
The S.M.A.R.T. planning cycle is a continuous process of planning capacity to ensure consistent and 

coordinated strategic portfolio delivery. S.M.A.R.T. stands for Size, Model, Align Roadmap, Transparency.

S.M.A.R.T. planning is a structured approach to resource capacity planning that covers the full lifecycle of portfolio 

work, from annual roadmap planning through initiative approval, delivery, and value realization. By sizing demand, 

modeling scenarios, aligning roadmaps to real capacity, and maintaining ongoing visibility, IT PMOs can make 

confident decisions about what work to take on, when to start it, and how to staff it. This framework runs in parallel 

to delivery execution, ensuring that resource forecasting remains accurate as priorities and project status evolve. 

Access to people, individually and in teams, is the single greatest constraint on enterprise strategy execution. No 

matter how well-prioritized a portfolio is, it cannot be delivered without the right skills, roles, and capacity available 

at the right time. A truly adaptive IT portfolio management approach must tie team and role availability directly to 

strategic planning. Skills-based resource planning is not optional; it is the foundation of executable strategy.

Resource Capacity Planning for IT PMOs: 
The S.M.A.R.T. Planning Framework



Sizing is the foundation of resource capacity planning. In this first stage, PMOs 
and portfolio managers create high-level demand estimates for all projects, 
epics, and operational work, capturing the roles, skills, and effort required before 
any initiative is approved. This is not about perfection; it is about establishing 
enough structure to evaluate feasibility and make informed resource allocation 
decisions. Key factors to capture during sizing:

Step 1: Size –  
Estimating Resource Demand Before Work Begins
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• Capacity: Identify the people, teams and roles in the organization and their 
expected working hours or effort weekly or monthly. 

• Strategy: Assign portfolio tracking fields as part of the initial sizing process. 
Typical fields include strategic theme (revenue generation, cost reduction, 
risk mitigation, operational excellence, R&D), work type (architectural 
enabler, project, epic, KTLO, technical debt), and other attributes (business 
owner, project manager, epic owner, business line, program, portfolio, 
proposal/approved).

• Assign the demand in FTE, hours or cost of each skill, role or team needed to 
deliver the initiative. Forecast estimates will be refined and project deadlines 
and milestones will be realigned over time, so do not get caught up in 
perfection.

• Estimate the magnitude and timing of external expenses associated with 
delivering the capabilities. This will allow planners to understand not only 
the resource capacity needed, but also the impact of capital and operating 
expenses when sequencing work.

• Sizing should be done for all new and in-flight work. For in-flight work, sizing 
is an exercise in what’s to come based on what has already happened.

Many organizations utilize mixed methodologies for their strategic planning, 
commonly Agile and waterfall. Roadmap planning must include high-level sizing 
of work in all projects and epics to properly evaluate availability, funding, and 
other guardrail risks.

Watch this video to learn more about sizing your project work for 
your portfolio for the S.M.A.R.T. Planning model.
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https://www.youtube.com/watch?v=5ntVuQjmQ5k&authuser=0


The second stage of the framework is portfolio scenario modeling – testing 
proposed portfolio sequences and resource allocations against real capacity 
data before any changes are made to live plans. This is where what-if analysis 
becomes the IT PMO’s most powerful decision-making tool. Effective modeling 
factors in:

Step 2: Model –  
What-If Scenario Planning Before You Commit

•  Available capacity of people and teams

•	 Ranked priority

•	 Budget impacts

•	 Timing of benefits, costs, and CapEx/OpEx expenditures

•	 Portfolio guardrails such as work mix, planning horizon mix, etc.

Scenario modeling is essential to responsible portfolio management because 
it separates exploration from commitment. Organizations can test the impact 
of adding new projects, shifting timelines, or losing key resources, all without 
touching live data. This sandbox approach to resource planning means 
leadership gets a clear, data-driven view of how each decision affects resource 
utilization, KPIs, OKRs, and project financials before a single plan is changed. 
The result is faster, more confident portfolio decisions and fewer reactive 
adjustments downstream.

Important factors to consider with modeling:
•	 Ensure that your portfolio sequence optimizes the flow of benefits to your 

organization without burning out talent by over-allocating or assigning too 
much concurrent work.

•	 While critical to strategic delivery flow, resource availability must be 
evaluated bearing in mind any interrelated portfolio considerations.

 
•	 While evaluating scenarios and alternatives, focus on value.

Learn more about using models for the S.M.A.R.T. planning cycle 
with this video.
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In this third stage of S.M.A.R.T. planning, once the model has been optimized, 
reviewed by stakeholders, and approved, stakeholders with work on the 
roadmap need to fine-tune the roadmap to make sure their work, teams and 
deadlines are in alignment.

Roadmap planning, at every level, is a continuous process. Sizing and then 
modeling risk mitigations prior to approval allows organizations to provide key 
decision makers with a confident assessment of start dates, duration, and costs 
relative to all other in-flight and planned portfolio work. For Agile teams, they 
must ensure that their interval plans align with planned portfolio delivery dates 
and team allocations.

Sizing and sequencing work reserves capacity for teams to deliver if they 
will align project and epic delivery to the portfolio or product roadmap. It 
also clarifies which teams or skills are needed to deliver strategy and allows 
executives to understand clearly what skills gaps are gating strategic delivery.

By forecasting demand and aligning it to capacity, organizations can sequence 
initiatives in a way that makes strategy executable. This visibility clarifies which 
roles and skills are required, where constraints exist, and which gaps are actively 
limiting strategic progress. This enables earlier, better-informed investment and 
workforce decisions.

Step 3: Align Roadmap –  
Building Resource-Aware, Executable IT Roadmaps

Important factors to consider when aligning roadmaps:
•	 Roadmaps should show what can be delivered versus what a product 

manager wants to deliver.

•	 Many companies’ roadmaps are wish lists with little visible impacts or 
commitments from shared resources. Product, Program, and Portfolio 
Managers must require 12-month roadmaps tied to resource availability on 
a common timeline, in an enterprise resource portfolio planning platform. 
This the best way to align strategy with effective execution across all delivery 
methodologies and organizations.

This video explains how to optimize your roadmap with modeling.
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The fourth stage of S.M.A.R.T. planning is ongoing resource visibility, a 
continuous view of how every person, role, and skill is allocated to strategic work 
across the portfolio. Resource forecasting does not end at planning approval. 
Product, Project, and Program Managers are expected to reforecast capacity 
requirements regularly as delivery progresses. This rolling forecast loop gives 
portfolio planners real-time data to confidently adjust work sequencing, flag 
risks early, and prevent overallocation before it causes delivery failures.

The transparency that ensures strategic delivery is all about how the people, 
teams and individuals are planning to deliver strategic capabilities and 
outcomes. Transparency is only the first step. It must facilitate continuous 
proactive alignment of work and resources to maximize strategic delivery while 
mitigating portfolio and workforce risks.

Step 4: Transparency –  
Real-Time Resource Visibility Across the Portfolio

Important factors to consider with transparency
•	 Users need the ability to visualize your data by any grouping of portfolio 

tracking fields.

•	 Planning can occur at a project, portfolio, epic, or feature level.

•	 Portfolio synchronization meetings, including business reviews, should 
always be informed by roadmaps tied to available capacity.

•	 Alignment of resources to work and all the associated portfolio information 
should always be visible. This ensures anyone can see how skills are planned 
to support strategic delivery. The same is true of resource alignment to 
associated costs, benefits, and interdependencies.

The most critical area of transparency is how resources are allocated to execute 
strategy. The ability to adapt plans depends on having clear visibility into 
capacity, commitments, and constraints. This requires both vertical transparency 
(linking people and skills to initiatives, investments, and strategic objectives) 
and horizontal transparency across the portfolio, such as by budget, product, 
or business unit. Because delivery is ultimately constrained by people and skills, 
this visibility is essential to understanding tradeoffs, assessing the impact of 
change, and making informed decisions at the strategic level.

Learn more about how to visualize techniques to manage your 
portfolio for transparency in this video.
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Benefits of S.M.A.R.T. Planning for IT 
PMO Resource Management
Taking steps to achieve predictable strategic portfolio delivery will bring 
demonstrable value to your organization. The ability to model adjustments to 
portfolio delivery based on changing business conditions allows for data-driven 
discussions before making decisions. The S.M.A.R.T. capacity planning cycle 
ensures that critical decisions about adding new work or adjusting in-flight 
work are made based on data. The stages of sizing and modeling where best to 
place new or adjusted work provides easy but effective analysis of alternatives 
without impacting production data. This leads to better portfolio decisions that 
otherwise might result in risks to portfolio delivery. When organizations can 
make these data-driven decisions that help with strategic delivery, they achieve 
informed adaptability, a very effective way to mitigate risks early.

The S.M.A.R.T. planning cycle saves resource managers and leadership time, 
improves consistent predictable delivery, and saves money for on-time delivery 
and benefits realization.

S.M.A.R.T. planning can also improve resource retention and strengthen strategic 
workforce planning objectives. By allowing full visibility into what resources are 
planned to work on what project and how much time, organizations can avoid 
over-allocation and Work In Process (WIP) limits. Additionally, S.M.A.R.T. planning 
provides early visibility to skills shortages, so organizations have enough lead 
time to bring in contingent labor if needed. This also allows internal candidates 
with aspirations to fill those shortages with the opportunity to prepare and 
apply for future open positions.  By ensuring all stakeholders, including HR 
and business leaders across your organization, are involved in the sizing and 
modeling stages, you can ensure that talent strategies are integrated with 
project and product needs, building a more resilient and adaptable workforce.
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Frequently Asked Questions: Resource 
Capacity Planning for IT PMOs
What is resource capacity planning for IT PMOs?
Resource capacity planning for IT PMOs is the process of identifying the people, 
roles, and skills available within an organization and matching that supply to 
the demand created by projects, initiatives, and operational work. It enables IT 
leaders to answer: Do we have enough capacity to take on this project? Which 
team is available and when? Where are our skills gaps? A structured capacity 
planning process, like S.M.A.R.T. planning, helps PMOs move from reactive 
staffing to proactive, data-driven portfolio delivery.

How does What-If scenario modeling help with resource 
forecasting?
What-If scenario modeling allows PMOs to simulate the downstream impact of 
portfolio changes, such as adding a new initiative, shifting a project timeline, 
or losing a key resource, without altering live planning data. In the S.M.A.R.T. 
framework, the Model stage uses this capability to evaluate alternatives before 
committing. Leaders get a data-driven view of each decision’s impact on 
resource utilization, KPIs, OKRs, and project financials before a single plan is 
changed, enabling faster and more confident portfolio decisions.

What is the difference between resource management and 
resource capacity planning?
Resource management is a strategic practice of understanding all roles, skills 
and people demanded by the entire portfolio. When IT PMOs adopt strategic 
resource planning, they are broadening the planning process to extend months 
or years out and to understand the project and portfolio demand both top-down 
and bottom-up. Resource capacity planning is a process within the resource 
management umbrella where portfolio and resource leaders understand how 
much capacity by role, skill, team or person is needed to deliver a portfolio. 
Capacity planning gives portfolio leaders an actionable plan to determine who 
and when to hire or upskill. Resource management is more holistic; it takes the 
process of resource capacity planning and combines it with aligning this capacity 
with resource allocation and ensured resources are properly in place to ensure 
strategic goals can be accomplished.
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How do IT PMOs align resource forecasting with strategic portfolio goals?
Strategic alignment requires that every initiative be tied to real resource 
availability, not aspirational headcount. The S.M.A.R.T. framework achieves 
this through Align Roadmap (sequencing work based on actual capacity) and 
Transparency (maintaining continuous visibility as delivery evolves). Organizations 
that tie resource forecasting to strategic objectives sequence work that maximizes 
value delivery while protecting teams from overallocation and burnout.

Why do IT project portfolios fail due to resource constraints?
Most IT portfolio failures stem not from poor strategy, but from poor resource 
visibility. When PMOs approve work without validating capacity, key contributors 
become overallocated, delivery slows, and projects miss milestones. Without 
a formal capacity planning process, teams are forced into reactive mode. The 
S.M.A.R.T. planning cycle addresses this by requiring resource feasibility checks 
at the Sizing and Modeling stages before any initiative is approved, reducing the 
risk of overcommitment and enabling more predictable portfolio delivery.
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Further Reading

Auditors and business leaders who are not currently using Tempus Resource but are interested in exploring 
its features can arrange a demo with the Tempus Resource team by visiting https://www.prosymmetry.com/
schedule-demo.

To learn more about how to build a scenario planning 
strategy, read our Guide to Portfolio Success with 
Scenario Planning.

Our PMO’s Guide to Great Resource Management 
helps explain the value of resource management, how to 
implement a resource management strategy, and includes 
a resource management maturity model.

Learn tips for how to utilize skills management to take best 
advantage of your resources in our Guide to Leveraging 
Skills in Your Resource Planning.
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