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Abstract

Portfolio product management (PPM) involves analyzing, measuring, and optimizing a company's
product portfolio to achieve business goals, identify expansion opportunities, and create a roadmap.
The main goal of this study was to assess the effect of product portfolio management on firm's
performance. This study employed a systematic review methodology, with 49 from 2010 to 2023 existing
articles completed on product portfolio management and firm’s performance based on an
inclusion/exclusion criterion. The data was collected using a systematic strategy and analysed using
content analysis from various sources such as Emerald, Google Scholar, Research Gate, Wiley online
library, Tyler, and Francis. To select the article reviews used inclusion and exclusion criteria based on
publication date, study design, population, intervention/exposure, outcome, language, and peer-review,
ensuring systematic selection and reproducibility of articles. The findings of this study were collected
using a thematic method, which involved extracting previous researchers' findings from the literature,
classifying similar themes and findings, and drawing conclusions. The findings of this review, product
portfolio management is crucial for maximizing return, gaining a competitive advantage, and efficiently
allocating resources. Effective portfolio management is essential for performance optimization and risk
analysis in the insurance and banking sectors. Strategic methods and portfolio maps positively influence
portfolio performance. The review recommends that organizations should prioritize portfolio
management practices to maximize profitability, balance business strategy, and support business
strategy.

Keywords: Product Portfolio Management, Organizational Performance
1. Introduction

Portfolio product management is the process of managing a company's product portfolio. This
comprises measuring analysing, and optimizing how existing products contribute to broader
business goals. It also involves identifying opportunities to expand the portfolio and creating a
product portfolio roadmap. Portfolio management was an essential means to accommodate this
paradox (Nyasetia et al., 2023). Portfolio management, product development, and over-
commitment, presenting a reference model and mind-set, besides supporting tools and tools for
effective portfolio management (Behnam Khakbaz et al., 2020). Economics has a long history
with product portfolio management. Harry Markowitz's finance theory is where it all started.
A method for creating an ideal securities portfolio under uncertainty by Markowitz in 1952.
The whole of an investor's financial assets is referred to as their portfolio in this context
(Paletta, 2019). Very popular portfolio approaches in strategic management are the matrices of
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The Boston Consulting Group (also known as “BCG-matrix”) or McKinsey (also known as
“McKinsey Business Screen” or “McKinsey Matrix”) or Cooper's New Product Development
Management specializes in new product development (Markowitz, 1952). According Jacobs &
Swink, (2011) to portfolio theory (PT), the pooling of imperfectly or negatively linked returns
from individual items within the portfolio reduces the volatility of financial returns. Portfolio
management for product innovation has become one of the most important senior management
functions as we move into the next century. Extreme global competition and increased
technological advancements have resulted in shorter product life cycles. The success and
survival of an organization depends largely on their PPM. Resources are limited and managers
need to ensure that they spend their restructure and development funds on the right projects
that will produce a well-balanced, high valued portfolio (Adeniran et al., 2010; Olaghenga &
Ogunsakin, 2020; Villamil & Hallstedt, 2018)

Portfolio management is recognized as aggregate attention, given that companies are
introducing several projects simultaneously (Mohammed, 2021). Product management selects
the markets, goods, and technologies that a company should invest in strategically (Otten et al.,
2015). Structure a varied PP aids in reducing the risk associated with depending only on a small
number of hallmark items and gives new businesses the ability to adapt more readily to
technological change and environmental

Product portfolio management (PPM) gives organizations the ability to obtain the utmost value
from their product portfolios by applying portfolio management principles to the product
development process (Planview, 2012). As stated by Doorasamy, (2015) during the process of
producing new products (NPD), businesses should concentrate on the value that is being
created for their organization. Many researchers emphasized the importance of studying
product portfolio management in strategic decision-making (Jugend & Da Silva, 2014; Mantha,
2015; Udo-Imeh et al., 2012). Resource allocation (Behnam Khakbaz et al., 2020; Cooper &
Edgett, 2001). Risk management (Olagbenga & Ogunsakin, 2020; Villamil & Hallstedt, 2018).
Innovation and growth (Rubera et al., 2016) and competitive advantages (Bayus & Putsis,
2005; Behnam Khakbaz et al., 2020; Reguia, 2014).

Empirical data from the past demonstrates that novel product portfolio management initiatives,
like the launch of new products, investments in R&D, and entry into new markets, typically
have a beneficial impact on business success (Behnam Khakbaz et al., 2020; Doorasamy,
2015b; Tolonen, Harkonen, et al., 2014). Over the past few decades, researchers have been
carrying out many investigations to improve product portfolio performance. These studies
recommend the adoption of specific management practices, such as financial and scoring tools
for decision-making by multifunctional teams, and systematization and formalization of such
teams' activities (Cooper et al., 2000; McNally et al., 2013; Udo-Imeh et al., 2012; Yang & Xu,
2017).

This study investigates the impact of product portfolio management on firm performance and
decision-support effectiveness. It discusses its role at the organizational level, its impacts, and
the methodological approaches used. The review also explores potential future research
directions. Moreover, the following objective will be meeting.

Objective of study: To assess the company's organizational performance through effective
product portfolio management
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2. Literature Review
2.1 Product Portfolio Management

The methodical and strategic administration of a business's assortment of goods and services is
known as product portfolio management (Otten et al., 2015). PPM is a thorough examination of
how to divide up a certain resource over a specified period among various goods while taking
the company's strategic goals into account (Behnam Khakbaz et al., 2020; Killen, 2012). PPM
mainly focuses on evaluating aspects of strategic, technological, market and marketing, risk, and
economic return issues (Jugend & Da Silva, 2014). PPM can be divided into two major
categories: 1) Concepts with a portfolio-analysis focus (portfolio analysis tools) and 2) Concepts
with a focus on the managerial process (Paletta, 2019). A variety of portfolio analysis models
have been developed since the 1960s, some of which are well known and commonly referenced
as standard (Wind, Mahajan & Swire, 1983). Portfolio models like BCG, General
Electric/McKinsey, Shell, Arthur D. Little, and Abell and Hammond provide a managerial
process for generating the optimal portfolio, highlighting the difference between a picture and a
movie (Kotler & Armstrong, 2010).

PPM enables organizations to adjust product portfolio investments based on market trends,
competitive threats, regulatory requirements, resource capacity, and pipeline priorities, thereby
maximizing return on investment (Adeniran et al., 2010; Barroso et al., 2019; Behnam Khakbaz
et al., 2020). PPM decisions are responsible not only for determining the designs for new
products but also for revisions, updates, and even decisions to discontinue products that are
currently being produced and sold (Bukhari, 2017; Cooper, 1999). PPM helps business managers
to consider the decision-making process related to the PPM aspect complex. Therefore, their
decisions are associated with their political and corporate values (Kester, 2012). Most scholars
agreed that PPM is a vigorous process that was involving to increase over time in product
offerings to seal product space (Adeniran et al., 2010; Connor, 1998; Herzer et al., 2023;
Moreno&Terwiesch, 2016)

PPM focus on product categories managing each product (Otten et al., 2015). Product life cycle
(Tolonen et al., 2015; Tolonen, Kropsu-Vehkaperd, et al., 2014) Market share (Bayus & Putsis,
2005) Revenue and profitability (Opoku et al., 2014) and customer need and preference (Alberto
et al., 2020). Successful portfolio management is essential for NPD. Making strategic decisions
regarding the markets, goods, and technologies that our company will invest in is the essence of
portfolio management (Bukhari, 2017; Cooper & Edgett, 2001). It is analyzing the worth of the
right product portfolio and realizing the possible full potential that can be extracted by managing
the product portfolio (\McNally et al., 2013). A wise bank's portfolio management intentions are
liquidness, protection, and income, which may require sacrificing other objectives. High profit
may require safety and liquidity, while more safety and liquidity may require income (Kenyoru
et al., 2016; Tolonen, Harkonen, et al., 2014).

2.2. Role of Product Portfolio Management

Portfolio management is a strategic approach that prioritizes effective resource allocation and
financial competitive advantage (Cooper et al., 2000; Cooper & Edgett, 2001). The four core
modules of PPM are project execution and management, pipeline resource and enablement,
product value assessment and monitoring, and portfolio selection and optimization (Brown,
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2010). Portfolio management's best practices are financial competitive advantage, and efficient
distribution of organizational resources effectively (Alberto et al., 2020; Opoku et al., 2014;
Ruberaetal., 2016). The strategic work of portfolio management is arranging goods and services
within an all-encompassing framework while weighing a company's technological capabilities
against the demands of the market (Andersen, 2010; Ing, 2015).

The application of PPM in rapidly changing business environments is being questioned due to
its unique practice and context (Abubakar et al., 2018). PPM is the organized and combined view
of all products of a company to plan, prioritize, select, coordinate, and control them. Thus, PPM
was established along the dimensions of strategy, organization, processes, and control to be
successful (Amelingmeyer, 2009). PPM can be seen as a higher management-level decision-
making process for managing uncertainty, active opportunities, planned goals, and
interdependencies among portfolio items to obtain clear decisions based on agreed
criteria(Cooper et al., 2001).

PPM maximizes each product's financial contribution to a firm's growth, recognizing that each
product has varying financial impacts (Kotler & Armstrong, 2010). Product portfolio
management is fundamental to the productivity of products (Kotler et al, 2006). According to
Opoku et al., (2014), Few studies evaluate commercial banks' product portfolio performance,
particularly in Ghana. Researchers have not assessed individual product portfolio items. Case
companies often overlook portfolio balance, making it crucial to identify it as a target for optimal
PPM practices (Bukhari, 2017). By integrating portfolio management concepts into the product
development process, PPM enables businesses to get the maximum value from their product
portfolios (Planview, 2012). The study evaluated the portfolio performance of four business
types using six metrics, focusing on project allocation, timeline efficiency, high-value,
profitable, balanced, long-term, high-risk, aligned, and spending breakdown (Cooper et al.,
2000)

3. Research Methodology

A systematic review is research conducted using clear, consistent, and repeatable protocols to
answer a specific question (Littell & Pillai, 2008). Systematic reviews collect all possible studies
related to a given topic, and design, and review their result(Kang, 2015). This systematic review
was a plan that the previous literature accurately and reliably analyzed the quality of peer-
reviewed journals by preferred reporting items and consisting of a meta-analytical structure
(PRISMA) (Liberati et al., 2009). PRISMA is a systematic review process that involves a four-
stage flow diagram that outlines the sample identification, screening, eligibility testing, and
inclusion of studies. It should clearly describe the process of report selection, including
distinctive information, excluded records, potentially eligible reports, and reasons for exclusion
(Bryta et al., 2022; Liberati et al., 2009). This review followed four steps, which include,
establishing the inclusion/exclusion criteria for study selection, identifying relevant quality
studies, evaluating the literature, and finally reporting the findings.

3.1. Selection of articles from the database: Databases like Scopus, Elsevier's Science Direct,
Google Scholar, and Research Gate help determine article relevance. Journal ranking sites like
Scimago and Google Scholar use variables like h index, impact factor, and dating trend to
assess journal quality (Soledad et al, 2018). This review used many databases that published
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the related research in the English language from Emerald, Google Scholar, Research Gate,
Wiley online library, Tyler and Francis, and Springer Link.

3.2. ldentification and Selection of Articles: the review provides a comprehensive
explanation and justification for the searching and managing steps, including the source of
findings, search strategy, criteria, screening methods, inclusion decision, and statistical
analysis methods (Piper, 2013). This review identifies and selects published articles related to
product portfolio management (PPM) using search databases like Research Gate, Web of
Science, Scopus, and Google Scholar. It includes reviews, reports, and research in English,
including non-relevant records.

Identification of studies from databases (Scopus, web science, Gooale
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= Total Records selected from Replacement records removed (n =56)
= Databases ~ through  inclusion Records noticeable as unqualified by
5 and exclusion criteria (n =320) » PPM (n =55)
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\ 4
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Figure 1: PRISMA-the diagram representing the summary of the selected article adopted
from (Bryta et al., 2022)

4. Result
4.1. Publication distribution

This review included published articles on PPM and the firm's performance for the 2010-2023
periods. The figure below shows the year-wise publication of reviewed articles
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Figure 2 Documents of the year: source own elaboration

Figure 2 shows the year-wise distribution of published articles. It shows that articles published
on the effect of product portfolio management on firms' performance increased, especially in
2014 and 2015. In general, the publication's selected title is a sharp rise from 2010-2023.

4.2. Research Approach Used

The research approach includes mixed, quantitative, and qualitative methodologies. The figure
below shows the research approach used in selected articles.

Research approach
, 67
B Quantitative
M galitative

mixed

Source: Own
compute via Excel, 2024

Figure 3: Methodologies used in selected studies

The above figure 3 shows that the majority (53%) of articles reviewed used a qualitative
approach followed by a mixed research approach (41%) used a quantitative research approach
and only (6%) of articles used a mixed research approach.
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4.3 Data analysis adopted in selected articles

Data analysis primarily steps for big data analytical methodologies, methodical construction,
data mining, and analysis tools(Abdul-Jabbar & K. Farhan, 2022). The distribution of data
analysis methods utilized in a set of collected articles. The results show that the majority of the
articles employed the case study, followed by structural equation and regression.

4.4 Geographical Distribution of Reviewed Articles
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Figure 4: Country included in review article

The review article comprehensively explored studies from various countries to understand the
PPM, encompassing studies from various regions and continents.

5. Discussion

Portfolio management techniques aim to optimize resource allocation, return, and competitive
advantage. PPM is crucial for enhancing market competitiveness and supporting the overall
business strategy (Herzer et al., 2023). Effective PPM practices can optimize resource
allocation, return, and competitive advantage (Doorasamy, 2015a). Incorporating sustainability
dimensions into product portfolios can aid sustainable innovation, but challenges in
implementing strategies exist (Villamil & Hallstedt, 2018).

Limitations and Challenges of PPM: Flaws in PPM processes can lead to failures in new
product development (NPD) initiatives (Doorasamy, 2015a). Banks' financial results are
influenced by product diversity, investment in technology equipment like ATMs, and the
expansion of branches (Kenyoru et al., 2016). According to Ghorban & Hesaam, (2022), The
product proliferation approach enhances consumer satisfaction by expanding the range of
products offered, despite higher engineering expenses, to achieve commercial goals (\Way et
al., 2018). Product propagation decisions have both demand and supply implications (Bayus &
Putsis, 2010). The company's success is attributed to its ability to create competitive advantages
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in its products, thereby gaining customer loyalty and expanding its market share through
innovation (Reguia, 2014). The impact of effective project portfolio management on reduced
pricing, measuring the impact of effective project PPM on market share, and evaluating the
impact of effective project PPM on enterprise capital growth (Okechukwu & Egbo, 2017).
PPM allows for scenario comparison, prioritizes projects in strategic or financial categories,
establishes organizational focus, and eliminates efforts on product/project redundancies
(Nyasetia et al., 2023). New product and product variation releases have occurred more quickly
expanded and more sophisticated product offerings. More new goods are added to the catalogue
than old ones are eliminated (Tolonen et al., 2015).

PPM has limitations that often prevent practical applications or require significant management
intervention (Herzer et al., 2023). Product complexity, quality, and distribution can negatively
impact delivery performance, time, cost, and quality (Trattner et al., 2019).

Strategies and Techniques to Improve PPM: Adopting techniques like Critical Chain Project
Management (CCPM) can improve PPM performance and benefit product development
programs (Luiz et al., 2019; Tolonen, Harkonen, et al., 2014). Digitalization and game-based
techniques can enhance the use of sustainable design tools and methodologies, but careful
testing is advised (Villamil & Hallstedt, 2018). Strategic methods and portfolio maps have the
strongest positive influence on novel creation success rates (Doorasamy, 2015b; Tolonen et al.,
2015).

Factors Affecting PPM Performance: The outcome of alliance portfolios on a firm's future
performance varies and depends on its strategic positioning, making effective PPM challenging
(Martynov, 2017; Medini et al., 2020). Financial techniques are the primary mechanism for
deciding on a product portfolio, illustrating the desire to maximize value (Jugend & Leoni,
2015). PPM-related targets and metrics can be categorized as strategic fit, value maximization,
and portfolio balance (Adeniran et al., 2010).

Impacts of Effective PPM: Effective PPM contributes to NPD performance and firm
profitability (Yang & Xu, 2017). PPM can generate good technological and market
opportunities, change dependent factors, and influence the performance of product portfolios
(Jugend et al., 2017). Effective PPM can lead to reduced pricing, increased market share, and
enterprise capital growth (Okechukwu & Egbo, 2017).

Organizational Considerations: Ensuring key capabilities and competencies are aligned with
business strategy objectives is crucial for effective PPM (Mustonen et al., 2020). PPM is not
consistently implemented, and only a few strategic and tactical PPM tools are utilized in some
organizations (Kropsu-Vehkapera, et al., 2014). Ensuring that key capabilities and
competencies are in line with business strategy objectives, the PPM target setting should cover
all phases of the product life cycle as well as the technical and commercial components of the
product range (Mustonen et al., 2020). PPM is a strategy used by senior management to select
new product development projects, aiming to maximize portfolio profitability, and balance,
and support the corporate plan (Mantha, 2015). Product portfolio management as a concept and
a tool for strategy implementation is not consistently implemented only a couple of strategic
and tactical product portfolio management tools are utilized (Kropsu-Vehkaperg, et al., 2014).
PPM aids sustainable innovation, but challenges in implementing strategies. Companies are
considering incorporating sustainability dimensions into product portfolios for efficient
communication and faster growth of viable explanations (Villamil & Hallstedt, 2018).
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Digitalization and game-based techniques can work together to make sustainable design tools
and methodologies easier to use, but careful testing is advised to avoid potential problems that
could have the opposite impact (Villamil & Hallstedt, 2018). PPM strongly correlated with
novel creation success rates, with strategic methods and portfolio maps having the strongest
positive influence (Doorasamy, 2015b; Tolonen et al., 2015). The study makes known that the
outcome of the alliance portfolios on a firm's future performance varies and depends on its
strategic positioning, making effective portfolio management challenging (Martynov, 2017;
Medini et al., 2020). Financial techniques serve as the primary mechanism for deciding on a
PP; this not only illustrates the corporations' desire to maximize value but also confirms a
global study on the topic (Jugend & Leoni, 2015). PPM-related targets and metrics can be
categorized as strategic fit, value maximization, and the portfolio balance type of performance
management areas (Adeniran et al., 2010).

Innovation literature suggests that non-promotional development (NPD) skills are crucial for
businesses to efficiently utilize external ideas and technologies, demonstrating their exposure
to various external resources (Barroso et al., 2019; Rubera et al., 2016). Portfolio management
was gaining increasing attention from researchers and practitioners involved in innovation and
product development (Jugend et al., 2016). Through the use of GPD practices, PPM generates
good technological and market opportunities, changes dependent factors and control variables
evaluated, and greatly influences the performance of product portfolios (Jugend et al., 2017).
Portfolio of Products of the application of the indicators developed to select the product(s) to
be obtained. PPM indicators can be applied, in many ways the economic potential indicator
and, the energy indicator regarding the rupture of the raw material in smaller parts (Guerras et
al., 2021). Portfolio management performance significantly contributes to NPD performance
and firm profitability. Several studies have analyzed the influential factors of portfolio
management performance based on empirical evidence, such as manager dispositions or
management methods (Yang & Xu, 2017). PPM refuges fine the NPD phase of the product life
cycle including related product portfolio management targets (Tolonen, Harkonen, et al.,
2014). PPM is crucial for successful NPD and business objectives, as it defines projects,
revisions, updates, and decisions regarding product discontinuation (Jugend & Da Silva, 2014).
A portfolio that is managed and controlled effectively will allow the portfolio-managing
organization to utilize and optimize its resources to support other strategic Projects, Programs,
and Portfolios that are of significant value to the organization (Abubakar et al., 2018).

PPM was the strong suit of the product portfolio of the insurance companies (Ansari, 2012).
Knowledge about the performance of each product by management of commercial banks is
relevant to effective portfolio management (Opoku et al., 2014). NPPM decisions are an
important research area because these decisions affect firm profitability but are difficult to
make because of limited reliable information (McNally et al., 2013). The primary objective of
the study was to examine the interaction between PPM and bank business success.
Additionally, the study investigated the impact of loan risk monitoring, diversification, and
analysis on bank performance (Olagbenga & Ogunsakin, 2020). Portfolio analysis is a tool that
evaluates different companies' long-term potential and relative strengths and weaknesses. It
helps strategic managers determine whether a portfolio is sufficient for long-term corporate
growth and profitability (Udo-Imeh et al.,, 2012). Due to a lack of product portfolio
management, or related ambiguities, some key product decisions are seen to be done only at
the business line or product manager level, or even within customer account teams, without
strategic analysis of product suitability to companies of product portfolio (Tolonenetal., 2015).
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6. Conclusions

PPM is necessary to allocate resources effectively, maximize profit, and obtain a competitive

edge. It facilitates project prioritization and decision-making. Product complexity has a
detrimental effect on delivery performance, quality, cost, and time. A greater portfolio is the
outcome of a broader product offering. However, consistent implementation is lacking,
especially in the insurance and banking sectors for performance optimization and risk analysis.
Strategic methods and portfolio maps have a strong positive influence on portfolio
performance, while financial methods may not lead to higher-value projects in the portfolio.
Effective PPM is essential for the success of NPD and alignment with business objectives.
Portfolio management is in charge of ensuring balance, optimizing profitability, and bolstering
the organization's overarching plan. The lack of PPM can lead to critical product decisions
being made without strategic research, potentially compromising the acceptability of goods
within the portfolio. PPM can contribute to sustainable innovation and the inclusion of
sustainability dimensions in the product portfolio, aiding in communicating sustainability
performance and accelerating the development of more sustainable solutions. PPM practices
may have a stronger correlation with portfolio management performance than traditional
methods, potentially indirectly contributing to product development programs.

NPD failures may indicate flaws in portfolio management. Financial methods and portfolio
analysis are crucial for decision-making, influencing profitability. Limited reliable information
can hinder these decisions, but they provide strategic insights.

7. Recommendations

Organizations should prioritize effective portfolio management practices to maximize
profitability, and balance, and support the overall business strategy i.e. Portfolio management
practices help maintain a balanced mix of projects, considering factors such as risk, return, and
alignment with the organization's objective and allocating them to different projects based on
their strategic importance and potential impact. This includes utilizing strategic and tactical
tools to assess projects, comparing scenarios, and establishing clear target settings.
Sustainability integration should be incorporated into the product portfolio to enhance long-
term competitiveness and recognition. Collaboration and information sharing should be
fostered within the organization, involving cross-functional teams and leveraging expertise
from different departments. In industries like insurance and banking, effective portfolio
management is critical for risk analysis and monitoring. Regular strategic portfolio analysis
helps evaluate the portfolio's adequacy for long-term corporate growth and profitability.

8. Future Research Direction

Future researchers will explore long-term implications of different PPM techniques and their
impact on organizational performance over an extended period. Investigate the effectiveness
of integrating sustainability dimensions into product portfolios and how it can contribute to
sustainable innovation. Analyze the role of organizational culture and leadership in the
successful implementation of comprehensive PPM practices. Develop advanced analytical
tools and decision-making frameworks to support more informed and data-driven PPM
decision-making. It is better to examines how portfolio management principles can be adapted
to support iterative and adaptive product development approaches, manage risk and balance
portfolios, and integrate with strategic planning processes to align portfolio composition and
resource allocation with organizational objectives.
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