
~~ ---Se.cond - Edi-tion 

-...~ . 
~ Jor o 10 
' 

Management , 
I 
I 

1 for New Products : 



:-

,f 

.-

d 

'· 

·r 
tt 
lt 

...... ___ ·----------·----------.., 
Chapter I 
Portfolio Management For New Products, 2nd 
Edition 
© 200 I Reprinted with Permission of 
Bnsic Books 
Vin Copyright Clearance Center CHAPTER 1 

The Quest for the Right 
Portfolio Management Process 

New products are vital to the success and future prosperity of the modem corpo
ration. Witness the stunning successes that have been achieved in just the last 
decade in everything from wireless Internet and genetic engineering through to 
Pfizer's Viagra and Heinz's green ketchup. While some executives still look to 
cost cutting as the way to improve bottom lines, these periodic downsizing exer
cises have proven ineffective in the long run. Senior executives are finally sober
ing up to the reality that no corporation ever shrank itself to greatness. 

As we begin this new millennium, the growth game is still on-faster and 
more competitive than ever. Front and center is the desire for new products-suc
cessful, significant, winning new products. Driven by rapidly advancing tech
nologies, globalization of markets, and increasing competition at home and 
abroad, effective new product development is emerging as the major corporate 
strategic initiative of the decades ahead. Corporations that succeed at new prod
uct development will be the future Pfizers, HPs, 3Ms, and Microsofts; those that 
fail to develop excellent new products will invariably disappear or be gobbled up 
by the winners. 

A vital question in this new product battleground is, How should corporations 
most effectively invest their R&D and new product resources? That is what port
folio management is all about: resource allocation to achieve corporate new 
product objectives. Much like stock market portfolio managers, senior executives 
who optimize their R&D investments-defme the right new product strategy for 
the firm, select the winning new product projects, and achieve the ideal balance 
of projects-will win in the long run. This book is about how winners manage 
their R&D and new product portfolios, and about the lessons your company can 
put into practice in order to achieve higher returns from R&D investment. 

Example: Before moving ahead, consider the plight of this major company 
heading for trouble: 
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Portfolio Management for New Products 

The U.~. division of a multinational pharmaceutical company was almost 
blindsided by problems with its n'ew product portfolio. True, the company had 
launched some huge winners over the years, but blockbuster products like these 
were becoming harder to come by. And senior management was increasingly im
patient with R&D's inability to get next-generation products to market. Some ex
ecutives were even questioning the wisdom of continuing high spending on R&D. 
A new product task force was put together to assess the problem. Here's what 
they discovered: 

Although there were a few solid projects in the development pipeline, there 
were far too many substandard ones as well-projects that were pet projects of 
executives, or poor projects that should have been killed some time ago. Clearly, 
the reviews were not doing the job ol weeding out poor projects. 

There were a great many projects underway that seemed to be all over the 
place-in too many disease areas and market segments. Strategically, it was a 
scattergun effort. The company did not even sell to some of these markets, and 
others were way off strategy. There was simply no rhyme or reason to the list of 
projects-there was no focus at all. 

Some market segments (disease areas) seemed to be consuming inordinate 
proportions of R&D and new product launch r~sources in relation to their poten
tial value to the company. Although many of these projects were good ones, the 
company was spending large amounts of money in some areas and leaving 
other areas that were good strategic fits desperately short of resources. 

Many projects were taking far too long. Some had been in the pipeline for 
years longer than they should have been. Even the smaller projects seemed to 
take forever. When queried, the standard answer was that new drug projects do 
take years, and that project teams were working as hard as they could. A closer 
inspection revealed that project teams were stretched across too many projects. 
The result was pipeline gridlock: too many projects in the pipe. 

There were too many small projects in the pipeline. An accounting of re: 
source allocation showed that more than 75 percent of R&D resources were 
going to improvements, tweaks, extensions, fixes, and modifications-low-risk, 
low-payoff projects. There was a real shortage of significant high-reward and 
longer-term projects-the kind that had built the company. 
In summary, while there were some promising projects, the portfolio as a whole 
was in bad shape! It was unfocused, contained too many projects, and resources 
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The Quest for the Right Portfolio Management Process 

were spread too thinly. There were too many projects of marginal value in the 
portfolio; thus, it was poorly balanced. Finally, the portfolio did not support the 
business strategy very well. 

What Is Portfolio Management? 

3 

Portfolio management and the prioritization of new product projects has become 
a critical management task in the past decade.' Portfolio management and project 
prioritization are about resource allocation in the finn. That is, which new prod
uct projects from the many opportunities the corporation faces will it fund? And 
which ones will receive top priority and be accelerated to market? It is also about 
business strategy, for today's new product projects decide tomorrow's 
product/market profile of the finn. An estimated 50 percent of a ftnn's sales 
today come from new products introduced to the market within the previous five 
years.2 Finally, portfolio management is about balance: about the optimal invest
ment mix between risk versus return, maintenance versus growth, and short-term 
versus long-term new product projects. 

Before charging into the topic of what techniques work best, let us stand back 
and reflect on what portfolio management is. We formally define portfolio man
agement as follows: 

Portfolio management for new products is a dynamic decision process 
wherein the list of active new products and R&D projects is constantly revised. In 
this process, new projects are evaluated, selected, and prioritized. Existing proj
ects may be accelerated, killed, or deprioritized and resources are allocated (!nd 
reallocated to the active projects. Tbe portfolio decision process is characterized · 
by uncertain and changing information, dynamk opportunities, multiple goals 
and strategic considerations, interdependence among projects, and multiple deci
sion makers and locations. 

The portfolio decision process encompasses or overlaps a number of deci
sion-making processes within the business, including periodic reviews of the 
total portfolio of all projects (looking at the entire set of projects and compar
ing all projects against each other); making ongoing Go/IGII decisions on indi
vidual projects; and developing new product strategies for the business, com
plete with strategic resource allocation decisions across business units and 
strategic arenas. 

The point is that portfolio management is a pervasive and all-encompassing 
topic. It is more than project selection, although that is part of it; it is certainly 
much more than annual budgeting or resource allocation across projects; it goes 
beyond simply developing a prioritized list of projects; it is more than strate
gizing and trying to arrive at the best set of projects to meet strategic needs, al
though strategy and strategic imperatives are certainly key components. Fi
nally, it is more than corporate resource allocation-allocating R&D resources 
across various business units-although this corporate planning exercise 
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should involve or interface with portfolio management. Portfolio management 
includes all these. 

Done properly, portfolio management is multifaceted and complex. But one 
cannot duck the issue-refuse to deal with portfolio management-just because 
it's complex and challenging, since portfolio management is vital to new product 
success. 

One problem is that everyone sees portfolio management a litlle differently: 
The strategist sees it as allocating resources across businesses, or perhaps devel
oping a strategically correct portfolio to support the corporation's vision and mis
sion. The financial person looks to portfolio management to allocate scarce fi
nancial resources efficiently and optimally to achieve maximum shareholder 
value. The technical community looks to portfolio management to pick the right 
projects and foster the right kind of innovation. Meanwhile, the marketing person 
hopes that portfolio management yields better priorities and faster times to mar
ket. And the CEO prays that portfolio management will deliver big winners with 
positive financial impacts-and soon! 

What Happens When You Lack 
Effective Portfolio Management 

Companies without effective new product portfolio management and project se
lection face a slippery road downhill (see Exhibit 1. 1 ). Indeed, many of the prob
lems that beset product development initiatives in b~sinesses can be directly 
traced to ineffective portfolio management. The pharmaceutical company de
scribed earlier in this chapter provides an example of only some of the problems 
that arise when portfolio management is lacking. Here are some of the agonies 
firms endure when they do not have prop~r portfolio management. 

First, weak portfolio management translates into a strong reluctance to kill 
new product projects. Go/Kill criteria are ineffective or nonexistent and there 
is no consistent mechanism for evaluating and, if necessary, culling weak proj
ects. Projects seem to take on lives of their own, running like express trains 
past review points. Further. new projects simply get added to the "active" list 
with little appreciation for their resource requirements or impact on other proj
ects. The result is a total Jack of focus: far too many projects for the available 
resources. 

The problems don't stop here. A lack of focus and too many active projects 
mean that resources and people are too thinly spread. As a result. projects end up 
in a queue, there are serious logjams in the process, and cycle time starts to in
crease. Suddenly there are complaints about projects taking too long to get to 
market. But worse, with resources and people thinly spread, everyone starts to 
scramble- too many balls in the air. The result is predictable: Quality of execu
tion starts to suffer. For example, the essential up-front homework is not done, 
and needed market studies designed to build in the voice of the customer are left 
out due to lack of time and people. Poor-quality execution of these and other 
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The Quest for the Right Portfolio Management P1·ocess 

No portfolio management 
means . .•• 

Weak decisbn poi'lts 
Poor Goll<il decisions 

No rigO'Ous selection crcerla 
Projects selected on emotion, 

ponies 

No stralegc criteria for 
project selection 

Immediate Result 

Too many low value pn:>jeds: 
-Tweaks & modifocalions 

Good projects are slarved 

Wrong projeds are selected 

Projects lack strategic direction 
Projects not strategcatly aligned 

End Result: Poor New 
ProductPerlormance 

Too tr:w stellar ptoduct wimers 
Many ho hum launches 

Many faikJres 

Seanor gun effort 
Does not support strategy 

EXHIBIT 1.1 What Happens When You Have No Portfolio Management Method 
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steps in the new product process means an increase in faHure rates.3 So, not only 
are projects late to market, but their success rates drop! 

There's even more. Lacking effective portfolio management, there are no 
rigorous and tough decision points, which in tum leads to poor project selec
tion decisions. One common result is too many mediocre projects in the 
pipeline: too many extensions, minor modifications, and defensive products, 
which yield marginal value to the company. So, many launches yield disap
pointing and "ho-hum" results. There is a noticeable lack of stellar new product 
winners. Even more insidious, the few really good projects are starved for re
sources, so that they're either late to market or never achieve their full poten
tial. And that creates a huge opportunity cost, which never appears on the 
profit-and-loss statement. 

The problems don't end there. Without a rigorous portfolio method, the wrong 
projects often get selected and for all the wrong reasons. Instead of decisions 
based on facts and objective criteria, decisions are based on politics, opinioneer
ing, and emotion. Too many of these ill-selected projects simply fail! 

The final negative result is strategic: Without a portfolio management method, 
strategic criteria for project selection are missing, so there is no strategic direc
tion to the projects selected. After all, new products are the leading edge of busi
ness strategy. They define tomorrow's vision of your company! But without a 
portfolio method, projects are not aligned with the strategy, and many strategi
cally unimportant projects find themselves in the pipeline. The end result is a 
scattergun effort that does not support the business's strategic direction. 
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The price for not having an effective portfolio management and project selec
tion method for new products is very high. If your business faces any of these 
problems-few stellar new products, long cycle times, high failure rates, or poor 
strategic alignment-perhaps they can -be traced back to the root cause of inef
fective portfolio management. So read on and find out what others are doing 
about the challenge and, most important, what your company can do! 

A Roadmap of the Book 

l. The balance of this chapter highlights the importance of portfolio managemenL It 
helps shed light on why so many finns face difficulties in their attempts to allocate 
R&D resources and what t.he major challenges and problems in managing develop-
ment portfolios are. · 

2. Much has been written over the years on the topic of portfolio management, so 
Chapter 2 provides some useful background: It probes the literature, identifies the 
main generic types of portfolio management tools proposed in the literature, and 
defines the requirements for an ideal portfolio management approach. The chapter 
ends with a look at the three goals in portfolio management. 

3. In chapters 3-5 we provide a close look at the met.hods t.hat leading corporations em
ploy to manage their new product project portfolios and allocate t.heir R&D resources: 

• approaches used to maximize the value of a portfolio (Chapter 3) 
• approaches used to achieve a balanced portfolio (Chapter 4) 
• approaches used to develop a strong link to strategy (Chapter 5) 
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The Quest for the Right Portfolio Management Process 7 

Chapter 6lowers the microscope on portfolio performance: We reveal the perform
ance results achieved by each portfolio management method and how users rate the 
various methods. 
In Chapter 7, observations are made on what appears to work in portfolio manage
ment and what doesn't and on the pitfalls, hurdles, and concerns managers are ad
dressing. We also identify some of the major problems and challenges that firms 
have encountered as they attempt to implement portfolio management. 
The methods are only as good as the data they rely upon. So integrity of the data for 
all portfolio methods is a major issue and is the focus of Chapter 8. Here we pro-
pose methods for improving estimates for such things as market and revenue fore
casts, pricing, costing, and probabilities of success. 

7. Next we recommend ways in which portfolio management can be made more ef
fective in your organization, and we propose some techniques and methods to 
make this happen (Chapters 9 and 10). Our recommended Portfolio Management 
Process, along with a number of alternatives to consider, is outlined in these two 
chapters. 

8. The final chapter deals with the thorny issue of implementation-moving forward 
toward designing and installing an effective Portfolio Management Process. 

Throughout the book, we use examples drawn both from our extensive re
search studies and from companies with which we have worked. These we hope 
yield additional insights and help clarify this challenging topic. In addition, we 
provide "Points for Management to Ponder" in the hope that you will put the 
book down for a moment and think about how the material you have read applies 
to your own business. 

Portfolio Management Is Vital 

Portfolio management is fundamental to successful new product development. 
Portfolio management is about resource allocation-how your business spends 
its capital and human resources, and which development projects it invests in. 
Portfolio management is also about project selection--ensuring that you have a 
steady stream of big new product winners! And portfolio management is about 
strategy: It is one method by which you operationalize your business strategy.' 

Recent years have witnessed a heightened interest in portfolio management, 
not only in the technical community, but in the CEO's office as well. Portfolio 
management is a critical senior management challenge, according to our best 
practices survey of Industrial Research Institute (IRI) members. Exhibit 1.2 
shows how various functional areas rate the importance of portfolio manage
ment.• Note how important the topic is rated by senior executives as well as 
senior technology people. In addition, higher-perfonning businesses tend to 
rate the importance of portfolio management much higher than lower-perform
ing ones. 

Portfolio management is important to your business for three main reasons: 
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I Top Performers (top 20%1 14.6 

4.1 All Ouslntutt 

Functional Area 
Technology 
Management 

~":~:!'4:-. p=p1ifoi'm.,.~2Qifl3·7 

Senior Management 
::;;.«-',<l!lU:;;~.lJt-~1£~». 'l!f • 13.2 

Corporate Executives 
~>_<). :;,..,-.. ~';!!: ;.~ Jl 

3 
Marlteting/Sales 

Management 
> i\'~{~>;•r,:,1·~(iffilv 

Operations/Production 
Management 

2 

2 

Somewhat 
Important 

2.5 

p.t 

3 

Quite 
Important 

3.5 

p.s 

f4.2 

3.7 

14.1 

4 

Very 
Important 

EXHIBIT 1.2 Importance of Portfolio Management by Functional Area 

5 

Critically 
Important 

Exhibit shows how important various functions rated portfolio management to be. Note 
the significant differences between top and poor performers: Top-performing firms rate 
portfolio management to be much more important. 

SouRCE: R.G. Cooper, S.J., Edgett, and EJ. Kleinschmidt, "Best Practices for Managing 
R&D Portfolios," Research-1ecl111ology Management 41, 4 ( 1998): p. 24. 

rate the importance of portfolio management much higher than lower-perform
ing ones. 

Portfolio management is important to your business for three main reasons: 

I. A successful new product effort is fundamenralto business success. This logically 
translates into portfolio management: the ability to select today's projects that will 
become tomorrow's new product winners. 

2. New product development is the manifestation of your business strategy. One of 
the most important ways you operationalize strategy is through the new products 
you develop. If your new product initiatives are wrong-the wrong projects, or the 
wrong balance-then you fail at implementing your business strategy. 

3. Portfolio management is about resource allocation. In a business world preoccu
pied with value to the shareholder and doing more with less, technology and mar
keting resources are simply too scarce to allocate to the wrong projects. The conse
quences of poor portfolio management are evident: You squander scarce resources 
on the wrong projects, and as a result , starve the truly deserving ones. 

Specific reasons for the importance of portfolio management, derived from 
the best practices study, are' 
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The Quest for the Right Portfolio Management Process 9 

• to yield the right balance of projects and investments 
• to communicate project priorities both vertically and horizontally within the 

organization 
• to provide greater objectivity in project selection. 

Every company we interviewed in depth believed the portfolio management, 
project selection, and resource allocation problem to be critical to new product 
success. Virtually all companies had experienced considerable problems with 
project selection and resource allocation. Further, the desire to see the business 
strategy reflected in portfolios of R&D investments is another driver of improved 
portfolio management techniques. As a result, many of the fmns we studied are 
devoting considerable amounts of effort to solving the portfolio problem. 

Much Room for Improvement 

How well is project selection, program prioritization, and portfolio management 
working in industry? This is both a fundamental and a vital question, and a ques
tion we posed in our large sample study of IRI firms. Portfolio performance is a 
multi-faceted concept, so six metrics were constructed to capture how well a 
business portfolio is performing. These metrics include: decision effectiveness 
and efficiency, having the right balance of projects, high value projects, and a 
strategically aligned portfolio (see Exhibit 1.3 for a complete listing). All are 
metrics that emerged as goals in Phase I of our study. 

Portfolio management appears to be working in a moderately satisfactory 
fashion on average in our sample of businesses. Mean scores across the six per
formance metrics are typically midrange-not stellar, but not disastrous either
although there are some differences across metrics. (See Exhibit 1.3: The bars 
show mean performance values across all firms.) The results indicate that: 

• Businesses on average obtain fairly good alignment between their portfolio of proj
ects and the business strategy. 

• Portfolios contain moderately high-value projects on average. 
• Spending breakdowns (across projects) reflect business strategy fairly well, on average. 
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Projects are aligned with 
business·s objectives 

Portfolio contains very high 
value projects 

Spending reflects the 
business's strategy 

Portfolio has good balance 
of projects 

Portfolio has right number b!;~::;'i~~~!Y.i'a 
of projects 

2 

Poor 

3 

EXHIBIT 1.3 Portfolio Perfonnance Results on Six Key Metrics 

Perfonnance metrics are rank-ordered according to mean scores. 

·--....___ 

4 5 

Execllcnt 

But portfolio performance is markedly lower, on average, in terms of lhc right 

number of projects and project balance, namely 

• Project gridlock exists in the portfolio pipeline, on average, with projects 110t being 
done on time l 

• Businesses tend to lack a balanced portfolio of projects (balance in short-teml ver
sus long-term, high-risk versus low-risk, and so on). 

• Businesses have too many projects undenvay, given the resources available (which 
might explain the gridlock and timeliness problem above). Performance on this 
metric is the weakest of the six. 

The conclusion is that, on average, finns are perfonning satisfactorily on 
some portfolio metrics and not so well on others. Of course, many of the ftrms in 
the study were perfonnjng well below these averages. Overall, there is much 
room for improvement in portfolio management practices and performance. 

Major Challenges for Portfolio Management 

Our investigation identified specific problems in project selection and portfolio 
management, problems that are creating a sense of urgency. Let's now consider 
some of the challenges that are immediately evident-conclusions regarding 
project selection and some of the problems these companies faced. 
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The Quest for the Right Portfolio Management Process II 

The portfolio of projects does not reflect the business's strategy: Many busi
nesses (business uruts, BUs or SBUs) we investigated had enunciated business 
strategies. In some cases, they had even developed new product strategies that de
fined the goals for new products (for example, "by year four, 32 percent of our 
sales revenue will be generated by products we do not now have"). The role prod
uct development would play in achieving overall business goals was also defined 
in some cases (for example, "60 percent of our SBU's growth will come from 
new products, another 30 percent from market developments, and 10 percent 
from market size increases"). Strategic arenas of focus were even identified
what product types, markets, and technologies (or platforms) would generate 
these new products. The problem lies in linking these strategies-business and 
new product-to spending on R&D projects. The breakdown of R&D spending 
by project type often revealed serious disconnects between the goals/strategies of 
the business and where the money was spent. 

Poor-quality portfolios: A number of executives are displeased with, or at best 
doubtful about, their firms' current portfolio of projects. Many new product proj
ects are thought to be weak or mediocre; others are considered unfit for commer
cialization ; and success rates in the marketplace are less than adequate. As one 
executive put it, "We implemented our portfolio management approach (a risk
reward bubble diagram model), and the first thing that became evident was that 
half our projects were in the wrong quadrants, including some of our big ones! 
By the end of the year, the list of projects had been cut in half." Similar audits 
have resulted in similar cuts in other fmns. 
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We have tunnels, norfiumels: Another related problem is that Go/Kill decision 
points-the gates in new product processes-are often perceived to be ineffec
tive. In too many companies, projects tend to take on lives of their own. Little can 
stop them once they gain momentum. In one leading finn, an internal audit of 60 
current projects revealed that 88 percent resembled an express train, "slowing 
down at stations (project reviews), but never with the intention of being 
stopped!" Only 12 percent were handled in a thoughtful way with rigorous 
Go/Kill decision points. Even when killed, some projects had a habit of being 
resurrected, perhaps under a new name. 

We observed that criteria for making Go/Kill decisions were inadequate or not 
used, and that a mechanism for rating, prioritizing, or even killing projects was 
often lacking. As one frustrated manager exclaimed, "We talk about having a fun
neling process which weeds om poor projects; heck, we don't have a funnel, we 
have a tunnel. Ten concepts enter the process, ten go into development. ten go to 
launch-and one succeeds!" 

Scarce resources and a lack of focus: Resources are too scarce to waste on 
the wrong projects. Indeed, a common complaint is that product development 
suffers from lean resources, especially in areas such as marketing and manu
facturing/operations. Most firms confessed to having far too many projects for 
the available resources. The result is that resources are spread very thinly 
across new product projects, so that even the best projects are starved for peo
ple, time, and money. The end result is that projects take too long to reach the 
market. Many key' activities-up-front homework, getting sharp, early product 
definition. and building in the voice of the customer-are not executed as well 
as or as consistently as they should be. The bottom line is a lack of focus, 
which creates a plethora of other problems-not the least of which is poor re
source allocation. 

Trivia/ization of product development: A final problem brought on by a lack 
of resources (or a lack of focus) is the trivialization of product development in 
some firms. The quest for cycle time reduction, together with the desire for more 
new products than ever, when coupled with the resource constraint, leads many 
firms to do the obvious: pick "low-hanging fruit" projects that can be done 
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The Quest for the Right Portfolio Management Process 13 

quickly, easily, and cheaply. Often these projects are trivial (modifications or ex
tensions) while the significant products, which are the ones needed to yield real 
competitive advantage. and major breakthroughs, are placed on the back burner. 
The net result is a portfolio of projects that is very short-term, while projects de
signed to create tomorrow's winners or technology platfonns for growth are 
missing. 

Some Dermitions 
Before we lower the microscope on leading finns' current portfolio practices, 
here are some definitions of tenns we use throughout this book: 

Busi11ess Strategy: This specifies the goals, direction, and areas of focus for the 
business unit (defined below). 

8usi11ess Unit (BU) or (SBU): This is the smallest unit in the company for which 
portfolio management is undertaken. Usually a BU (or SBU-strategic business 
unit) is a semiautonomous, self-contained business with its own goals, strategy, 
and resources. For example, a BU likely has its own R&D budget. For smaller 
fll'111s, the BU may be the entire company. 
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New Product Strategy: This is a component of (or flows from) the business strat
egy. It specifies the new product goals, direction, and areas of focus (that is, areas 
in which product development efforts will focus). It may even specify desired 
levels of R&D and new product spending in specific arenas of focus (for exam
ple, how much to spend in certain markets or product categories). 

Portfolio Management Process (PMP): This is the entire method of project se
lection and portfolio management. It includes a gating or Stage-Gate™ process,* 
portfolio reviews, resource allocation, and portfolio models. 

Portfolio Models: These are the specific models or tools used to select projects or 
review the portfolio. They include scoring models, bubble diagrams and maps, 
charts, financial models, and strategic approaches. These are outlined in Chapters 
2 to 5. 

Portfolio Review: This is the periodic review of the portfolio of all projects. It may 
take place annually, semiannually, or quarterly. Here all projects-active projects 
and even those on hold-are reviewed and compared against each other. The port
folio review often uses portfolio models to display lists or maps of the current 
portfolio. Vital questions in the portfolio review are these: Are the active projects 
the right ones? Is this the right combination or mix of active projects? Is this really 
where the company's money should be spent? 

Respurce Allocation: This is the decision process by which development re
sources (R&D. marketing, capital) are allocated to certain activities, projects, or 
even businesses. At the micro or 500-foot level, resource allocation might 
amount to an R&D head assigning certain people to work on certain projects or 
even tasks within projects. At the 5,000-foot level, resource allocation involves 
creating a prioritized list of projects in rank order for resource eligibility using 
predefined and agreed-upon ranking criteria. At the 50,000-foot, or macro, level, 
resource allocation can be as broad as a decision on how many resources are al
located to each business unit in the corporation. 

Stage-GateTM Process:* This is the formal process, or road map, that firms use 
to drive a new product project from idea to launch. This process has multiple 
stages, together with gates or decision points. A Stage-GateTM process has many 
variants; it is also called the new product process, gating process, or phase-re
view process. Such a process is important to portfolio management because the 
gates are where Go/Kill decisions are made on individual projects; hence, where 
many of the resources are allocated. If your company has a Stage-Gate process, 
then it must be included as an integral facet of the total portfolio approach. 

• Stage-Gate is a registered trademark of R.G. Cooper & Associates Consultants, Inc., a 
member company of the Product Development Institute. See www.prod-dev.com. 


