Data-Driven Project Reporting Is Essential
for Success

By Tamara Pomerantz, MHA, MHS, PgMP

Every project in your portfolio is being reported as “green”, yet dates are constantly changing,
resources are overallocated, and project delivery is falling behind.

Why is this occurring?

How Healthy are your Projects, really?

The problem isn't that leaders lack project updates. The challenge is determining whether those
reports reflect reality.

Organizations invest millions in projects intended to improve operations, deliver strategic
initiatives, and create measurable value. Yet many leaders struggle to answer the question:

How much of a project’s reported health is based on objective data,
and how much is based on perception?

If you have ever been responsible for managing project portfolios, you know understanding the difference
is essential.

While a single project may be managed through conversations and simple status reporting, a portfolio
containing dozens - or hundreds - of open projects requires something more reliable: standardized, data-
driven visibility.

The Problem with Subjective Status Reporting

When project status is based on opinions, assumptions, or outdated information, leaders
cannot confidently make decisions. At the portfolio level, this problem becomes even more
significant because inaccurate information from dozens of projects can distort priorities,
resource allocation, and strategic planning. Further, when dealing with a large number of
projects, performance monitoring can be complex. The ability to compare data across projects
in a consolidated view is a necessity.

The foundation of effective project and portfolio management is not simply reporting - it is reliable,
standardized, measurable reporting.
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Consider a portfolio of more than 80 open projects. If each project manager applies only
subjective information for assigning a "green" status, leaders may believe the majority of
projects are healthy when only half are actually meeting schedule and budget targets.

Project status is often communicated through narratives, presentations, and subjective assess-
ments of red-yellow-green health. A project manager may describe a project as “on track” while
stakeholders interpret the same information differently. Further, leaders monitoring many
projects have to apply a standard interpretation across all projects.

Without trustworthy data in addition to subjective information, project and portfolio reporting
becomes little more than a collection of opinions. Status reports then become busy-work rather
than useful tools for the organization.

Measuring More than the Fundamentals

Organizations increasingly recognize that true project success is measured by the value and
benefits delivered. Customer satisfaction, operational improvements, strategic alignment, and
business outcomes are becoming equally important indicators of success (PMI Thought Leader-
ship, 2026. From Vision to Practice, A Playbook to Apply M.O.R.E. Project Management Institute,

WWW. pmi.orgq).

However, organizations cannot effectively measure benefit outcomes if they struggle to accurately
measure the fundamentals: scope, schedule, and cost.

When project managers manually assess status without supporting metrics, reporting becomes
inconsistent across projects. Even with clear communicated criteria for assigning project health,
project health statuses may not be correctly assigned. At the portfolio level, these inconsistencies
make meaningful comparisons nearly impossible.

Before leaders can evaluate whether a project is creating value, they must first trust the underly-
ing data regarding schedule performance, budget adherence, scope delivery, and quality.
Ensuring objective data is captured and assessed alongside subjective information reduces
ambiguity. It allows executives, PMOs, and stakeholders to evaluate performance using the same
standards across every project.
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Transparency Creates Confidence

“Effective Organizational Leaders and PMOs rely on project reviews utilizing data-driven
reporting and dashboard to measure progress and value.” (PMI, The Disciplined Agile Portfolio
Management Mindset. https://www.projectmanagement.com/blog-post/61902/the-disciplined-
agile-portfolio-management-mindset.)

The most effective organizations create transparency through shared dashboards, standardized
metrics, and real-time data-driven reporting.

When stakeholders can independently view project performance, confidence increases. Leaders
spend less time clarifying and confirming status updates and more time discussing outcomes
and decisions.

Transparency also enables organizations to identify relationships between projects. Resource
conflicts, dependencies, overlapping objectives, and opportunities for collaboration become
visible when projects are measured consistently across the portfolio.

This visibility transforms project management from isolated implementation into coordinated
value delivery.

Creating Transparency through Data - The Role of Project
Portfolio Management Tools

To ensure a project is delivered successfully, you must know how it is performing in terms of
scope, schedule, quality, and cost. Analyzing and comparing this information across the
portfolio of projects is the only way to make informed decisions when changes are needed
(PMI, Who moved my project? A streamlined approach to project performance monitoring.
https.//www.pmi.org/learning/library/streamlined-approach-project-performance-monitoring-
7436).

A Project Portfolio Management (PPM) solution should enable more than subjective reporting
capabilities. It should establish a common framework for transparently analyzing, measuring,
and reporting performance across all projects.
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Effective project monitoring requires information that meets several key criteria.

The data must be:

e Timely and Relevant: Updated regularly and sufficiently detailed to support decisions
without creating information overload.

e Consistent: Collected the same way and standardized or normalized across all projects.

e Accessible: Available, easy to understand and verify, and presented together for easy
monitoring and comparison.

e Accurate and Auditable: Supported by data evidence, and traceable to its source.

From Project Health to Portfolio Value

In project management and in portfolio management, successful decisions begin with reliable
data. Before organizations can focus on benefits realization and strategic outcomes, they first
must ensure that their project data is timely, accurate, consistent, and trustworthy.

When project reporting includes both objective and subjective information, leaders can evaluate
and make better decisions.

Organizations that can identify and evaluate project health easily and accurately are able to act
and react fast, creating stronger governance, better strategic alignment, and greater realization
of value.

How MAKE Solutions Can Help

MAKE Solutions brings a proven approach to helping organizations strengthen their project
portfolio management through operational design, governance, and execution. Combining
MAKE’s consulting services and TransIT tool, organizations are better equipped to:

e Align strategy, governance, and operational workflows

e Improve visibility and decision-making across portfolios and projects
e Standardize testing, training, and implementation processes

e Reduce inefficiencies and accelerate time to value

e Deliver measurable, sustainable outcomes
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