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All information provided is of a general nature and is not intended to 
address the circumstances of any particular individual or entity. 
Although we endeavor to provide accurate and timely information, 
there can be no guarantee that such information is accurate as of 
the date it is received or that it will continue to be accurate in the 
future. No one should act upon such information without appropriate 
professional advice after a thorough examination of the particular 
situation.



Highlights

• Understand the Leading Practices, 
then Decide What is Best for You

• Focus on Creating A Fit for Purpose 
Governance Approach
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Governance Approach

• Prioritize your Success with Demand 
Management

• “Its not about the tool, it’s about the 
people”



Levels of Governance
Potential scope of the Portfolio Management Office

Benefits Management involves 
providing a structure and 
framework for the forecasting and 
realisation of portfolio benefits

Financial Management
considers funding, investment 
opportunities and financial returns 
from the overall portfolio

Governance ensures that 
appropriate structures and 
processes are in place for 

effective decision making, work 
allocation and performance 

reporting

Stakeholder Engagement
involves engaging individuals or 

groups of people within and 

Alignment involves using an objective, 
balanced and accepted process to evaluate  and 

filter component ideas to produce a prioritised 
list for the next business planning cycle.  
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Demand Management considers
demand and supply, identifying 
constraints on the organisation 
that could impede the delivery of 
the portfolio

Risk Management manages the 
level of risk involved in delivering 
the portfolio

Performance Management 
involves tracking the delivery of 
the portfolio against a pre-defined 
set of parameters including time, 
cost, quality, risk and benefits

groups of people within and 
outside the organisation to 

ensure on-going support for the 
portfolio 

Organisation & Leadership
considers executive direction 

setting for the 
portfolio and structuring the 
organisation for integration 

across portfolio, 
programme and project levels



Levels of Governance
Potential Scope of the Program / Project Office

Governance Project set up Project control Services MethodsStrategic

Executive priorities Management priorities Service provision

Strategic 
business 
requirements 

Corporate level 
tracking

Project 
definition

Reporting

Quality

Program 
accounting

Processes

Tools and 
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requirements 
planning

Portfolio 
management

Business case 
filtering

Key program 
metrics and 
indicators

Benefits 
tracking

Post Project 
Evaluation

Co-ordination 
with
Independent 
Program 
Assurance

Co-coordination 
of inter project 
dependencies

Sizing, costing 
and estimating

Quality

Risk 
management

Issue 
management

Change 
management

Assumptions 
management

Program plan 
integrity

Project 
communication

Program 
Document and 
Configuration 
Library

techniques

Coaching and 
training

Guidelines



Levels of Governance
A Portfolio Management Maturity Model

KPMG’s model identifies five levels of portfolio ma nagement maturity

4

5

Managed

Optimized

Portfolio processes, controls and evaluation 
criteria are formally documented and 

communicated throughout the enterprise.  
Processes are culturally embedded in each 

Portfolio tools and techniques are 
embedded consistently in each business 
unit and coordinated at enterprise level.  
Management can clearly articulate the 
drivers of the organization which are 
leveraged through portfolio activities

Portfolio and program management 
methodologies are formally documented 

and understood throughout the enterprise. 

Defined lifecycle methods are used for each 
type of major project (in addition to 

consistent portfolio, program and project 
methodologies)

PORTFOLIO MANAGEMENT APPROACH METHODOLOGYLEVEL
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[…]

1

2

3

Absent

Defined

Initial

Portfolio management is not recognized as 
a value-adding activity. There are ad-hoc 

processes in place with different procedures 
for each program or project

Portfolio and program management 
procedures exist, but are not 

comprehensive.  They are not codified and 
their application is inconsistent

Portfolio management is recognized as a 
value-adding activity, procedures exist and 

are formally documented, but not all 
business units adhere to policies

Processes are culturally embedded in each 
business unit

No set methodologies are followed. Each 
program or project is different

Methodologies exist for some types of 
program or project but their application is 

inconsistent

Methodologies are recognized as 
worthwhile and an agreed portfolio 

management methodology is in place. 
However, not all program or projects adhere 

to this  

and understood throughout the enterprise. 
They are used for every program or project



Defining what “Fit for Purpose” means for you
Understanding the Composition your Organisation’s I T Portfolio

Portfolio segmentation provides a powerful lever to  balance your needs against the competing 
standards and complex process requirements  

Typical portfolio categories include:

• Innovative initiatives to confer competitive 
advantage, e.g. incubating new platforms or 
responses to competitors’ offerings

• Business opportunities to realise measurable 
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Mandatory
10%

Infrastructure
40%

Business 
Opportunity

25%

Innovation
25%

• Business opportunities to realise measurable 
business benefits by generating revenue, saving 
costs or improving performance

• Infrastructure initiatives to optimise the use of 
existing IT assets and reduce IT costs

• Mandatory initiatives to achieve legal or regulatory 
compliance

What information do you need, Who needs it, 
How will they use it, Who will create it?

Illustrative portfolio profile:  Sample Company



Assess your IT Portfolio and focus on creating prac tical and flexible processes.  Create control 
points in key areas and drive compliance.  Here are  my quick-wins:

• PLANNING: Involve the Business in your planning and establish guidelines for your estimates.  
A five-year plan is not useful if you are guessing on the last two years. 

• REPORTING: Reduce duplicate reporting and limit the amount of information requests that are 
sent to your PMs.  Enable them to manage.

• MONITORING: Focus on promoting the right behaviours. Punishing a PM for reporting an “in-
trouble” project will drive the wrong behaviours. Reward “early reds” by providing assistance, 

“Fit for Purpose” Governance
Making better decisions by assessing factors that m atter
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trouble” project will drive the wrong behaviours. Reward “early reds” by providing assistance, 
show no mercy for “late or unreported reds”

• CONTROLS: Establish mandatory business and IT reviews at critical points (e.g. Initiation, 
Design, Testing, Go-Live, and Operations Handover).  Allow flexibility in other areas to allow for 
contractors to use their own leading practices. 

• FINANCE: Establish guidelines for contingency management.  Contingency is often misused to 
fund out-of-scope changes or errors that could have been avoided.  Effective contingency 
management will drive better use of your budget. 

• PERFORMANCE: Balance your KPIs across Benefits, Schedule, and Finance. Many teams 
focus too much time on the financial metrics.



Demand Management
Prioritize your opportunities for success

Prioritising a portfolio of projects provides an op portunity to establish and confirm the overall 
value to an organisation of its investment in IT pr ojects and other change initiatives.  
Several factors determine an initiative’s overall v alue:

• Each initiative’s contribution to strategic business priorities and objectives

• The total cost of each initiative, including future maintenance, capital and staff costs

• The scale and quality of the identified business benefits 

• The return on investment (in NPV, IRR, etc.)

• Whether there is sufficient capacity and capability in the organisation to deliver the planned 
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• Whether there is sufficient capacity and capability in the organisation to deliver the planned 
portfolio of initiatives successfully

• The adequacy of risk assessment and contingency plans

• The extent of stakeholder support for each initiative

• The adequacy of governance and performance management arrangements over the entire 
lifecycle of the portfolio

Prioritising the portfolio is the first step to gai ning an informed view of 
initiatives which are planned or in progress



Project Governance Tool Implementations
Summary of Lessons Learned

Tools

Design & Deployment Design & Deployment 
Vision:

Mature Portfolio
Management

Continuous ImprovementContinuous ImprovementInitiationInitiation

Tool selected is not fit for 
purpose

Too many non-integrated 
tools for PM

Scope for tool capabilities and functions 
overcomes the core and intended 
requirements

Existing PM processes are not effective and/or 
do not align with the tool

Management does not rely on 
the tool for information, teams 
continue to use old methods

The broader PM process 
needs of the organization are 

Over customization increases the products 
long-term cost of ownership

A long-term plan for incremental 
improvement and expansion of 
tool usage and PM Processes is 
not established or followed
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Process

People

Starting
State

Benefits and Expectations are not 
communicated well across the PMs

Training and support needs are underestimated

The tool does not meet the needs of the 
financial teams

needs of the organization are 
not considered, and the tool is 
configured to meet the unique 
needs of one group

Too many licenses / 
accounts are purchased 
and go unused

PMs and Analysts are not provided an opportunity to 
share in the design and deployment of the tool, leading 
to poor support and buy-in

Management believes that the tool 
will correct inefficiencies with PM 
Processes and Teams

Stakeholder needs are not 
understood

An effective process for escalating key risks or 
issues is not available, the ‘abundance’ of 
information hides important items
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Adrian M. Estala, PMP
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Change Readiness Assessment  - Backup Slide

Change Assessment Objectives

� Assess alignment of the transformation 
objectives with broader business objectives

� Identify who will be impacted by the changes 
� Understand how the change may be perceived 

by those impacted
� Assess stakeholder support for the 

transformation initiative
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Change Perception

� Through the user forum, we are seeing mostly 
“Informed Pessimism (Doubt)” about the 
probability of success for the initiative

� While we are beginning to see some “Hopeful 
Realism (Hope),” the response can evolve to 
frustration and “Anger” if communication and 
expectations are not managed well

� We need to maintain momentum through 
strong communication in October, send a formal 
launch message in November, and then send a 
monthly message throughout the initiative



Stakeholder and ‘Degree of Change’ Analysis – Backup  Slide

Stakeholder Analysis

1. Exec VP
2. GM
3. Leadership Team
4. Architecture
5. Business Customers 
6. Business Transformation

11

33

774455

2288991010

1111 66

7. HR
8. Domain PMO Managers
9. Domain Project Managers
10. Domain Project Analysts
11. Domain Project ‘Other’ 

Support Resources
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Implementation Analysis

1. Risks, Issues, and Change Mgmt
2. Delivery Assurance Management
3. Financial Management 
4. Schedule & Dependency 

Management 
5. Reporting and Escalation 

Management 
6. Project Initiation Management

11

22

44

66 99

1010

1111

1212

77

88 55 33

7. Planning & FY Budgeting 
Management

8. Planning & People Forecasting 
9. Benefits Management 
10. Tool Implementation
11. Standards Re-launch
12. Continuous Improvement 

Process



Approving

Benefits Alignment

Create Portfolio 
Reports

Corrective Action

Stakeholder 
Reporting & 
Escalation

Capacity 
& 

Resource 
Mgmt

Investment &
Benefits 

Mgmt
Performance Management

Monitoring & Control

Optimisation
& Approval

Project
Initiation

& Changes

Project 
Delivery 

Assuranc
e

Planning & Aligning Reporting

Portfolio

Secondary Intelligence

Primary Intelligence

Process, Tools – To-Be Integrated Conceptual Model – Backup Slide
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Cross process Tools

Planning

Scenario / Option / Change Impact 
Analysis

Identifying

Project Initiation

Create Project 
Reports

Corrective Action and 
Escalation

Create Program 
Reports

Corrective Action and 
Escalation

Capacity 
Mgmt

Benefits 
Mgmt 

Financial 
Mgmt

Communi
cation 
Mgmt

Schedule 
& 

Depende
ncy Mgmt

Risk & 
Issues & 
Change 
Mgmt

Delivery 
Assurance

Project

Program 

PlanView Excel MS Project

*
Process owned by 
Business Transformation

Manual PeopleSoft SAP Tool SharePoint


