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How Much of Your Portfolio Is in the Shadows? 
Executive Portfolio Confidence Assessment 
Most organizations have two portfolios: 

The portfolio leadership believes it is funding. 

The work that is actually consuming organizational capacity. 

The gap between the two is the Shadow Portfolio. 

This assessment is designed to help leadership teams identify where portfolio drift may be 
occurring and where greater visibility, alignment, and investment discipline may be needed. 

How to Complete the Assessment 
Rate each statement using the following scale: 

1 — Strongly Disagree 
This is rarely or never true in our organization. 

2 — Disagree 
This is inconsistent or generally weak. 

3 — Partially Agree 
This is true in some areas, but not consistently. 

4 — Agree 
This is generally true across the organization. 

5 — Strongly Agree 
This is consistently true and supported by evidence. 

Complete the assessment individually or as an executive team. Differences in scoring are 
often as valuable as the final score. 
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Section 1: Strategic Purpose 
1. 

Our strategic objectives are specific enough to guide investment decisions. 

Score: _____ 

2. 

Executives share a consistent understanding of the outcomes our strategy is intended to 
produce. 

Score: _____ 

3. 

Every major initiative can be directly traced to a strategic objective. 

Score: _____ 

4. 

We clearly distinguish between strategic outcomes and the activities or projects 
intended to support them. 

Score: _____ 

5. 

When priorities change, we revisit existing investments rather than simply adding more 
work. 

Score: _____ 

Section Score 

Total: _____ / 25 
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Section 2: Investment Guardrails 
6. 

We have clear criteria for determining which opportunities deserve investment. 

Score: _____ 

7. 

Risk, governance, regulatory, and compliance considerations are evaluated before 
funding is approved. 

Score: _____ 

8. 

Decision rights are clear, including who can approve, change, pause, or stop an 
investment. 

Score: _____ 

9. 

Leaders understand what trade-offs are required when new work is introduced. 

Score: _____ 

10. 

Initiatives compete for limited funding and capacity rather than being evaluated in 
isolation. 

Score: _____ 

Section Score 

Total: _____ / 25 
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Section 3: Portfolio Oversight 
11. 

We can explain where organizational capacity is actually being spent. 

Score: _____ 

12. 

Unplanned work, operational demand, technical debt, and support activity are visible in 
portfolio reporting. 

Score: _____ 

13. 

The capacity assigned to strategic initiatives reflects the capacity teams actually have 
available. 

Score: _____ 

14. 

Each major investment has a clearly accountable executive owner. 

Score: _____ 

15. 

Portfolio reporting helps leaders make decisions rather than simply report status. 

Score: _____ 

Section Score 

Total: _____ / 25 

 



 © 2026 Mindset180 LLC  

 
Section 4: Portfolio Learning 
16. 

Every major investment has clearly defined measures of success. 

Score: _____ 

17. 

We evaluate whether completed initiatives produced the intended business outcomes. 

Score: _____ 

18. 

Evidence from current investments influences future funding decisions. 

Score: _____ 

19. 

We are willing to reduce, pause, or stop funding when evidence no longer supports 
continued investment. 

Score: _____ 

20. 

Lessons learned are retained and applied across future initiatives. 

Score: _____ 

Section Score 

Total: _____ / 25 
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Your Portfolio Confidence Score 
Add the scores from all four sections. 

Strategic Purpose:  _____ / 25 
Investment Guardrails:  _____ / 25 
Portfolio Oversight:  _____ / 25 
Portfolio Learning:  _____ / 25 

Total Score:    _____ / 100 
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Interpreting Your Score 
81–100: High Portfolio Confidence 

Your organization has a strong connection between strategy, investment decisions, capacity, and 
outcomes. The Shadow Portfolio may still exist, but leadership is likely able to see it, understand 
it, and adapt decisions as conditions change. 

Primary Opportunity 

Protect these practices as the organization grows or becomes more complex. Look for 
isolated business units or investment categories where confidence is lower than the 
enterprise score suggests.

61–80: Generally Aligned 

Your organization has many of the right practices in place, but they may not be consistently 
applied. 

Some investments are likely well aligned and well governed, while others depend heavily on 
individual leaders, informal processes, or local interpretation. 

Primary Opportunity 

Identify the lowest-scoring assessment section and strengthen the connection between that 
area and the rest of the investment process.

41–60: Portfolio Drift 

Your organization has a defined strategy and portfolio process, but actual work is likely drifting 
from leadership’s intended investments. 

Unplanned demand, competing priorities, inconsistent decision criteria, or limited outcome 
measurement may be creating a growing Shadow Portfolio. 

Primary Opportunity 

Create greater visibility into where capacity is actually going and establish common criteria for 
evaluating, funding, and stopping work. 

 

20–40: Reactive Portfolio 
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Your organization may be operating primarily through urgent requests, local decisions, historical 
commitments, and informal prioritization. 

Leadership may have limited visibility into where capacity is being consumed or whether current 
investments are producing meaningful value. 

Primary Opportunity 

Begin by creating a shared picture of the current portfolio, including funded initiatives, 
operational work, technical debt, compliance obligations, and unplanned demand. 

 

Read the Shape, Not Just the Score 

Your total score provides an overall indication of portfolio confidence, but the four section 
scores provide more useful diagnostic information. 

Low Strategic Purpose Score 

This may indicate: 

• Strategic objectives are too broad to guide decisions. 

• Leaders interpret priorities differently. 

• Activities have become disconnected from intended outcomes. 

• Initiatives continue after their original purpose has changed. 

Leadership Question 

Can we clearly explain why each major investment exists?

 

Low Investment Guardrails Score 

This may indicate: 

• Funding criteria are unclear or inconsistent. 

• Risk and compliance enter too late. 

• Decision authority is fragmented. 

• New work is approved without acknowledging trade-offs. 

Leadership Question 

What evidence and boundaries should be required before we invest? 
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Low Portfolio Oversight Score 

This may indicate: 

• Leadership sees planned work but not actual work. 

• Unplanned demand is consuming strategic capacity. 

• Accountability is unclear. 

• Reporting communicates status without supporting decisions. 

Leadership Question 

Do we know where our capacity is actually going? 

 

Low Portfolio Learning Score 

This may indicate: 

• Completion is being mistaken for success. 

• Business outcomes are not consistently measured. 

• Weak investments continue because stopping is difficult. 

• Lessons remain within individual teams or initiatives. 

Leadership Question 

How do we know our investments worked? 
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Shadow Portfolio Warning Signs 
Place a check beside any statement that sounds familiar. 

 

 

Strategic initiatives consistently take longer than planned. 

Teams report that urgent work prevents progress on strategic priorities. 

Leadership believes capacity is fully allocated, new work continues to enter the system. 

Technical debt is discussed frequently but rarely funded intentionally. 

Most portfolio reporting is green, but business outcomes remain unclear. 

Projects continue because significant time or money has already been invested. 

Different executives give different explanations for why an initiative exists. 

Risk or compliance concerns frequently emerge late in delivery. 

Completed initiatives are rarely evaluated against their original business case. 

Teams are working hard, but leaders cannot confidently explain where the effort is going. 

 

The more warning signs you identify, the more likely it is that your organization has a 
meaningful Shadow Portfolio. 

 



 © 2026 Mindset180 LLC  

Executive Discussion Questions 
Use these questions to begin a leadership conversation. 

1. What work is consuming capacity that does not appear in our funded portfolio? 

2. Which initiatives would not survive if they had to re-earn their funding today? 

3. Where are teams responding to real needs faster than our investment process 
can adapt? 

4. What work are we continuing because stopping it would be politically or 
emotionally difficult? 

5. Which strategic outcomes are receiving less capacity than leadership believes? 

6. What risks are we accepting without making an explicit decision? 

7. Which portfolio reports help us make decisions, and which merely provide status? 

8. What evidence should be required before an initiative receives additional 
funding? 

9. How often do we confirm that an investment produced the intended outcome? 

10. What is the most important thing about our portfolio that we may not currently 
know? 
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Your First Three Actions 
Based on your results, identify three practical actions. 

1. Improve Visibility

What work or capacity do we need to make visible?

2. Strengthen a Decision

What funding, prioritization, or governance decision needs to be revisited?

3. Create Learning

What existing investment should be evaluated against its intended outcome?

Strengthen Portfolio Confidence 

A Shadow Portfolio does not usually emerge because people are making bad decisions or 
intentionally avoiding leadership direction. 

It emerges because reality changes, teams respond, and investment processes fail to adapt at 
the same speed. 

The responsibility of leadership is not to prevent people from responding to reality. 

It is to create enough visibility, alignment, oversight, and learning to ensure that investment 
decisions continue to reflect what the organization needs most. 

Better portfolios are not created by better projects. 

They are created by better decisions. 
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Ready to Explore Further? 
Completing this assessment is only the beginning. 

If your results revealed gaps in strategic alignment, portfolio visibility, or investment decision 
making, you're not alone. Nearly every organization develops a Shadow Portfolio over time. The 
difference isn't whether it exists—it's whether leadership can recognize it, understand it, and 
respond before it begins to erode strategic outcomes. 

A discovery conversation is an opportunity to explore your unique situation, discuss the 
challenges you're experiencing, and determine whether there are practical ways to strengthen 
confidence in your portfolio. 

During a complimentary Executive Portfolio Discovery Call, we'll: 

• Review the results of your assessment. 

• Discuss where portfolio drift may be occurring in your organization. 

• Identify opportunities to improve strategic alignment and investment decisions. 

• Answer your questions about the Judgment Compass and the Executive Alignment 
Workshop. 

• Recommend practical next steps based on your goals—whether or not we work together. 

There is no obligation and no prepared sales pitch—just a conversation focused on helping you 
gain greater visibility into the work you're funding and the work you may not be. 

Schedule Your Discovery Call 

If you're ready to strengthen confidence in your portfolio and create a clearer connection 
between strategy and investment decisions, we'd love to talk. 

Book your complimentary Executive Portfolio Discovery Call today. 

www.mindset180.com 

contact@mindset180.com 

 

"Better portfolios are not created by better projects. They're created by better decisions." 

http://www.mindset180.com/
mailto:contact@mindset180.com
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