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Abstract: The Enterprise Project Portfolio Management (EPPM) has seemed to fail when trying to work together with 
the Performance Management Systems, e.g. the Balanced Scorecard (BSC). Therefore, the aim of this article was to 
consider the possibilities to combine an EPPM-BSC model at both the strategic and project level. The past studies show 
that BSC, when integrated with EPPM, can be successfully cascaded from the strategic level on to the project level and 
thus enable managers in developing their own project scorecards. Still, further research is needed, especially in finding 
a suitable model for KPI selection. 
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1. INTRODUCTION 
 
The aim of this review was to investigate a possibility to 
make a conceptual framework for integration of the BSC 
and the EPPM. The framework would use the BSC for 
setting and the EPPM for implementing the business 
strategy, monitoring and controlling the strategy on the 
strategic as well as on the project level. Besides 
integration, this analyze also challenges the applicability 
of the BSC to the pharmaceutical industry in Croatia. This 
is important since many Western authors have questioned 
its applicability to transitional economies [1, 2, 3]. We 
will give a brief overview of the relevant literature. Then, 
we will explain the framework and after all will discuss 
the guidelines for further research. 
 
2. ENTERPRISE PROJECT PORTFOLIO 

MANAGEMENT  
 
In recent years, the Enterprise Project Portfolio 
Management (EPPM) has evolved to be an efficient tool 
covering a wide span of industries, e.g. construction, 
pharmacy, automotive et cetera [1]. Although the EPPM 
is often seen as a software package, it is much more – it 
affects how a business conducts itself. Thus the EPPM 
represents a system for integration of business processes 
in order to manage almost any operation/project in an 
organization. The EPPM model has become the last 
generation of project approaches to strategically planning, 
which includes supervising of strategic objectives. 
Unfortunately, almost half of the EPPM implementations 
fail and do not achieve the desired results. The reason can 
be found in the inability to be connected with business 
strategy [4, 5]. Furthermore, the major number of the 
EPPMs fails because of soft and often neglected factors – 
i.e. resistance to restructuration and to strategic 
management [6-8]. Although the EPPM has just begin to 
develop, authors agree that the main success factor for the 

EPPM implementation is to create the strategic 
requirement from the highest levels of management and to 
“force” them on to the lower levels [9-11]. Therefore, a 
link that will merge the EPPM and the regular 
Management System (MS) is of unquestionable 
importance for an organization if it wants to set, monitor 
and control strategy implementations at all management 
level. 
The Enterprise Project Portfolio Management (EPPM) has 
been viewed from different viewpoints. One approach is 
that the EPPM is software which helps to plan and to 
implement all projects within an organization [11]. From 
another point of view, the EPPM selected, planned, 
controlled and implemented the projects from a central 
location that rigorously assures all projects report 
progress to a single element [12]. Both of these 
approaches could fit an organization, but the bigger 
picture helps to understand the full potential of the EPPM. 
The five biggest problems at the level of strategic 
planning studied by Cooper, Edgett and Kleinschmidt 
[41] are:  
1. No link between strategy and project selection  
2. Poor quality portfolio  
3. Deductions from termination of a project 
4. Bad allocation of resources and lack of attention to 

the implementation of the project  
5. Preference for short-term, affordable and "easy" 

projects  
 
Problems identified through their own experience and 
observations are:  
1. With implementation of the strategic plans, there is 

not sufficiently attention paid to the strategic 
priorities  

2. Non-exploitation of the synergies of  projects within 
a single business system  

3. Lack of risk assessment, control of resources and 
time constraints  
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4. Unclear accountability at the level of strategic 
management  

5. The strategic orientation of the strategic plans is 
reduced as the project   progresses  

6. The development of computer technology allows 
much better use of IT applications in the function 
analysis and control of the strategic plan.  

7. Large market pressures and competition affect the 
speed and quality of strategic management decision-
making about which projects are profitable for the 
company, and which are not  

8. At the level of strategic decision-making, there is a 
need for linking the strategic and project evaluation 
plans and their implementation  

9. The application of new methodologies and IT 
applications is needed to classify the existing base of 
software projects which aimed to speed up 
development time, reducing costs and giving some 
flexibility when choosing projects (drugs).  

Implementation of an EPPM is a continuous process of 
implementing many PM tools and processes as the 
maturity of a company grows over a time. Therefore an 

EPPM should always be considered as a continuous 
process. The process starts from the top, from the 
strategic level where the need arises to define project 
portfolio(s), to integrate plans with budgets and possible 
resources and to establish core procedures for project 
initiation, planning and actualizing of project status at 
regular time intervals. 
Balancing the impact of projects from the portfolio on the 
strategy depends on a number of parameters including the 
risk, time, markets, therapeutic areas, patient population 
and technology. Although the assessment of projects 
through the phases of project portfolio management 
provides a lot of data, they do not provide decision 
makers with a clear view of the entire portfolio of 
projects. 
By an analytical approach, project data can be used to 
view the status of the entire portfolio of projects across all 
resources in order to estimate the state of the portfolio of 
projects as accurate as possible. The Figure 1 shows the 
risks and values of projects in the portfolio, while the size 
of investment required for each project is the size of the 
circle. 

 

 
 

Fig.1. Balancing the portfolio - the risk versus return 
 
The Figure 1 shows that a large number of projects fall 
into the least attractive group and that these projects will 
receive too much investment. The Figure also shows that 
the low number of projects is in the most attractive group, 
while the two in the planning stages corresponding 
financial evaluated. 
After review and analysis of projects the project team 
must provide to the governance structures report for the 
balance of portfolio assessment for all relevant indicators. 
When all project specific data were recorded in the 
database, a variety of software applications were used to 
automatically generate reports. Scoring evaluation should 
allow the management structures to evaluate the multiple 
variants portfolio of projects in order to create a well-
balanced portfolio of projects and its effective 
management. 

The benefits of implementing EPPM are clear and 
scientifically proven, and are listed below. 
Direct benefits: 
 Inventory reduction 
 Reduction of personnel 
 Increased productivity 
 Improvements in order management 
 More rapid closing for financial cycles 
 Reduction in IT and procurement costs 
 Improvement in cash flow management 
 Increase in profits and revenues 
 Reductions in transportation and logistics cost 
 Reduction in the need for system maintenance 
Indirect benefits: 
 Improved visibility of corporate data 
 New improved business processes 
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 Improved responsiveness to customers 
 Unanticipated reduction of cost 
 Tighter integration between systems 
 Standardization of computing platforms 
 Increased flexibility 
 Global share of information 
 Improved business performance 
 Improved visibility in Supply Chain Management 
 Improvement in on-time delivery performance. 
 
However another study [13] showed that such EPPM 
projects should not be assessed immediately after their 
implementation, but after eight months. The same study 
also showed median savings of $1.6 Mio that directly 
came from EPPM. However, the cost of EPPM 
implementations varies from a few thousand dollars to 
several millions of dollars [14]. This cost, of course, 
further escalates with hiring consultants, specialists and 
maintenance staff. The Gartner group [15] found that 
companies spend up to three times on consultants as they 
do on EPPM itself. Additionally, there are the costs of 
end-user-training, change management and, the most 
important, the battle with new levels of complexity.  
 
3. THE BALANCED SCORECARD 
 
Kaplan and Norton presented The Balanced Scorecard 
(BSC) in 1992 (see Figure 1) [16]. BSC balances between 
financial and non-financial indicators and measures 
critical activities and processes in order to control 
implementation of a business strategy [17]. A balance can 
be found in short-term and long-term objectives, as well 
as in quantitative and qualitative measures. Kaplan and 
Norton state that BSC supplements traditionally criticized 
financial indicators with indicators from three other 
perspectives: Internal Processes, Learning and Innovation 
[18]. BSC possesses great strengths e.g. safety from sub-
optimization, it communicates strategy objectives 
throughout the organization and, if implemented 
correctly, generates only a small number of activities to 
control. It also identifies the company’s present state and 
future business potential and can be applied (so the 
authors claim) to both for-profit and not-for-profit 
organizations [19, 20]. BSC is a strategic planning and 
management system that is used extensively to align 
business activities to the vision and strategy of the 
organization, improve internal and external 
communication, and monitor organization performance 
against strategic goals. Among many it is perhaps the best 
known framework. To embark on the Balanced Scorecard 
path an organization first must know (and understand) the 
following [21]:  
 The company's mission statement  
 The company's strategic plan/vision  
 The financial status of the organization  
 How the organization is currently structured and 

operating  
 The level of expertise of their employees  
 Customer satisfaction level  
Practice has shown that regular use of MS can positively 
influence business results [22-27].  
Unfortunately, similar to EPPM, more than half of BSC 
implementations today also fail [28-31]. There are 

different MS, among which the BSC is probably the most 
popular. The Harvard Business Review at the end of the 
millennium declared BSC to be “the most influential 
management idea of the past 75 years” [32]. As soon as 
Kaplan and Norton [16] introduced BSC, it became a hit 
and showed its advantages over other MS models. This 
was especially evident in its high strategic focus and the 
communication of strategic objectives throughout the 
organization. Besides the traditionally criticized financial 
indicators [19, 33-35], BSC also introduced additional 
perspectives. Still, the tool has been criticized [36-38,17] 
for not being able to align KPIs with lower level 
scorecards, i.e. to cascade the BSC [39,40,2]. 
Furthermore, issues with managing strategy in companies 
are more than present. Thus only 5% of employees 
understand the company’s strategy, only 25% of 
managers have initiatives closely tied to strategic 
priorities, only 40% of organizations link their budget 
with strategy, and less than 15% of project teams spend 
even up to 1 hour on discussions about strategy [18, 
41,42,20]. Therefore many authors have suggested further 
integration of BSC in this direction [33, 34, 43-45], but 
until now little has been achieved. 
 
4. THE RESEARCH METHODOLOGY 
 
After summing up the literature, we conclude that project 
portfolio management today represents the driving force 
of business processes in a company for its active action, 
innovative approaches and management processes, and 
ensures the survival, development and continuous 
development of a project-oriented business system on the 
competitive global market. Furthermore managers in 
companies, at all levels of business, have many indicators 
in the process of strategic planning. Often these indicators 
are not in direct dependence with the company strategy 
and cannot be closely tied with certain strategic objectives 
[34]. Therefore identification of key indicators at the 
project level and their alignment with the strategic goals 
of the organization will enable effective monitoring and 
control strategies with the design perspective [46]. 
For all these reasons, in this article we question whether 
managers in a project-oriented company can use the 
synergy of the BSC and the EPPM model to: identify 
strategic objectives, communicate strategic priorities to 
lower levels of management and thus, through projects, 
coordinate strategic planning.  
The main objective of this research was to establish a 
model as a combination of EPPM and BSC. In order to do 
this, we first reviewed the literature to learn about current 
achievements in integrating BSC and EPPM. However, an 
important prerequisite for integrating these two models 
was the more rapid development of the project documents 
of a company or the organization of PMO at a strategic 
level.  ARIS software was used to integrate BSC and 
EPPM.  ARIS is software developed for planning, 
monitoring and control of business processes in 
enterprises and especially for integrating BSC and EPPM:  
For the sake of conciseness in this article we will not 
describe the software in detail, but we will only present its 
main characteristics.  The main possibilities of ARIS:  
 Several individual strategic perspectives may be 

defined for the enterprise.  
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 With ARIS it is possible to define consistent "cause 
and effect chains" throughout the enterprise for your 
strategic goals.  These "cause and effect chains" can 
be brought down to lower hierarchical levels (e.g. 
using ARIS variants).  

 Cause and effect chains can be analyzed in special 
reports.    

 With ARIS it is possible to define and document your 
key indicators (lead and lag indicators) and the 
initiatives needed to attain your strategic goals.  

 With the help of the WebPublisher you can 
communicate your strategy and strategic goals with all 
your employees (intranet and internet).   

 The current data or values of your key indicators 
gathered are compared with the planned values, with a 
clear presentation of their differences (positive and 
negative aspects).  

 It is also possible to link (interface) with data 
warehouses: (e.g.) IDS PPM and other information 
systems (SAP, Baan, Navision...). 

The Primavera Enterprise system was chosen as the 
EPPM, as it is currently the most used EPPM software in 
project oriented firms.  Further, the IT module HR.net was 
installed, by which the demanding BSC perspective of 
internal processes and the satisfaction of employees are 
completely integrated into both the BSC and EPPM 
reports.  In order to validate the models, the BSC-EPPM 
model was implemented in JGL, a pharmaceutical 
company, for a period of 5 years.  The effectiveness of the 
model was monitored on a half-year basis.  As the main 
goal, to confirm this model, a main strategic goal was set 
(to increase EBITA* by at least 10% a year). 
 
5. MODEL BSC-EPPM 
 
EPPM is an asset of the organization that changes the way 
business is conducted through projects. Figure 2 shows 
the model’s scheme which embraces the concept of 
joining EPPM and BSC. 

 

 
 

Fig.2. Elements of a Strategic Design for Enterprise Project Management 
 
In this figure we see that without synergy BSC is a static 
model and that to attain the goals set, dynamic monitoring 
of realization is needed. The response to monitoring and 
realization of strategic goals through the EPPM method is 
quick and the company becomes more competitive in 
response to the external and internal environment.  

The BSC EPPM model was designed through six steps, as 
shown in Figure 3: 

1. Defining the SWOT factors 

2. Connecting the BSC objectives, 

3. Selecting the right option from the BSC chart, 

4. Prioritizing projects to portfolios and the BSC 
perspectives 

5. Generating the prioritization matrix 

6. Prioritizing the results. 

 
 

Fig.3. Steps in a BSC EPPM model 
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6. VALIDATING THE MODEL  
 
The current business environment for pharmaceutical 
research companies has experienced significant changes, 
which have resulted in several key challenges, including 
the tremendous costs of drug development, the continuous 
productivity crisis, the inevitable wave of expiration of 
patent "blockbuster" drugs and tightening of regulatory 
laws, rates and charges. Pressures on pharmaceutical costs 
and revenues result in a difficult environment, in which 
high profit growth has been maintained by the industry 
over the past two decades. 
Pharmaceutical executives are under significant pressure 
to restore and maintain earnings growth, and thereby 
restore the investor confidence lost during the recession 
period. These strategies must be developed and 
implemented with maximum efficiency if they are to 
increase share value. Therefore establishing an efficient 
EPPM and supporting infrastructure are major factors of 
success in meeting these goals. 
As mentioned in the methodology, the integration of BSC 
and EPPM was conducted in the pharmaceutical company 
JGL. The company mission is to improve the quality of 
life through care for the health of its customers and the 
whole of society. 
We developed a BSC strategic map as a central statement 
of the company’s strategy. The version of the map is 
structured as four primary strategic themes: 
 Operating Efficiency 
 Focus on Customers/Partners 
 Internationalization of business 
 Organization Geared towards Customers / 

Partners 
Although the themes include the creation of separate 
strategic areas-perspectives (finance, customers, internal 
processes and growth and knowledge) they all together 
produce a synergy when achieving the final goal – in this 
case: “Long term growth of shareholder value”. 
Impacts between the strategic objectives, within each 
strategic area, are represented by cause-effect 
relationships.  
The current state of JGL’s organization was strongly 
oriented to the business functions and functional 
management of product realization processes. 
Furthermore, there was typically a lack of quality insight 
into the functioning of the whole process, which usually 
had a so-called "multi-functional" character (cross-
functional processes). It was therefore necessary to 
introduce a new line of management responsibility, a 
higher level than the current function, which would 
integrate the product realization processes and implement 
project management within the system. 
It certainly needs to be pointed out that the task of 
management at that level should not be management of 
individual projects to realize products or optimization of 
business functions in their support, but management of 
the interaction between them.  Management of these 
projects should be left to lower-level management, that is, 
the owners of those processes.  The reason for introducing 
this strategic theme was greater productivity of the project 
portfolio, where management intended to increase the 
realization of planning new products through a project 
approach. 

The main premise of the strategic themes was a gradually 
focus on key segments over the coming five years. To 
realize this ambition and to set financial limits (revenue 
growth, profitability), it was necessary to develop and 
manage the Customer Value Proposition (CVP) and thus 
increase competitiveness in selected segments. 
Furthermore, to implement CVP in markets where 
interaction with customers is of crucial importance, it was 
necessary to develop an effective Customer Relationship 
Management (CRM) system, whose structure would be 
consistent with the structure of the CVP and thus allow 
easier deployment and implementation of effective 
control of the CVP in some segments  
Implementing the project approach in managing the 
business development process is necessary for easier and 
long-term business development and planning activities 
and resources necessary for their implementation. In 
addition to planning business development resources, this 
approach would facilitate management and integration 
with other processes that also require support for planning 
their resources. The main reason for introducing this goal 
is to be found in a systematic and long-term approach to 
the development of this organizational segment, which 
will enable the company to become as desirable as 
possible as a business partner, and the company will rise 
in a shorter period of time into new "market niches" for 
drugs on the international market.  
For good strategic alignment of human capital, there are 
two approaches which give a good balance of maximum 
effect. Within the “Models of strategic sub-family 
affairs”, the company concentrates the efforts of its HR 
program on several tasks that are critical for the 
realization of the strategy. 
On the other hand, the "Model of strategic values" starts 
from the assumption that the strategy should be the job of 
all employees - and that the strategy promotes a set of 
values and priorities that should be incorporated into the 
objectives and actions of all employees. 
 
6.1. Implementing the model steps in JGL 
 
6.1.1 Step 1: Defining SWOT factors  
 

In the first step, after three months of internal workshops 
and the participation of all functional management of the 
company, SWOT factors and a detailed analysis of the 
external and internal environment of the company were 
defined.  Each functional manager was given a period of 
15 days in which to write a SWOT analysis of his own 
business functioning.  A general SWOT analysis for the 
company was adopted at a special workshop of the 
Strategic Committee after the matrix for SWOT analysis 
had been established.  By using the numerical method we 
arrive at the mutual influence of internal and external 
factors related to the four BSC perspectives. For each 
factor was estimated value of influence on another factors 
and how much other factors influence on them, figure 4. 
With this influence values for each factor we go in a 
matrix where through above mentioned value of influence 
we positioning the factors in a matrix. Factors which are 
positioned in up half of matrix (active and critical factors) 
are choosing for definition of strategically options, figure 
5. The second step in the model was to connect the BSC 
strategic options with long-term corporate objectives. 
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Fig.4. SWOT factors impact matrices 
 
6.1.2 Step 2: Connecting BSC with Objectives 
 

In this step the strategic board analyzed and adopted the 
connection between individual critical and active factors 
of the SWOT analysis with options of the Strategic Map 
of the company. A separation of options was made of 
regarding to BSC perspectives. The interconnected 
strategic options are assessed and sorted by a numerical 
matrix model in two different matrix regarding their 
bigger or smaller risk to be realized or bigger or smaller 
influence on profit. The sums of these single influences 
are base for positioning of options in four fields of 
strategic options matrix. 
 
6.1.3 Step 3: BSC chart – Selection of Options 
 

In the third step the Strategic Committee chooses 
aggressive and advanced options. Aggressive and 
advanced options for further analysis were selected and 
accepted as strategically goals for projects which have to 
launch them, because the company objective was to 
maintain stable revenue growth. Again, a selected goals 
are same as goals from strategic map and correspondent 
projects was made regarding to BSC perspectives. 
 
6.1.4 Step 4: Proposition of projects and buildup of 
Project Portfolio and BSC Perspectives 
 

In the fourth step of the BSC-EPPM model proposition of 
projects in various portfolios of the company and their 
measuring regarding the realization of goals. 
It is also worth pointing out the mutual influence of 
priorities from the BSC perspectives and the EPPM.  

Each project in the project portfolio was assessed 
accordingly to its influence on strategic goals. Sometimes 
is not enough to be initiated only one project to resolve 
one of the strategic goals. In the work on this step, the 
role of experts in individual project portfolios of the 
company was vital. In separate workshops, they analyzed 
the strategic options according to individual perspectives. 
Specifically, the financial department analyzed and 
assessed topics from financial operations and sales and 
assessed the potential of the market, together with 
strategic marketing. Support in decision-making and 
summary assessment on the Strategic Committee was 
given by the IT department and PMO.  Through an 
interdisciplinary approach the strategic goals been 
reached. On this way portfolio of project was established 
and managing with them is task of EPPM in purpose to 
reach the stategical goals which were determine by BSC 
method. On this way synergy of this two concepts give 
the posibilities toralization of strategic goals be measured 
in the phase of planning.  
 
6.1.5 Step 5: The projects ranking 
 

In the fifth step the matrix of return and risk projects was 
defined. In order to prioritize the selected projects in 
terms of quality through this new model it was important 
to understand the classification of KPI for pharmaceutical 
companies. Many companies work with the wrong 
criteria, many of which are wrongly defined KPIs (Key 
Performance Indicators) [33]. Only a small number of 
organizations / companies actually monitor their KPIs [3]. 
The reason for this is that very few organizations, 
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directors, accountants or consultants even explore what 
the KPIs actually are. There are four types of performance 
measurement [46]: 
1. Key Result Indicators or KRI - show success in 

perspective and are a critical success factor. 
2. Result Indicators or RI - show what has been done 
3. Performance Indicators or PI - indicate what to do 
4. Key Performance Indicators or KPI - show what to do 

to significantly increase performance. 
Many performance measures used by companies are an 
often inadequate mixture of these four types. 
Furthermore, by analyzing a large number of KPIs used in 
construction [47] we concluded that there are the seven 
features of every KPI:  
1. non-financial criteria (not expressed in a currency) 
2. measured periodically (continuously, daily, weekly, ..) 
3. triggered by the executive board 
4. clearly show the activities required of the CEO 
5. measurements associated with EPPM resources  
6. have a significant impact – strategic planning 
7. point to appropriate action 
After selecting numerical and non-numerical 
achievement, the MB, in a period of 6 months, revises and 
presents their proposed order of projects to the Board of 
Directors after prioritization. As result we recognize KRI 
and KPI classification for a pharmaceutical company 
(JGL case study) as projects’ goals, shown in Table 1. 
Then, for each project the value of each KPI is estimate 
and their summing resulted with total value of risk and 
total value of profit. Through this contribution of each 

project to realization of corresponding goals the ranking 
of projects with best total values are listed.  
 
6.1.6 Step 6: Result of the Prioritization 
 

The sixth step in the process of implementation of the 
BSC-EPPM model was the last and most important step 
in the elaboration of the model.  By combining the 
financial KPIs and the assessment model, a matrix of 
prioritized projects was obtained (Table 2), as the final 
preparation for deciding on adoption of the annual project 
plan according to all the perspectives by the Strategic 
Committee of the company.  The time needed to decide 
on adoption of the project plan in the phase of planning 
was reduced in this way from the initial 5 months in 2006 
to 45 days in 2010.  
As the final result, in the BSC-EPPM model R&D 
projects were adopted, according to the assessment 
principle, along with the total budget for the following 
year.  Plan revisions were undertaken every half-year 
according to the needs of the new markets. The PMO, 
which in the phase of strategic planning becomes the 
Enterprise Project Management Office (EPMO), prepares 
the final adopted project plan in the report. This report is 
needed to align all the portfolios in terms of time. After 
validating this model we found that managers in a project-
oriented company can use the synergy of the Balanced 
Scorecard and the EPPM model to: identify strategic 
objectives, communicate strategic priorities to lower 
levels of management and thus, through projects, 
coordinate strategic planning.  
 

 
Table 1. KRI and KPI classification for a pharmaceutical company (JGL case study) 
 

 

1 NPV (Net Present Value) 
NPV is a standard method for assessing long-term financial projects. It is 
used in evaluating investments, and measures the excess or shortfall in cash 
flow. 

2 IRR (Internal Rate of Return) 
IRR is the rate of return used for measuring and comparing investment 
returns.  

3 ROI (Return of Invest) 
ROI is the ratio of money (obtained or lost) on the project in relation to the 
amount of overall investment.  

1 Unique competitive advantage  Representing a strategic business advantage over your competition  

2 The engagement of man / months  Non-numerical KPIs in the process of strategic planning  

3 Project Budget (expenses)  Non-numerical KPIs in the process of strategic planning  

4 Estimation of uncertainty  Non-numerical KPIs in the process of strategic planning  

5 Number of people involved  Non-numerical KPIs in the process of strategic planning  

6 Lack of key persons  Non-numerical KPIs in the process of strategic planning  

7 Included external business partners  Non-numerical KPIs in the process of strategic planning  

8 Technology Non-numerical KPIs in the process of strategic planning  

9 Interdependence Non-numerical KPIs in the process of strategic planning  

10 Uniqueness  Non-numerical KPIs in the process of strategic planning  

11 The organizational impact  Non-numerical KPIs in the process of strategic planning 
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Table 2. Result of Prioritization 
 

 
When initially began to integrate BSC and EPPM the 
company had an Executive Board, a Portfolio 
Management Board (PMB) and Strategy Committee.  
The Executive Board of the company was a 
multifunctional board including the directors of the key 
business functions with the appropriate authority and 
executive powers.  It met according to a defined pace and 
with previously defined meeting topics. After the 
introduction of the EPPM-BSC model, the PMB, from an 
advisory, multifunctional and multidisciplinary 
professional body, became the body that decides on the 
company portfolio.  On the basis of assessment of internal 
documents, through which new topics are formally 
proposed, the PMB decides by consensus to launch new 
development projects, expand the portfolio or terminate 
unprofitable products, where all market and professional 
factors are taken into consideration.  The Strategic 
Committee is responsible for defining company strategy, 
analyzing achievements and aligning them with the 
"annual strategic calendar", for defining key goals and 
success indicators (KPI) in line with defined methods and 
tools, and communication of strategy to the entire 
company.  It consists of members of the Executive Board, 
the managers of individual business functions, and the 
Project Management Office (PMO).   
The main advantage of this new organizational model is 
the location of the PMO at the level of strategic planning.  
From 2006 when this model was first used, right up to the 
present, this organizational model has resulted in a 
flexible pharmaceutical company, which in the planning 
phase selected the right initiatives for which project plans 
were written in detail, and, through some iteration, the 
annual project plans were selected and adopted. 
The main goal of the strategy (increasing EBITDA by a 
minimum of 10%) has been completely met. Table 5 
shows the basic indicators of profitability from 2008 to 
2010, which also confirm the use of this model.  So it 
may be concluded that by using this model, the time of 
deciding on adoption of the project plan in the phase of  
 

 
planning was reduced from the initial 5 months in 2006 to 
45 days in 2010. 
 
Table 3. Profitability indicators and margin for 2001-2010 
 

Profitability 
Indicators  

2008 2009. 2010 

ROE (net profit / 
capital and 
reserves) 

17.77% 17.16% 19.47% 

ROA (net profit and 
total assets) 

5.33% 5.26% 6.60% 

Profit margin    

EBITDA margin 
(EBITDA / business 
revenues) 

13.92% 16.31% 16.30% 

EBIT margin (EBIT 
/ business revenues) 

11.19% 13.11% 10.30% 

Net margin (net 
profit / business 
revenues) 

6.50% 7.40% 7.37% 

 
7. CONCLUSION  
 
In this research we found that managers in a project-
oriented company can use the synergy of the Balanced 
Scorecard and the EPPM model successfully to derive an 
interactive strategic control system. Connecting the 
Balanced Scorecard and project portfolio management 
requires a great deal of work, but the effort is obviously 
worth it. Furthermore, we found that EPPM and BSC are 
complementary models which may be used to develop 
strategic goals in the real business environment. 
Implementation of the EPPM-BSC model in project 
oriented industries (i.e. pharmaceutical, construction etc.) 
will create a unified system of strategic planning, 
monitoring and controlling the execution of strategic 
objectives at all levels of the enterprise. The process of 
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globalization leads to the opening of national markets, 
which represents an opportunity for medium and small 
business systems in Croatia to start using the BSC-EPPM 
model and thus become more competitive on the market. 
Still further research is needed in order to make this 
model more robust. First, the model needs to be tested on 
a larger sample, including large international 
pharmaceutical companies. Second, the four basic 
perspectives of BSC need to be questioned and if 
necessary additional perspectives should be added to the 
model. Third, a model for selecting KPIs within BSC 
perspectives is needed.  
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