Project Portfolio Management:
Overview and Strategic Value

PPM: centralized management of
projects, programs, and operations
for strategic value

Projects and programs do work right;
PPM chooses the right work

Why now: tighter timelines,
Al-accelerated delivery, scarce resources

Portfolio manager mandate: balance
risk, return, capacity, and alignment

Weak discipline symptoms: too many
projects, hidden dependencies,
benefit leakage
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From Projects to Portfolio: Governance and Decision Rights

Governance = the machinery @ Portfolio
that lets leadership steer I@AR Directing Group

the portfolio

e Decision rights, forums, criteria, and
escalation paths
e A forum that cannot stop a project is just

a status meeting Fund Pause Stop

e Portfolio-level gates decide which |
initiatives exist at all

e Project-level gates control funded delivery, Portfolio-level Gates
: 2y decide which initiatives exist at all

not portfolio composition
e Clear decision rights: who recommends, ],

decides, consults, informs .

_ _ Project-level Gates

e Most valuable outcome: stopping, pausing, control funded delivery,

or reallocating work not portfolio composition
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Strategic Alighment and Prioritization Models

@ Translate strategy into criteria: Risk vs. Reward

strategic fit, financial return, risk, A
urgency, resource demand .
I Weighted scoring ranks projects; . .
II bubble charts visualize risk vs. reward . .
Design scoring well: four to six

Reward

o criteria, anchored 1-5 scales, Risk
inverted risk

Weighted Scoring Model Ranked Projects
Py PS Ranking informs but never replaces ---- o
@@ . overnance decisions on funding ©]]

transformational using the 70-20-10
heuristic
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Balance horizons: core/adjacent/ JAN o
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discretionary work, communicate Return Capacity

51-3 Merge mandated, regulatory, and
trade-offs clearly




Demand, Capacity, and Resource Management

Demand Intake

Capacity

Capture, screen, shape, triage Model real capacity
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Single standardized intake channel: capture, screen, shape, triage

Model real capacity: people, roles, skills, budget, time

Subtract PTO, BAU work, and committed delivery from availability

Flag critical-role bottlenecks and skills gaps before they stall delivery
Throttle pipeline, cap WIP, keep buffers, choose priorities over optimism
Model what-if scenarios for hiring, contracting, deferral, reallocation

Cut-line reflects real availability, not just strategic desire

Portfolio of Initiatives



Risk, Dependency, and Interdependency Management

é Portfolio risks: strategic, delivery,
resource, external, governance

E Three risk types: component,
structural, and overall portfolio risk

.:: Interdependencies amplify or reduce
risk: outcome, schedule, resource, value

e®¢ Concentration risk: shared assumptions,
a@® g npiers, platforms, scarce roles

III Visual dependency maps improve
understanding and decision quality

o Define risk appetite, tolerance thresholds,

warning indicators, response playbooks CONNECTED PORTFOLIOS
STRONGER OUTCOMES



Metrics, KPIs, and Value Realization

Track only 5-10 portfolio KPIs across financial, delivery,
resource, strategic, and risk dimensions

Balance lagging indicators with leading signals like
over-allocation and dependency aging

baselines, targets, timelines

Capacity

Use cost of delay, time-to-value, and payback to guide
prioritization

Executives need decisions and exceptions; PMOs need
detail for action

. ®
@ Track benefits from approval to post-closure: owners, :.;

20 PMO View

Detail for action

@® Executive View o

AR Dccisions and exceptions

n Over-allocation Dependency aging Gate delays
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Tools, Data, and Al in Portfolio Management

.ll e : Q Al Analytics Layer . 6;;. lira

:&{ HR Portfolio Management Tools 'E% Azure DevOps
ERP o— < : —oO0 BI
o b Data Foundation llI
st
Tool landscape:  Data prerequisities: Al use cases: Integrations: Build vs buy Process and
SPM platforms, initiative inventory, ~ scenario simulation, finance, HR, ERP, based on portfolio decision rights
PPM suites, resources, finances, risk prediction, Jira, Azure DevOps,  size, governance, come first; tools
work tools, dependencies capacity forecasting BI security, TCO don't fix bad

spreadsheets governance




Operating Rhythm and Stakeholder Engagement

S ] ALIG - DECIDE DELIVER

- Tiered cadence: weekly operational
pulse, monthly portfolio steering,

N\nual Plann;‘ng
quarterly strategic rebalancing

‘-get\\l Strategic Rep, s,

) Run reviews as decision forums, not
y)
o] 09

status parades; send packs 48 hours

] head
O vortfolio St ahea
RS 2 “y
« E Time-box agenda by decision:
Weekly e’fCE‘Dt!OnS, capacity, gates, strategic
: alignment
Operational
Pulse
Y IS Engage sponsors, finance, HR, and
3L g delivery leaders with clear decision rights

Communicate stop, pause, defer, and
reallocation decisions openly

? Track decision velocity and document
(2] every decision with owner and date

PEOPLE / PORTFOLIO / PROGRESS



Implementation Roadmap e
and Maturity Progression |

FROM FOUNDATION TO ENTERPRISE IMPACT

A phased approach to build a credible,
sustainable and high-performing
portfolio environment.

Phase the roadmap: assess and align,

,.i Assess maturity with P3M3 or OPM3
design and staff, pilot, then scale

across process, people, tools, information
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@* Build credibility in order: reporting,
intake, prioritization, capacity, benefits

Prove the model on a pilot portfolio
before enterprise-wide rollout

<

Build capability for PMO staff, programme
managers, and department heads

Avoid over-engineered governance,
weak data, and tooling before process
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Diagnosing Your Portfolio: Health Check and Pain Points

GAIN A CLEARER PICTURE. FOCUS ON WHAT MATTERS. TAKE ACTION.

Structured diagnostic across strategy,

governance, delivery, resources, value, Portfolio Health Scorecard
risk, and PMO capability

¢

Ask: Are priorities clear, applied, and o 6 6 . 6 o

dependencies managed? e 9 e 9 o 0

Ask: Is capacity sufficient and are

benefits actually tracked? Strategy Governance Delivery  Resources  Value Risk Phﬁlty
capabi

Score each dimension with RAG or 1-4 . . . & . .

ratings for a consistent, evidence-based view

Distinguish systemic issues from isolated
project problems

Identify your top three pain points: too many
projects, hidden dependencies, benefit leakage

Translate findings into a shortlist of
improvement areas feeding the action plan
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Immediate Actions: Inventory, Prioritization Pilot,
Dashboard Baseline e

Build clarity now to enable better decisions and a stronger portfolio.

Inventory Cleanup Dashboard Baseline

i . @ =
@ =
O = '
® Clean the inventory: every ® Run a prioritization pilot ® Baseline a small KPI set:
active, proposed, paused, on a representative definitions, RAG thresholds,
mandated initiative visible portfolio slice executive view
09, ® 09, @ 09, @
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Decision rights Oilnis Decision rights Evindr Decision rights

recommend, decide, recommend, decide, recommend, decide,
consult, inform consult, inform consult, inform

Owner

o Surface capacity conflicts and dependency risks now, not at annual planning

Y Capture quick wins that build credibility for wider improvement /r

FROM ACTION
TO IMPACT




Building a 90-Day Portfolio Improvement Plan

Days 1-30 Days 31-60 Days 61-90
assess and align design and pilot prove and report
@ @
Review Review
point point
;f=_ Define actions, owners, milestones, measures, and review points

@ EE

Days 1-30: assess and align; days 31-60: design and pilot; days 61-90:
prove and report

Choose a few high-impact changes, not a heavy governance redesign

Assign owners for intake triage, prioritization, gate governance,
capacity, reporting, and benefits

Track decision velocity, data completeness, budget alignment,
and over-allocation

Prepare for the first difficult decision — credibility grows when
governance can stop or reallocate work




Peer Discussion: Adapting Practices to Your Context

Decide what to standardize
enterprise-wide versus keep locally
tailored

Compare portfolio practices across
centralized, federated, matrixed, and
business-unit-led models

Adapt governance, prioritization,
capacity, and reporting to maturity
and culture

Test proposed actions for realism,
political feasibility, and measurable
impact

Share real constraints: regulatory
obligations, funding cycles, shared services,
distributed teams

Capture lessons learned and refine
your 90-day plan




Commitment and Follow-Up: Next Steps
for PMO Practitioners

Commit to one or two actions
with a named owner and date

Schedule first review, triage, or
prioritization pilot within 30 days

Publish baseline dashboard and
decision-rights summary to stakeholders

Track leading indicators: decision
velocity, data completeness, over-allocation

Report early results to sponsors
to sustain momentum

Established cadence for progress
review, escalation, and adjustment
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ALIGN = ENABLE =+ DELIVER

PLAN
GOVERN
DELIVER
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