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What is Project Portfolio Management?

“The primary purpose 

of managing portfolios 

is to choose the 

appropriate set of 

programs and projects 

and execute them to 

realise the planned 

benefits and optimise 

organisational value.”
 

 PMI 
 

What is project portfolio management?

Source: Managing Portfolios



So…Managing Portfolios

Four generic problems are 

associated with the absence of 

effective project portfolio 

management: 

1. Too many projects

2. Projects that do not add value

3. Projects that are not linked to 

strategic goals 

4. An unbalanced portfolio.
 

Kendall & Rollins

Why Project Portfolio Management?

Failures in strategy execution - “high rates of 
failure - by any measure - are a constant.” The 
Economist Intelligence Unit

Failures in project delivery - “depending on 
complexity, 50-75% of major change efforts fail 
to realize intended results.” BCG

And the root cause often lies at the 
collective level - “unacknowledged 
dependencies remain the number one cause of 
project slippage.” John Doerr

Why project portfolio management?



“There is no standard 

categorisation scheme for 

benefits. Each organisation 

needs to define and agree on 

the categories of benefits that 

are important for successful 

realisation.”
 

 PMI
 

Source: Managing Benefits

How 1. Aligning projects with strategy via benefits

“Project benefits can be considered synonymous with positive strategic impacts.” PMI



How 2. Balancing Risk & Return

“We can do anything, 

we just can’t do 

everything.”
  

Mark Cyphert
 

How 2. Balancing risk & return



How 3. Portfolio categorisation (with tailored investment criteria)

Increased Revenue Reduced Costs

Strategic 
Contribution

Mandatory 
Requirement

Cost-benefit 
analysis

+ achievability

‘Strategic bang for 
your buck’ 

assessment + 
achievability

Cost-benefit 
analysis + 

achievability

Cost-effectiveness 
analysis + 

achievability



How 4. Ensuring disciplined decision-making

• The ‘closer’ argues for his/her projects based on charisma, past 
success and personal relationships.

• The ‘screamer’ who’s advocacy is based on the ‘decibels’ rather than 
the data.

• The ‘end-arounder’ who goes to straight to the top, bypassing the 
portfolio management process.

• The ‘strategist’ whose sole justification is some unarticulated and 
unquantified strategic contribution.

• The ‘doomsdayer’ who’s advocacy of a project is premised on fear of 
what would happen if the investment is not made.

• The ‘optimist’ who ignores sunk costs and past history believing it will 
all turn out right in the end.

  

Source: Anand Sanwal 

“as one executive observed, his company’s biggest failures occurred when senior managers overrode 
established processes and methodologies.”  McKinsey



How 5. Portfolio staggering - doing more by doing less

US Navy Seals mantra “Slow is smooth and smooth is fast”

“resources are still vastly over-allocated 
and excessively multi-tasked.” Bondale

“postponing or stopping projects that were 

judged less attractive had led to the projects 

that were undertaken tending to run more 

smoothly, with less crises and delays due to 

clashes with other projects and disputes 

over access to limited resources.” CIMA



Gatekeeper	

GATE	

Prescribed	
requirements	

Decision	
criteria	

Decision	–	Go,	Kill,	
Hold	

Including:	
• Funding	to	next	gate	
• Resources	release	
• Deliverables	due	by	next	

gate	&	key	milestones	
• Any	interim	condi ons	on	

funding	

Including:	
• Performance	to	date	
• Measurable	strategic	contribu on	
• Acceptable	risk	profile	
• Cost	to	complete	

Including:	
• Updated	Business	

Case	
• Progress	since	last	

gate	
• Updated	3	A’s	

assessment	

With staged release of funding - so there are no ‘orphan’ benefits 

How 6. Revisiting the investment decision across the project lifecycle

Source: Managing Portfolios



Top 5 Port folio Dependencies
2024

Q1 Q2 Q3 Q4

Live Agent

Project Harmony

Telephony Enhance

Technology

Finance

External Comms 
Website

Server Upgrade

Aug

Aug

AI Chatbot

ICE

Security 2.0

External Comms Website

Jun

Jun

Aug

Nov

Mar

May

Mar

Jun

Jun

2

1

2

Key Dependency Descriptions

Must activate Sec2.0 before 
telephony go live

Server room relocation must 
happen before telephony go 

live

R&D

Legal

3

4

5

Marketing

3

4

5

Master Service Contract 
required before global launch

Marketing CMO Board 
Approval enabling Go Live

Specialist tech skills required at 
crit ical window

Go Live Project CloseKey Dependency

July

Feb

May

Apr

Feb

Apr

Aug

1

BAU Teams

Port folio Projects

Source: Managing Portfolios

How 7. Managing dependencies both logical & logistical



Whether that's through a certification, a new skill, or the confidence to step up - 
we're built around one thing: making learning work for your life. Flexible formats, 
real support, and training that makes a difference beyond the classroom.

Our job is simple: help you get better at yours

info@knowledgetrain.co.uk
  

+44 (0)207 148 5985
 

www.knowledgetrain.co.uk

Want to talk it through? Get in touch.



Any questions?
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