review 83(4): 947-959. https://
doi.org/10.1111/puar.13633

35UB011 SUOLLILIOD SA1IE10 30! dde 3Ly Aq pouieNob 8.2 SO YO 98N J0'S3INI 10y ARicl1 BUIIUO AB]IAM UO (SUORIPUOD-PLE-SLLLIBLLICO"AB 1MW ARG pUIUO//SdNY) SUONIPUOD PUe S | 341395 *[£202/20/TE] Uo AIqITUIIUO AB1IM oo L BILIBIIA Ad EE9ET NG/ TTTT'0T/I0p/W0o" a1y AReic) 1Bl |uo//SANY WoJy papeojumoq ‘f ‘€20z ‘0TZ907ST


https://www.dcms.uscg.mil/cg9/rdt-e/spotlight/EPMS/l/
https://www.dcms.uscg.mil/cg9/rdt-e/spotlight/EPMS/l/
mailto:robertsp@vt.edu
mailto:ledwards@umbc.edu
https://doi.org/10.1111/puar.13633
https://doi.org/10.1111/puar.13633

	Portfolio management: A new direction in public sector strategic management research and practice
	INTRODUCTION
	Research Approach

	PORTFOLIOS IN PUBLIC SECTOR MANAGEMENT
	Types of Portfolio Management in the Public Sector
	Often Used in Practice, Rarely Discussed in Research


	SITUATING PORTFOLIO MANAGEMENT IN PUBLIC MANAGEMENT RESEARCH
	Mirroring Strategic Management
	The Strategic Nature of Portfolio Management

	Tradeoffs of Public Value and Risk
	Developing Theories of Public Value and Risk


	HYPOTHESES TO ADVANCE A RESEARCH AGENDA
	CONCLUSION
	REFERENCES


