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What is a Portfolio? 7 OpenPME2018

~HCONFERENCE

A collection of projects, programmes and other work
to

Strategic

e achieve better control Management Strategic Plan
over financial and |
other resources Portfolio | corperste Fortele |

* facilitate effective Manag:ment Portfolio portfolio
management to meet rogramme
strategic objectives Management | Fro€emTe Programme [ Programme

m\e:gtement Projects || Projects Projects Projects Projects
Work Work

) ?
YCoEPM 3 Speaker's name

uuuuuuuuuuuuuuuuuu



What is Portfolio Management? 72 OpenPME2018

~HCONFERENCE

Connect strategy to implementation

through:
* Selecting the right investments
* Ensuring adequate organisational capacity

e Support decision-making and
optimisation

' Strategic Planning I

/ y \
/" Strategic Objectives

~ Operations Portfolio
Management Management

b —~
' Programme
Management A\

Operations

Project
Management

Policies, Processes, Procedures

y o - 4 N
Resources & Competences

(&) 2

Speaker's name
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Why Project Portfolio Management?  opepveois

~HCONFERENCE

Effectiveness
F 3

Unrealized

Capability

Improve
Portfolio Management

Y

Current Improve
Capability } Project

Management

[

Ll

Efficiency

Enabler for strategy implementation
and good project management

» Link projects to strategic objectives

» Build discipline into the project
evaluation and selection process

« Minimise risks and optimise resources
across programmes and projects

» Report portfolio performance and
benefits based on accurate,
comparable data.

B 7ocotew
. 0 European Commission
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PM?-PPM Mindsets 7 2 OpenPM22018
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PM?-PPM Context

2 OpenPM?2018
= CONFERENCE

/

Operations Portfolio
Management Management

Policies, Processes, Procedures

Resources & Competences

* Define corporate & business domain strategy
* Plan strategy implementation
* Monitor & control strategy implementation

)

Strategic
Management

* Define portfolio framework
* Compose portfolio(s)

Management * Realise portfolio(s)
* Manage stakeholders & communication

: 1

!rogramme * Submit programme/project proposals

& Project * Implement authorised programmes/projects
Management . Report programme/project status & progress

. 2



PM?-PPM Context 7 2 OpenPM2018

~HCONFERENCE

Portfolio Framework Definition ’@ .
Stakeholder Management & Communication .
e : — \ -
Portfolio Realisation .

\ J

o D
Programme & Project Management

Portfolio Composition
©)
4

Monitor & Control

N NN N NN AN AN AN AN AN NN AN AN EEEEAEEAEEEEEEEEEEEEEEEEEEEE
\

sssssssssssennnnne"

) 2
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PM?-PPM Process Model 7 > OpenPME2012

~HCONFERENCE

\DENTlFlCATIoN

AY‘V

STAKEHOLDER
MANAGEMENT &
COMMUNICATION

REPORTING

REALISATION
COMPOSITION
FRAMEWORK

[ 4 2
B 7-CoePMm 11 Bert KIPS



Process - Portfolio Framework Definition 7 3 OpenPM?2013

~HCONFERENCE

—

Goal : Define how portfolio
management will be
v performed in the

' ™y

Define portfolio metrics Organisation

Define portfolio
characteristics

Y

( Define portfolio | - ' Portfolio
L processes ) Handbook

Y
Define portfolio
governance

P
Define portfolio
framework reviews

e

7N 2
~COEPM 12 Bert KIPS



Process - Portfolio Composition 72 OperPME2013

~HCONFERENCE

__________________________

Goal : Evaluate project candidates,
take investment decisions
and allocate resources

Identify projects

h 4

Evaluate projects

A 4

Plan portfolio capacity

Prioritise projects

e e e e e e -

__________________________

[ Approve portfolio composition ]

7N 2
~COEPM 13 Bert KIPS



Activity: Identify projects 7 OpenPMR20T8

~HCONFERENCE

__________________________

(r======~ [

| _ ) | ¢ |dentifying all existent and proposed

] T I i programmes/projects that are candidates to a
D ——— portfolio

i - A A - i

i Evaluate projects i

a VD r—

i r = N e Document all project candidates

i Plan portfolio capacity i e Compare using pre-defined criteria

i h l T e Identify relationships amongst candidates

: p . i e List all candidates that are fit to be considered
i Prioritise projects i

! L J

__________________________

-
-~

. . = TOools & techniques

l e Project Initiation Request (PM? Artefact)

[ Approve portfolio composition ]

2
72 CoEPM 14 Bert KIPS
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Activity: Evaluate projects 7 OperPM?2013

~HCONFERENCE

e N m Goal

¢ Evaluation of potential portfolio elements
based on pre-defined scoring model allowing
for comparison.

Identify projects

h 4

r______'\

' R

I Evaluate projects I
¢ Evaluate each candidate versus portfolio

selection criteria
¢ Score each candidate
¢ Evaluate each business case

. ", J
] — — — — — —

v
' '

Plan portfolio capacity

e e e e e e -

) l g e Create overall portfolio view
p . e Summarise and capture evaluation results
Prioritise projects
L J
\\ ,’
l e Value ASsessment Tool (VAST)
e SWOT Analysis
[ Approve portfolio composition ] e Cost Benefit Analysis

7 2
e-2=El 15
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Value Assessment Tool

7 2 OpenPM?2018
= CONFERENCE

QUALITATIVE SYNTHESIS

VALUE FOR EU

RISKS & NECESSITY

Project management ricks 1,6 / 10
Technical & Security risks 2.0 f 10

Business, Leqal & Acceptance risks 2,7 [ 10

Folitical velue
0.0

S \
N ﬂ\ PR

Tntemal users' valug

NECESSITY




Activity: Plan portfolio capacity

2 OpenPM?2018
= CONFERENCE

e

__________________________

Identify projects
A
A A
-
Evaluate projects
A
r _— —_— _— "_ _— —_—
-
I Plan portfolio capacity

~

"y

-___l___

Prioritise projects

-

__________________________

e e -

[ Approve portfolio composition ]

Goal

e Determine the organisation's capacity in terms
of funding, resources and other assets.

Guidelines

¢ Evaluate availability of funds
¢ Analyse workload and competencies

¢ Estimate current and upcoming demand of
project assets

» Develop Portfolio Resources Capacity Plan

Tools & techniques

¢ Portfolio Repository
¢ What-if Scenario Analysis
e Human Resource Capacity Analysis

7 NCoEPM?

B u European Commission
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Activity: Prioritise projects 72 OpenPM22018

~HCONFERENCE

__________________________

! * == Goal —_—]

e Obtain a prioritised list of initiatives as a
proposal for authorisation

Identify projects

A vy
' = N\
) == Guidelines —_—
Evaluate projects
. ) e Rank initiatives based on evaluation scoring
! ¢ Refine prioritization based on deadlines,
's N\

dependencies, risk, etc.

* Propose portfolio funding & allocation based
on prioritization

Plan portfolio capacity

(m==I---

I I ggL Tools &techniques Loy
== mm o= omm e _’,f * Project Prioritisation Matrix
_____________ l: R e Value versus Complexity Matrix
¢ Scenario Analysis
[ Approve portfolio composition ] * Bubble diagram

(4 2
B 7-CoePMm 18 Bert KIPS



Prioritisation Matrix 7 OpenPM20TS

Evaluation Project 1 Project 4
Criteria

<Criterion 1>

<Criterion 2>
<Criterion 3>
<Criterion 4>
Score 100%
Ranking 2 1 3

B 7-CoePM 19 Bert KIPS
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Bubble Diagram 7 2 OpenPME2013

~HCONFERENCE

Step 1: Gather the data

identify the data points Select the 3 values per
that you want to display data point (e.g. value,
(e.g. projects) risk, cost)

10
Step 2: Create the chart
Ieleinidis VYhiCh two da‘ta The third, less important
values will be the main .
L . value determines the
. indicators, determining bubble's size
RISk the bubble location. ’

" NCoEPM?

| N " European Commission



Activity: Approve portfolio composition 23openpme20is

~HCONFERENCE

__________________________

/ A Y
i/ \
1 1
1 F ™ 1
1 ) . 1
! Identify projects !
1 \_ J 1
1 1
1 1
1 1
1 A 4 1
1 'd B 1

1
i Evaluate projects !
1 . p, 1
1 1
1 1
1 1
: - Y ~ :
| Plan portfolio capacity i
i L . ) |
1 l |
1 1
1 1
: 4 N
' Prioritise projects |
| \ J
' "

r _— | _— | | _— | _—

| [ Approve portfolio composition ]

\_________

S

* To approve the allocation of funds and
resources based on recommendations of the
Portfolio Management.

Wi, [—

¢ Request programmes/projects approval and
funding allocation

¢ Decide about programmes/projects

¢ Update Portfolio Repository considering
decisions

e Communicate decisions to portfolio
stakeholders

e Communicate expected results, stage-gates
reviews and metrics for each active portfolio:

= TOOIS & techniques —_—

4
[N

NCoEPM?

Zi European Commission
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Process - Portfolio Composition 72 OperPME2013

~HCONFERENCE

fl \\
1 1
Project Initiation ! 1 . _ ) :
Request * Identify projects !
. 1 - J !
1 1
1 1
1 ]
1 A 4 1
1 4 ™ 1
1
Business Case # Evaluate projects !
I 1 " J !
— ! : Portfolio
] .
. . i p v § : Repository

Portfolio Analysis * Plan portfolio capacity :
Report ! L ) ) b
L 1 1
| Capacity Plan ! i l !
' Prioritise projects :
| \ J :
!
\\ 7

Portfolio Analysis
Approve portfolio composition * Report

7 NCoEPM? 99

% 74 european Commission
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Process - Portfolio Realisation 7 OpenPM?2018

~HhCONFERENCE

o LN Goal : Realise strategic objectives
Manage risks through effective

) \ management

Manage benefits

Monitor & control

I
1
1
1
1
1
1
1
1
1
1
1
1
|
1
| Manage change
1
1
1
1
1
1
1
1
1
1
1
1
1
1
:
|

L S
'd . ™
Report portfolio
performance
\ s J i
N ’

] 2
- 'Jsuq’s')ivgompmlslem 23 Bert KIPS



Activity: Manage risks 72 OpenPM22013

~HCONFERENCE

Crm======y
Manage risks | e Systematic assessment and management of
\ e —————————r risks, to provide assurance with regard to the
% N achievement of the portfolio objectives.
Manage benefits
‘ J = Gudelnes |
g ™\

e |dentify portfolio risk

e Assess portfolio risk

¢ Develop portfolio risk response

e Monitor and evaluate portfolio risks
e Communicate

Manage change

Monitor & control

. e o — — — — — — — — — — — — — — — — — — — — — — — — — ——————

L S
( Report portfolio ) — R techniques —_—
L performance )
\‘.. __________________________ v’ e Risk Log (PM? Artefact)
2
T2 GoEPM 24 Bert KIPS



Activity: Manage benefits 7 3 OpenPM?2013

~HCONFERENCE

Goal

..,
~
A
!
s
-

¢ To determine if the optimal value is obtained
from the current mix of investments and to
proactively act upon any decrease of portfolio
performance or deviation from the objectives

Manage risks

L A

I Manage benefits |
‘ L v
> 4

Guidelines

g ™
e Gather necessary data

e Evaluate & track the realisation of the benefits
e Remediate significant deviations

¢ Inform stakeholders

Monitor & control

Tools & techniques

Report portfolio

performance

I
1
1
1
1
1
1
1
1
1
1
1
1
|
1
| Manage change
1
1
1
1
1
1
1
1
1
1
1
1
:
1
| * Benefit Tracking Table

2
72 CoEPM 25 Bert KIPS
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Benefit tracking table 72 OpenPM20TE

Benefit
the measurable improvement from change, which is perceived as positive by

one or more stakeholders, and which contributes to organisational objectives.

Benefit Benefit KPI Baseline Target Target Date Actual
Owner

<Benefit 1>

<Benefit 2>

<Benefit 3>

- 7 R COEPM? Bert KIPS



Activity: Manage change 72 OperPM?2013

~HCONFERENCE

N

SEEEELLG ¢ Deal with escalated changes and changes in

h g the portfolio external environment
g ™\

Manage benefits
L vy

e Scan for changes in the portfolio environment
e |dentify escalated changes

e Recommend changes and coordinate
implementation

¢ Use Portfolio Change Log
¢ Inform management of the portfolio changes
e Monitor portfolio change implementation

‘ L JJ

' '

Monitor & control

[ Tools & techniques

e PESTEL analysis
¢ Change Log (PM? Artefact)

Report portfolio

I
1
1
1
1
1
1
1
1
1
1
1
:
1
1
| Manage change |
1
1
1
1
1
1
1
1
1
1
1
1
1
|
| performance

. e o — — — — — — — — — — — — — — — — — — — — — — — — — ——————

(] 2
B 7-CoePMm 27 Bert KIPS



PESTEL analysis 7 7 OpenPM? 2018

~HCONFERENCE

Legal

Project
Objective

Environmental

Technological

” N COEPM? a

uuuuuuuuuuuuuuuuuu
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Activity: Monitor & Control

7 > OpenPM?2018
= CONFERENCE

Manage risks

L v
g ™\
Manage benefits
L v
g ™\

L A

re======\

' ™
I Monitor & control |
‘ L S
| | | | | | | J

Report portfolio

I
1
1
1
1
1
1
1
1
1
1
1
1
|
1
| Manage change
1
1
1
1
1
1
1
1
1
1
1
1
1
|
| performance

. e o — — — — — — — — — — — — — — — — — — — — — — — — — ——————

mm Goal

¢ Review portfolio performance and deviation
from objectives. Propose adjustments to re-
align with the strategy.

Guidelines

e Collect information from current
programmes/projects

¢ Provide accurate view of portfolio performance

¢ Analyse deviations and recommend
adjustments

¢ Communicate decisions taken
¢ Review portfolio metric and targets regularly

N Tools & techniques — ]

¢ Portfolio Dashboard

e Portfolio Decision Log (PM? Artefact)

4
[N

NCoEPM?

'J European Commission
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Activity: Report portfolio performance  73openpmeoos

~HCONFERENCE

’ N\ mm Goal —_—
N

Manage risks * Provide adequate information to Senior

h g Management to support strategic decision-
f Y making

Manage benefits — — ——
k : ) g Guidelines D
- w e |[dentify portfolio information to be

reported

e Agree on the frequency, content, format
and granularity of the reports

® Produce and send out the portfolio reports

= Tools & techniques —

Monitor & control

L S

re=======\

I
1
1
1
1
1
1
1
1
1
1
1
1
|
1
| Manage change
1
1
1
1
1
1
1
1
1
1
1
1
1
1
:
I

I ‘ e ) e Portfolio Analysis Report
Ll performance | e Communication Plan (PM?2 Artefact)
‘\ —_— _— —_— _— —_— _— —_— J /‘

(] 2
B 7-CoePMm 30 Bert KIPS



Process - Portfolio Realisation 7> OpenPME2018
By CONFERENCE
SO \“ Issue Log
i Monitor & control # Decision Log
: ) i .
i Manage risks # Risk Log
1 s : -
i Manage benefits i
o i
i ( Manage change & : Change Lo
\ L optimise .* ge Log
| | —_—
| ( Report portfolio :* Portfolio Analysis
i § performance | Report
\ ;I -
B ocotev 3 Bert KPS



Process - Stakeholder Mgt & Comm. 72 OpenPME2018

~HCONFERENCE

Goal : Managing stakeholders

O N expectations and develop
i [ Masz:feehzfdrgzlio ] *: Stakeizll-:lf:r“:latrix a COﬂSlStent Wa.y Of
| R communication
i erform communication i Portfc.’lio.

i [ ’ activities ' ] # Eﬂl

Perform

Manage

portfolio communication
stakeholders Involve the portfolio activities Assure .that il
portfolio stakeholders

stakeholders, discover . .
will receive the

their needs and assure . .
the portfolio realises (et o dusy reee
at the time they need

the intended benefits. it
) .
B 7-CoePMm 32 Bert KIPS
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Portfolio Governance 7 3 OperPME 2018

~HCONFERENCE

Strategy Governance

Highest authority
Framework Portfolio Directing Group
Investment decisions

Q
2 :
9 i .
5O Portfolio
st :
. . o = O :
Investments proposal Portfolio Steering Committee £ g Layer :
Delivery S .
Benefits o :
Portfolio Manager :

Q

(5]

E

= e

£

o

Q.

Q.

>

(%)

2
B 7-CoePMm 34
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Portfolio Governance 2 OpenPME 2018

~HCONFERENCE

Portfolio Manager
« Coordinates activities

* Project request appraisals Portfolio
+ Optimise resources Manager
* Reporting Portfolio
Other
Managers

Programme Representatives
*  Programme Owner / Manager

Project Representatives
* Project Owner / Manager

Other
+ advisors from finance, HR, architecture, ...

—_—
o
(72)
[
o
()]
=
=
o
=]
S
=}
Q.
Q.
=]
(%)
2
o
Y
)
S
o}
a.

Portfolio
Manager
PfSO P Proi
. Facilitate decision making epresentatives | Representatives

(] 2
B 7-CoePMm 35 Bert KIPS




Responsibilities

7 > OpenPM?2018
= CONFERENCE

Pf. Directing Group

Ultimate authority
regarding PPM in the
organisation

Accountable for effective
implementation of
portfolio management

Provide leadership &
direction to composition
and delivery of portfolios

Address dependencies and
conflicts between
portfolios

Pf. Steering Committee

Responsible for efficient
portfolio delivery

Propose portfolio
composition for approval

Monitor and optimise use
of portfolio resources

Monitor benefits
realisation

Pf. Support Office

Support all portfolio
management activities

Provide a centralised and
consolidated view to
facilitate decision-making

B 7ocotew
. 7 European Commission
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PM?-PPM Artefacts

7 > OpenPM?2018
= CONFERENCE

Portfolio
Handbook

Project Initiation
Request

O

\DENTIFICATIG,

Business Case

.

FRAMEWORK

Portfolio
Repository

Portfolio
Communication

Portfolio
Stakeholder Matrix

.

Portfolio Logs
R

Portfolio Analysis

Report
o

7N 2
B 7-coteM
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ummary 77 OpenPM?2013

~HCONFERENCE

Effectiveness

Unrealized
Capability

Portfolio Management

Operations

Current
Capability
Management

Efficiency

Strategy Governance

\DENTIFICAT G,

Portfolio Directing Group

[
£
S E
ED
Et
S8
a g
5
a

Portfolio Steering Committee
Portfolio Manager

Programmes

o
=
t
o
a
a
3
@

[ 4 2
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PM? - Project Portfolio Management  Ziopeneme2ois

~HCONFERENCE
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European Commlssion

paniel Cabrero Moreno, Head of Sector
Management support services

Nicos Kourounakis, Methodolog|es Lead Consultant

Marc gerghmans, pMm? Consultant
Bert Kips, pPM? Cconsultant

Laurent Kummetr, pM? Consultant

pierre Leclercq, pMm? Consultant
Elias Michelioudakis, Agile pMm? Consultant
Tiago palhoto, Al Agile pM? Consultant

Anita varotto, Commumcatwns & Training
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