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Why Your PPM Investment Still
Leaves Capacity Unclear

An Executive Brief on Operational Intelligence
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EXECUTIVE SUMMARY

Understand what is limiting delivery before making the
next commitment.

The portfolio looks manageable. Teams are assigned. Priorities are clear. Yet leaders still hesitate when another
initiative arrives: do we have the capacity to take this on, and what would we put at risk?

If you already have a project and portfolio management (PPM) system, that uncertainty can be frustrating after a
substantial investment. If you are considering one, resolving it may be a central reason for buying. In both cases, a
useful capacity decision depends on understanding the conditions in which work actually gets delivered.

KAPTRA helps build that understanding. It analyzes structural evidence from the way work and working time are
distributed, then supports a reviewed account of the pressures and constraints affecting delivery. A bounded
KAPTRA Assessment gives leadership a findings report, recommended actions, and an executive readout focused
on what the evidence means for the decision at hand.

“The useful outcome is an explanation of what is limiting delivery, with a clear basis for deciding
what to change.”

YOU ALREADY HAVE A PPM YOU ARE CONSIDERING A PPM
= Understand why delivery can remain under pressure = Understand the operating problem the investment needs
despite apparently workable allocations. to help address.

= Use the findings to revisit commitments, sequencing, and = Use the findings to shape requirements and realistic
shared dependencies. implementation priorities.

The PPM remains useful for organizing and communicating commitments. KAPTRA contributes an evidence-backed
explanation of the delivery system those commitments depend on. Leadership can use that explanation to make
better-informed planning choices.

KAPTRA - Operational Intelligence for Delivery Organizations - kaptra.ca 20f11



SECTION 1

The missing explanation behind the plan

A plan might show that a team has room for more work while that work must pass through a specialist role already
serving several other initiatives. It might record a delivery allocation without making clear how much support
demand or meeting fragmentation affects the team during the same period.

These conditions do not make planning software ineffective. They show why a capacity decision needs more than a
record of assignments. Engwall and Jerbrant's case studies found recurring competition for resources across
projects; Adler and colleagues modelled development work as both processing and waiting for shared

resources. 12!
Fragmented working time introduces another consideration. Leroy's experiments found that attention can remain on
an unfinished task after a switch and affect performance on the next task. This concerns task transitions; it does not
provide a direct measure of a team's available capacity. 3]

The leadership question is whether those conditions have been identified, understood, and reflected in the decision.
Seeing that a milestone is slipping does not, by itself, establish whether the next response should be to add people,
reduce simultaneous work, protect a shared role, or revise the commitment.

THE CONTRIBUTION TO A CAPACITY DECISION

Evidence Explanation Action

How work is distributed, what is The structural condition supported A targeted change for leadership to
already in flight, and how working by that evidence, including relevant consider and an operational signal to
time is committed. gaps and uncertainty. review afterwards.

A clearer basis for the next commitment, rather than another update to the same uncertain plan.

This is the role of operational intelligence in the planning discussion. KAPTRA brings work and capacity signals into a
structured analysis so the output can explain a condition and support a response. The reader should be able to
follow the evidence behind the finding.
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SECTION 2

What an engagement with KAPTRA gives you

Start with a consequential question: whether to accept another initiative, where delivery pressure is concentrated,
or which operating constraints a new planning investment must accommodate. The Assessment is scoped around
the relevant part of the delivery system and the evidence available.

A reviewed account of the KAPTRA analyzes relevant operational signals, such as work in progress, meeting load,
operating condition fragmentation, and constraint concentration. The operator reviews the analysis and
records what the evidence supports.

A structured findings report The report connects the condition to named evidence, a supported cause explanation,
its forward implications, and the decision it creates for leadership. Evidence limitations
stay visible.

Prioritized, linked Recommended interventions are recorded separately from the findings they address.

recommendations Leadership can see the proposed change, the reason for considering it, and the

operational effect to examine.

An executive readout The findings and recommendations are brought together for a leadership discussion
about what matters, what should happen next, and which uncertainties could change
the response.

The practical benefit is a decision that can be examined and challenged. Leaders receive an explanation they can
use in the portfolio discussion, with evidence and proposed next steps attached. The value depends on choosing an
appropriate response and following through on it.
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ILLUSTRATIVE SCENARIO

From a capacity question to a different planning
decision

Consider three initiatives with separate delivery teams and a shared specialist review requirement. Engineering
allocations appear to fit. Work is nevertheless accumulating around the shared role, and leadership is considering
whether additional engineers would improve delivery.

A KAPTRA Assessment would examine the relevant work distribution and available capacity evidence. In this
hypothetical example, suppose the evidence supports a finding that several initiatives are competing for the same
review capacity while that role also carries substantial meeting commitments.

HYPOTHETICAL EXAMPLE, NOT A CUSTOMER RESULT

The question leadership brings The finding to examine The decision it informs

Can we start the next initiative, or Concurrent demand is concentrated Examine staggered starts or

should we add delivery capacity first? around a shared role whose working protected review capacity before
time is already heavily committed. assuming that more engineering

capacity will relieve the pressure.

The report would show the evidence behind that explanation and the gaps that could affect it. Recommendations
might include changing concurrent starts or protecting time for the shared work. Leadership would decide what to
implement and review whether the relevant operational signals changed as expected.

WITH AN EXISTING PPM BEFORE INVESTING IN A PPM

- Revisit commitments against the shared role and the = Use this operating problem as a concrete evaluation case
sequencing of the affected initiatives. for the proposed system.

 Represent the agreed change in the plan and review its « Ask how shared capacity and competing commitments
operational effect. would be represented and maintained.

“The finding changes the planning discussion: where does capacity need attention, and which
commitment should change as a result?”

This example illustrates a decision path, not a measured outcome. A real finding and its recommendations depend
on the evidence available and the alternatives the operator has examined.
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SECTION 3

If you already have a PPM: use the finding to change

the plan

You may already have the planning features you need. KAPTRA can help explain which operating condition deserves

attention, so the next change to the plan has a stronger basis.

When allocations look
workable but delivery remains
under pressure

When several initiatives
depend on the same capacity

When the proposed response is
more headcount or more
governance

When leadership needs to
know whether a change helped

Use the findings to examine whether the model reflects the actual work and working
conditions. Revisit the relevant assumptions instead of treating another status update as
the answer.

Bring the supported finding into the portfolio discussion. Decide whether to sequence
work differently, change concurrent starts, or address the shared constraint.

Ask whether that response addresses the condition described in the finding. Consider a
targeted intervention and identify what evidence would support its expected effect.

Review the relevant operating signals after the intervention. Consider changes in
demand and evidence coverage alongside the observed difference.

The potential return from the existing PPM is more useful decisions made through it: commitments that reflect the
operating evidence, a clearer reason for changes, and an agreed way to revisit the result. KAPTRA supports that

reasoning; leadership carries it into the planning process.



SECTION 4

If you are considering a PPM: give the investment a
clearer job to do

Before purchase, the organization may know that capacity planning is difficult without knowing which operating
conditions make it difficult. A software demonstration can show an attractive portfolio view while leaving that
guestion unanswered.

A bounded Assessment can establish a more concrete starting point. Findings about the current delivery system can
help leaders describe the problem the investment must help address. That makes requirements and evaluation
cases more specific.

Turn a broad requirement into Move from “we need resource visibility” to a concrete question, such as how several

an operating case initiatives will share a constrained role while meeting existing obligations.

Use the case to examine a Ask how the relevant demand, availability, and dependencies would be represented.

proposed planning approach Examine the assumptions behind the demonstration and what the organization must
maintain.

Make implementation priorities Use the findings to identify which scope, shared roles, and operating obligations need

explicit attention in the initial model. Assign ownership for keeping that information useful.
Agree on the decision the Define what leadership expects to decide more reliably and how that improvement will
investment should improve be reviewed. This gives the implementation a practical purpose beyond making a new

system available.

BEFORE THE INVESTMENT

Understand the condition the new tool must help you manage.

KAPTRA examines the delivery system. Leaders can use its findings when defining requirements and implementation
priorities. Product selection, configuration, and ownership remain part of the organization's procurement and planning
work.

Operational analysis and platform evaluation can progress together. The benefit is a clearer operating problem to
solve and a better-informed basis for judging what the proposed investment needs to deliver.



SECTION 5

A practical starting point

Choose one capacity decision that matters to the organization. Define the teams, work, shared roles, and period
involved. A KAPTRA Operational Assessment can then be scoped around that question.

The starting evidence can include agreed exports from existing work-tracking systems, with calendar and capacity
evidence where available. A PPM purchase is not a prerequisite. The available data determines what can be
analyzed; gaps remain visible rather than becoming assumed spare capacity.

KAPTRA derives structural signals, and the operator reviews them to prepare the findings report, recommendations,
and executive readout. The analytical focus is the delivery system and the working conditions that affect it. The
engagement gives leadership an account of what the evidence supports and which response warrants
consideration.

A bounded Assessment supports a defined decision. Runtime provides an ongoing operational intelligence path for
reviewing conditions and intervention effects where the required evidence and history are available. Either path
should be chosen for the question the organization needs to answer.

THE QUESTION TO BRING

Which capacity decision are we unable to make confidently today?

For an existing PPM user, that may be the next portfolio commitment. For a prospective buyer, it may be the operating
problem the investment must help address. Both are clearer starting points for an evidence-led discussion.




CLOSING THOUGHT

Get an explanation you can act on.

The reason to consider KAPTRA is practical: leadership needs to understand what is limiting delivery before
choosing how to respond. An evidence-backed finding can connect the operating condition to a decision about
commitments, sequencing, or a targeted intervention.

“KAPTRA helps explain the delivery condition. Leadership uses that explanation to decide what
should change.”

If you already have a PPM, use that understanding to make better-informed decisions through the system you have.
If you are considering one, use it to clarify the operating needs the investment should serve.

The outcome to look for is tangible: a reviewed findings report, recommendations tied to those findings, and an
executive discussion about the next decision. That is how operational intelligence can make a planning investment
more useful.

KAPTRA EXECUTIVE BRIEF SERIES: FORTHCOMING
No. 03 Why More People Doesn't Always Increase Throughput
No. 04 Visibility Is Not Operational Intelligence

No. 05 The Hidden Cost of Fragmented Capacity

No. 06 Understanding Effective Capacity

No. 07 Structural Bottlenecks in Modern Delivery Organizations

This publication is the second in the KAPTRA Executive Brief Series.

KAPTRA - Operational Intelligence for Delivery Organizations - kaptra.ca 9o0f11



RELATED THINKING

Intellectual Context

These peer-reviewed studies examine competition for shared resources, waiting in development work, and
attention when switching tasks. They provide context for the operating conditions discussed here. They do not
evaluate KAPTRA or establish the effectiveness of a PPM investment; the analysis and illustrative scenario are
KAPTRA's editorial synthesis.

[1] Engwall & Jerbrant (2003): The resource allocation syndrome: the prime challenge of multi-project
management?

International Journal of Project Management, 21(6), 403-409. Two qualitative case studies examine recurring
resource conflicts and interdependencies across projects. Their scope does not establish how common these
conditions are across all organizations.

doi.org

[2] Adler et al. (1995): From Project to Process Management: An Empirically-Based Framework for Analyzing
Product Development Time

Management Science, 41(3), 458-484. An empirically based processing-network model distinguishes work being
performed from work waiting for shared engineering resources, helping explain development time across
concurrent projects.

doi.org

[3] Leroy (2009): Why is it so hard to do my work? The challenge of attention residue when switching between work
tasks

Organizational Behavior and Human Decision Processes, 109(2), 168-181. Two experiments examine attention
remaining on a previous task and its effect on subsequent performance. They do not measure portfolio capacity or
prescribe a universal switching penalty.

doi.org
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https://doi.org/10.1016/S0263-7863(02)00113-8
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https://doi.org/10.1016/j.obhdp.2009.04.002

KAPTRA

KAPTRA develops operational intelligence for delivery organizations. Where conventional reporting tools show what
has happened, KAPTRA explains why, deriving structural understanding of the execution system from the
operational data organizations already produce.

The platform ingests structural signals from work management and calendar systems, analyzes load, capacity,
fragmentation, and constraint patterns, and produces evidence-backed findings with cause analysis, forward impact
characterization, and specific structural recommendations.

= Execution-system analysis and structural modelling = Structural evidence from operational data
= Forward impact derivation before outcomes materialize « Evidence-backed recommendations and intervention
tracking

KAPTRA Executive Brief Series, No. 02. Why Your PPM Investment Still Leaves Capacity Unclear. Produced for executive and leadership
audiences.
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