


BSBPMG812 - Manage and review portfolio performance

Question 1: What is meant by portfolio performance management?

Answer: Portfolio performance management refers to the systematic process of

monitoring, analyzing, and optimizing the performance of a collection of investments or

projects, known as a portfolio. This practice is commonly used in both financial investment

and project management contexts. The primary goals are to achieve the desired outcomes,

align with strategic objectives, and maximize returns while managing risks. Here are the

key components of portfolio performance management:

1. Performance Monitoring:

o Continuously tracking the performance of individual assets or

projects within the portfolio.

o Using key performance indicators (KPIs) and benchmarks to

measure success.

2. Analysis and Evaluation:

o Assessing performance data to identify trends, strengths, and

areas for improvement.

o Comparing actual performance against targets and

benchmarks.

3. Risk Management:

o Identifying and evaluating risks that could impact the portfolio.

o Implementing strategies to mitigate these risks and protect the

portfolio's value.

4. Optimization and Rebalancing:

o Making adjustments to the portfolio to enhance performance,

such as reallocating resources or divesting underperforming

assets.



o Ensuring the portfolio remains aligned with strategic goals and

risk tolerance.

5. Reporting and Communication:

o Providing regular updates to stakeholders on the portfolio’s

performance.

o Using clear and comprehensive reports to inform

decision-making.

6. Strategic Alignment:

o Ensuring that the portfolio’s composition and performance are

in line with the overall strategic objectives of the organization

or investor.

o Adjusting the portfolio to reflect changes in strategic priorities.

In the context of financial investments, portfolio performance management

might involve balancing a mix of stocks, bonds, real estate, and other

assets to achieve the desired return on investment while managing risk. In

project management, it involves overseeing a collection of projects to

ensure they collectively contribute to the organization’s strategic goals.

By effectively managing portfolio performance, organizations and investors

can make informed decisions, optimize their resources, and achieve better

overall outcomes.

Question 2: What is meant by project delivery oversight? List some of the most prevalent aspects of

project management to support your answer.



Answer: Project delivery oversight refers to the systematic supervision and management

of a project's progress to ensure it meets its objectives, stays on schedule, and remains

within budget. This oversight involves a combination of monitoring, controlling, and

guiding project activities to ensure successful completion according to predefined

standards and stakeholder expectations.

To support project delivery oversight, several key aspects of project

management are commonly involved:

1. Scope Management:

o Defining and controlling what is and is not included in the

project.

o Ensuring the project includes all the work required, and only the

work required, to complete the project successfully.

2. Schedule Management:

o Planning and controlling the project timeline.

o Creating a detailed project schedule, tracking progress, and

making adjustments as necessary to stay on track.

3. Cost Management:

o Estimating, budgeting, and controlling costs to ensure the

project can be completed within the approved budget.

o Monitoring expenditures and managing cost variances.

4. Quality Management:

o Ensuring that the project will satisfy the requirements for which it

was undertaken.

o Establishing quality policies, objectives, and responsibilities.

5. Risk Management:

o Identifying, analyzing, and responding to project risks.



o Implementing risk mitigation strategies to minimize the impact

of potential threats.

6. Communication Management:

o Ensuring timely and appropriate generation, collection,

dissemination, storage, and disposition of project information.

o Facilitating effective communication among stakeholders.

7. Resource Management:

o Planning, allocating, and managing resources (people,

equipment, materials) needed to complete the project.

o Ensuring resources are used efficiently and effectively.

8. Stakeholder Management:

o Identifying all people or organizations impacted by the project.

o Managing stakeholder expectations and engaging them

appropriately throughout the project lifecycle.

9. Procurement Management:

o Acquiring goods and services from external sources to fulfill

project requirements.

o Managing vendor relationships and contract performance.

10. Integration Management:

o Ensuring that various project elements are properly

coordinated.

o Balancing competing project constraints and ensuring that

project activities are aligned with the overall project goals.

By focusing on these aspects, project delivery oversight helps ensure that

projects are delivered successfully, meeting the desired outcomes, and

providing value to stakeholders.



Question 3: List some best strategies to conduct performance reviews according to organisaional

requirements.

Answer: Conducting performance reviews effectively according to organizational

requirements involves several best strategies. Here are some key approaches:

1. Set Clear Objectives and Criteria:

o Define specific, measurable, achievable, relevant, and

time-bound (SMART) goals for employees.

o Establish clear performance criteria and expectations aligned

with organizational objectives.

2. Regular and Timely Feedback:

o Provide ongoing feedback throughout the year, not just during

annual reviews.

o Address issues and recognize achievements in real-time to

promote continuous improvement.

3. Employee Involvement:

o Encourage self-assessments where employees reflect on their

own performance.

o Involve employees in setting their goals and discussing their

career development plans.

4. Use of Data and Metrics:

o Base evaluations on objective data and performance metrics.

o Utilize tools and software to track performance indicators

consistently.

5. 360-Degree Feedback:



o Gather feedback from multiple sources, including peers,

subordinates, and supervisors.

o Provide a comprehensive view of the employee’s

performance from different perspectives.

6. Focus on Development:

o Highlight areas for improvement and provide actionable

suggestions.

o Discuss career development opportunities and create

personalized development plans.

7. Training for Reviewers:

o Train managers and supervisors on how to conduct effective

and unbiased performance reviews.

o Ensure they understand the importance of constructive

feedback and objective assessment.

8. Consistency and Fairness:

o Apply performance standards consistently across all

employees.

o Ensure the review process is transparent and free from bias or

favoritism.

9. Document and Record:

o Keep detailed records of performance reviews, feedback, and

development plans.

o Use documentation to track progress and support future

performance discussions.

10.Follow-Up Actions:

o Develop clear action plans following the review to address any

identified issues.



o Schedule follow-up meetings to monitor progress and provide

additional support if needed.

11.Positive Reinforcement:

o Recognize and reward good performance to motivate

employees.

o Use positive reinforcement to encourage desired behaviors

and outcomes.

12.Align with Organizational Goals:

o Ensure that individual performance goals support broader

organizational objectives.

o Communicate the importance of each employee’s

contribution to the company’s success.

13.Confidentiality and Sensitivity:

o Handle performance reviews with confidentiality and sensitivity.

o Create a safe environment where employees feel comfortable

discussing their performance.

By implementing these strategies, organizations can conduct performance

reviews that are effective, fair, and aligned with their overall goals,

ultimately leading to improved employee performance and satisfaction.

Question 4: What is a performance report? List its various types.

Answer: A performance report is a document that provides an overview of an individual's

or organization's performance over a specific period. It typically includes data, analysis,

and insights regarding various aspects of performance, such as achievements, progress



towards goals, areas for improvement, and future plans. Here are various types of

performance reports:

1. Individual Performance Report: This report focuses on assessing the performance

of individual employees or team members. It includes information about their

accomplishments, skills, areas for development, and goals.

2. Team Performance Report: A team performance report evaluates the collective

performance of a group or department within an organization. It highlights team

achievements, collaboration, productivity, and any challenges faced.

3. Project Performance Report: This report evaluates the performance of a specific

project or initiative. It includes information on project milestones, budget

adherence, timelines, risks, and overall project success.

4. Departmental Performance Report: Departmental performance reports provide

an overview of the performance of a particular department or functional area within

an organization. It includes metrics related to departmental goals, efficiency,

effectiveness, and resource utilization.

5. Organizational Performance Report: An organizational performance report

assesses the overall performance of the entire organization. It includes key

performance indicators (KPIs), financial metrics, strategic goals, market position,

and other factors influencing organizational success.

6. Financial Performance Report: This report focuses on evaluating the financial

performance of an individual, team, project, department, or organization. It includes

financial statements, budget variances, revenue, expenses, profitability, and other

financial metrics.

7. Sales Performance Report: A sales performance report evaluates the performance

of sales teams or individual sales representatives. It includes sales figures,

conversion rates, customer acquisition, sales pipeline, and sales effectiveness

metrics.

8. Customer Performance Report: This report assesses the performance of an

organization in terms of customer satisfaction, retention, loyalty, and feedback. It

includes metrics such as Net Promoter Score (NPS), customer complaints, response

times, and customer service quality.

9. Quality Performance Report: Quality performance reports evaluate the quality of

products, services, or processes within an organization. They include metrics



related to defects, errors, customer complaints, compliance with quality standards,

and continuous improvement initiatives.

10. Operational Performance Report: An operational performance report assesses the

efficiency and effectiveness of operational processes within an organization. It

includes metrics such as cycle time, throughput, resource utilization, and process

improvements.

These types of performance reports serve as valuable tools for assessing performance,

identifying areas for improvement, making informed decisions, and driving organizational

success.

Question 5: List and explain the main strategies to monitor the portfolio of your business.

Answer: Monitoring the portfolio of a business involves overseeing the collection of

projects, programs, and initiatives to ensure they align with organizational objectives and

deliver intended benefits. Here are the main strategies to effectively monitor a business

portfolio:

1. Establish Clear Objectives: Define clear objectives for the portfolio that align

with the organization's strategic goals. These objectives should be specific,

measurable, achievable, relevant, and time-bound (SMART). Having well-defined

objectives helps in evaluating the portfolio's performance against desired outcomes.

2. Regular Performance Reviews: Conduct regular performance reviews of the

portfolio to assess progress, identify deviations from objectives, and determine the

overall health of the portfolio. Reviews can be scheduled at predefined intervals or

triggered by significant milestones or changes in the business environment.

3. Key Performance Indicators (KPIs): Define and track key performance indicators

(KPIs) that measure the success and effectiveness of the portfolio. KPIs should be

selected based on the organization's strategic priorities and may include metrics

such as return on investment (ROI), cost variance, schedule variance, resource

utilization, and customer satisfaction.



4. Risk Management: Implement robust risk management processes to identify,

assess, and mitigate risks that may impact the portfolio's performance. Monitor risk

factors regularly and develop contingency plans to address potential threats to

project success.

5. Resource Allocation: Monitor resource allocation across projects within the

portfolio to ensure optimal utilization of available resources. Balance resource

allocation based on project priorities, timelines, and strategic importance to avoid

overallocation or underutilization of resources.

6. Stakeholder Engagement: Engage stakeholders at various levels of the

organization to gather feedback, align expectations, and ensure buy-in for portfolio

initiatives. Regular communication with stakeholders helps in identifying issues

early and addressing concerns effectively.

7. Portfolio Reporting: Develop comprehensive portfolio reports that provide

stakeholders with relevant information on the status, progress, and performance of

projects within the portfolio. Customize reports based on stakeholder requirements

and present data in a clear, concise, and actionable format.

8. Adaptability and Flexibility: Maintain flexibility in portfolio management

processes to adapt to changing business needs, market conditions, and strategic

priorities. Monitor external factors such as market trends, regulatory changes, and

competitor activities to make informed decisions about portfolio adjustments.

9. Continuous Improvement: Foster a culture of continuous improvement by

soliciting feedback from project teams, conducting lessons learned sessions, and

implementing best practices identified during portfolio reviews. Use insights gained

from past experiences to refine portfolio management processes and drive ongoing

improvement.

By implementing these strategies, businesses can effectively monitor their portfolios,

ensure alignment with organizational goals, mitigate risks, optimize resource allocation,

and drive successful project outcomes.

Question 6: What are program objectives? List its main benefits.



Answer: Program objectives are the specific goals and targets set for a program, which is a

collection of related projects managed in a coordinated manner to achieve strategic

objectives. Here are the main benefits of program objectives:

1. Alignment with Organizational Goals: Program objectives ensure that

the program's activities and outcomes are aligned with the broader

strategic goals and priorities of the organization. This alignment helps

in maximizing the program's contribution to the overall success of the

organization.

2. Clear Direction and Focus: Program objectives provide a clear

direction and focus for program managers, team members, and

stakeholders. They define what needs to be achieved and serve as a

roadmap for planning, execution, and evaluation.

3. Measurable Outcomes: Well-defined program objectives are

specific, measurable, achievable, relevant, and time-bound

(SMART). They enable stakeholders to track progress, measure

performance, and evaluate the program's success against

predetermined criteria.

4. Resource Optimization: Program objectives help in optimizing the

allocation of resources, including budget, personnel, and time. By

clearly defining priorities and desired outcomes, program managers

can allocate resources effectively to activities that contribute most to

achieving the objectives.

5. Risk Management: Program objectives assist in identifying and

managing risks associated with program implementation. By

understanding the desired outcomes and potential challenges,

program managers can develop risk mitigation strategies and

contingency plans to ensure successful delivery.



6. Stakeholder Engagement: Clearly defined program objectives

facilitate stakeholder engagement and communication.

Stakeholders are more likely to support the program when they

understand its objectives, benefits, and expected outcomes.

Effective communication helps in building trust and collaboration

among stakeholders.

7. Decision-Making Support: Program objectives provide a basis for

decision-making throughout the program lifecycle. Program

managers can use objectives as criteria for evaluating alternative

strategies, making trade-offs, and prioritizing activities to ensure that

resources are directed towards the most critical areas.

8. Continuous Improvement: Program objectives serve as a basis for

evaluating performance, identifying lessons learned, and driving

continuous improvement. By monitoring progress against objectives

and analyzing outcomes, program managers can identify areas for

enhancement and implement corrective actions as needed.

Overall, program objectives play a crucial role in guiding program

management efforts, ensuring alignment with organizational goals,

optimizing resource allocation, managing risks, engaging stakeholders,

supporting decision-making, and driving continuous improvement.

 

Question 7: List some strategies to flag projects and programs that are not achieving planned

performance.



Answer: Here are some strategies to flag projects and programs that are not achieving

planned performance:

1. Regular Performance Reviews: Conduct regular performance reviews of projects

and programs to assess progress against predefined metrics and milestones. Any

deviations from the planned performance should be identified and addressed

promptly.

2. Key Performance Indicators (KPIs): Establish clear KPIs for projects and

programs to measure their performance. Monitor these KPIs regularly and set

thresholds to trigger alerts when performance falls below acceptable levels.

3. Early Warning Systems: Implement early warning systems to identify potential

issues or risks that may impact project or program performance. These systems can

include automated alerts, risk registers, and issue logs to flag problems as they

arise.

4. Benchmarking: Compare the performance of projects and programs against

industry standards or best practices to identify areas for improvement.

Benchmarking can help identify underperforming projects and programs by

highlighting performance gaps relative to peers.

5. Root Cause Analysis: Conduct root cause analysis to identify the underlying

factors contributing to poor performance. By understanding the root causes of

performance issues, organizations can develop targeted interventions to address

them effectively.

6. Stakeholder Feedback: Solicit feedback from stakeholders, including project team

members, sponsors, and end-users, to identify any concerns or issues affecting

project or program performance. Actively engage with stakeholders to address their

feedback and concerns.

7. Regular Reporting: Require project managers and program managers to provide

regular performance reports that highlight progress, challenges, and risks. These

reports should be reviewed by senior management to identify any projects or

programs that are not meeting expectations.

8. Escalation Procedures: Establish clear escalation procedures to address significant

performance issues or risks. Define the thresholds for escalating issues to higher

levels of management or governance bodies to ensure timely intervention.



9. Continuous Monitoring: Implement continuous monitoring mechanisms to track

performance in real-time or near real-time. This can include dashboards, scorecards,

and other monitoring tools that provide visibility into project and program

performance metrics.

10. Performance Improvement Plans: Develop performance improvement plans for

projects and programs that are not meeting planned performance targets. These

plans should outline specific actions, timelines, and responsibilities for addressing

performance issues and improving outcomes.

Question 8: List some recommendations for dealing with changes in a project or program in a

portfolio.

Answer: Here are some recommendations for dealing with changes in a project or program

within a portfolio:

1. Establish Change Management Procedures: Develop robust change management

procedures that outline how changes will be identified, assessed, approved, and

implemented within the portfolio. Ensure that all stakeholders understand and

adhere to these procedures.

2. Define Change Control Boards: Set up Change Control Boards (CCBs) or similar

governance bodies responsible for reviewing and approving changes to projects and

programs within the portfolio. The CCB should consist of key stakeholders who

can assess the impact of proposed changes on the portfolio's objectives and

resources.

3. Prioritize Changes: Implement a prioritization process to evaluate proposed

changes based on their impact, urgency, and alignment with strategic objectives.

Allocate resources and attention to changes that offer the most value or address

critical issues.

4. Assess Impact: Conduct thorough impact assessments for proposed changes to

understand their implications on project scope, schedule, budget, resources, and

risks. Evaluate both the direct and indirect effects of changes on other projects and

programs within the portfolio.



5. Communicate Effectively: Communicate changes transparently and effectively to

all stakeholders, including project teams, sponsors, and governance bodies. Ensure

that stakeholders are aware of the rationale behind proposed changes and how they

will be implemented.

6. Monitor Changes: Establish mechanisms to monitor the implementation of

approved changes and track their impact on project and program performance.

Regularly review progress against change objectives and adjust plans as needed to

address emerging issues.

7. Manage Dependencies: Consider the interdependencies between projects and

programs within the portfolio when implementing changes. Coordinate activities

across projects to minimize conflicts and ensure that changes are integrated

seamlessly into the overall portfolio strategy.

8. Document Changes: Maintain comprehensive documentation of all approved

changes, including their rationale, impact assessments, and implementation plans.

This documentation serves as a historical record and provides valuable insights for

future decision-making.

9. Evaluate Lessons Learned: After implementing changes, conduct

post-implementation reviews to evaluate their effectiveness and identify lessons

learned. Use these insights to refine change management processes and improve

future change initiatives within the portfolio.

10. Stay Agile: Embrace an agile mindset and be prepared to adapt to changing

circumstances quickly. Foster a culture of flexibility and innovation within the

portfolio to respond effectively to evolving requirements and opportunities.



Question 9: What are the main benefits of promoting continuous improvement in your business?

Answer: Promoting continuous improvement in a business offers several key benefits:

1. Enhanced Efficiency and Productivity:

o Continuously refining processes can lead to more efficient

workflows, reducing waste and saving time.

o Employees can perform their tasks more effectively, leading

to higher productivity levels.

2. Improved Quality:

o Regularly evaluating and improving processes helps ensure

higher quality products or services.

o This can lead to increased customer satisfaction and loyalty.

3. Cost Reduction:

o Identifying inefficiencies and implementing improvements

can lead to significant cost savings.

o Reducing waste and optimizing resources contribute to

better financial performance.

4. Employee Engagement and Morale:

o Involving employees in the improvement process can

increase their engagement and motivation.

o It empowers employees by valuing their input and fostering a

culture of collaboration and innovation.

5. Adaptability and Innovation:

o A continuous improvement mindset encourages a culture of

innovation, where new ideas are regularly tested and

implemented.



o It helps the business stay adaptable in a rapidly changing

market environment.

6. Customer Satisfaction:

o By consistently improving products and services, businesses

can better meet customer needs and exceed expectations.

o Satisfied customers are more likely to return and recommend

the business to others.

7. Competitive Advantage:

o Businesses that focus on continuous improvement can stay

ahead of competitors by being more efficient, innovative,

and responsive to market changes.

o This can lead to a stronger market position and increased

profitability.

8. Risk Management:

o Regularly assessing and improving processes helps identify

potential risks and implement preventive measures.

o This proactive approach can minimize disruptions and

enhance business continuity.

By fostering a culture of continuous improvement, businesses can create

a sustainable environment for long-term growth and success.

Question 10: How can you improve project approval of your business?



Answer: Improving the project approval process in your business involves streamlining

procedures, increasing transparency, and ensuring alignment with strategic goals. Here are

several strategies to enhance project approval:

1. Clear Criteria and Guidelines:

o Define clear and objective criteria for project approval.

o Develop comprehensive guidelines that outline the approval

process, including required documentation and evaluation

metrics.

2. Strategic Alignment:

o Ensure that proposed projects align with the organization’s

strategic goals and priorities.

o Use a scoring system to evaluate how well projects support key

business objectives.

3. Effective Communication:

o Communicate the approval process and criteria clearly to all

stakeholders.

o Provide training sessions to ensure everyone understands the

requirements and procedures.

4. Comprehensive Business Cases:

o Require detailed business cases for project proposals, including

scope, objectives, benefits, costs, risks, and timelines.

o Ensure business cases provide a compelling rationale for why

the project should be approved.

5. Stakeholder Involvement:

o Involve key stakeholders early in the project proposal process

to gather input and build consensus.



o Establish a cross-functional approval committee to review and

evaluate proposals.

6. Standardized Templates and Tools:

o Use standardized templates for project proposals to ensure

consistency and completeness.

o Implement project management software to streamline the

submission and review process.

7. Robust Review Process:

o Establish a multi-stage review process that includes initial

screening, detailed evaluation, and final approval.

o Use checklists to ensure all necessary information is provided

and evaluated.

8. Prioritization Framework:

o Develop a prioritization framework to assess the relative

importance and urgency of projects.

o Consider factors such as strategic impact, resource availability,

and risk when prioritizing projects.

9. Performance Metrics:

o Define key performance indicators (KPIs) to measure and track

the success of approved projects.

o Use historical data to inform decision-making and improve

future project approvals.

10.Feedback Loop:

o Establish a feedback loop to review the outcomes of

approved projects.

o Use lessons learned to refine the approval process and improve

decision-making.



11.Executive Sponsorship:

o Ensure each project has an executive sponsor who champions

the project and supports its approval.

o Executive sponsors can provide valuable insights and help

navigate organizational politics.

12.Risk Assessment:

o Conduct thorough risk assessments for proposed projects.

o Include mitigation strategies in the project proposal to address

potential risks.

13.Financial Analysis:

o Perform detailed financial analysis, including cost-benefit

analysis and return on investment (ROI) calculations.

o Ensure financial projections are realistic and align with

organizational financial goals.

14.Agile and Flexible Approaches:

o Adopt agile methodologies to allow for iterative planning and

approval.

o Be flexible and willing to adjust the approval process based on

feedback and changing business needs.

By implementing these strategies, businesses can improve their project

approval process, ensuring that only the most valuable and strategically

aligned projects are approved and executed successfully.

Question 11: What is meant by portfolio value?



Answer: Portfolio value refers to the total worth or value of a collection of investments or

projects at a given point in time. This concept is used in both financial investment and

project management contexts to assess the collective value of assets or initiatives within a

portfolio. The value of a portfolio can be measured in various ways depending on the

context, and it typically includes both quantitative and qualitative aspects.

In Financial Investment:

1. Market Value:

o The current market prices of all the individual assets (stocks, bonds,

real estate, etc.) within the portfolio.

o Calculated by summing up the market values of each asset.

2. Intrinsic Value:

o An estimate of the true worth of the assets, considering fundamental

factors like earnings, dividends, and growth prospects.

o Often used by value investors to identify undervalued investments.

3. Net Asset Value (NAV):

o Commonly used for mutual funds and ETFs, it represents the total

value of the fund's assets minus its liabilities, divided by the number of

shares outstanding.

4. Total Return:

o Includes both capital appreciation and income (dividends, interest)

generated by the assets in the portfolio.

In Project Management:

1. Strategic Value:

o The contribution of the projects to the strategic goals and objectives

of the organization.

o Assessed by how well projects align with business priorities and deliver

strategic benefits.

2. Financial Value:



o The financial benefits derived from the projects, such as increased

revenue, cost savings, or return on investment (ROI).

o Includes metrics like Net Present Value (NPV), Internal Rate of Return

(IRR), and payback period.

3. Risk-Adjusted Value:

o The value of the portfolio adjusted for the risks associated with the

individual projects.

o Helps in understanding the potential impact of uncertainties and risks

on the overall portfolio value.

4. Qualitative Value:

o Intangible benefits such as improved customer satisfaction,

enhanced brand reputation, or employee engagement.

o These factors, though harder to quantify, are crucial for long-term

success.

Importance of Portfolio Value:

● Decision-Making:

o Provides a basis for making informed decisions about resource

allocation, investment, and prioritization.

o Helps in identifying which assets or projects to expand, scale down,

or terminate.

● Performance Assessment:

o Allows stakeholders to assess the performance and health of the

portfolio.

o Facilitates comparisons over time to track progress and growth.

● Risk Management:

o Helps in balancing risks and returns within the portfolio.

o Enables proactive identification and mitigation of potential risks.

● Strategic Alignment:



o Ensures that the portfolio is aligned with the long-term goals and

objectives of the organization or investor.

o Helps in maintaining a balanced and diversified portfolio.

Understanding and managing portfolio value is essential for maximizing returns, achieving

strategic goals, and ensuring sustainable growth.

Question 12: What is meant by project selection and prioritisation? List the main advantages of

project prioritisation and selection.

Answer: Project selection and prioritization refer to the processes by which

organizations evaluate, choose, and rank potential projects based on various criteria to

determine which projects should be undertaken and in what order. These processes help

ensure that resources are allocated to projects that align with strategic goals and offer the

most significant benefits to the organization.

Project Selection

● Project Selection: This involves evaluating potential projects to determine

which ones should be pursued. The evaluation is typically based on criteria

such as strategic alignment, expected benefits, resource availability, risk,

and feasibility.

Project Prioritization

● Project Prioritization: Once projects are selected, prioritization involves

ranking them in order of importance or urgency. This ensures that the most

critical projects receive attention and resources first, optimizing the overall

impact and efficiency of the project portfolio.



Main Advantages of Project Prioritization and Selection

1. Alignment with Strategic Goals:

o Ensures that selected projects support the organization’s strategic

objectives and long-term vision.

o Helps in focusing efforts on initiatives that drive business growth and

competitive advantage.

2. Optimal Resource Allocation:

o Facilitates efficient use of limited resources (time, money, personnel)

by directing them to the most valuable projects.

o Reduces waste and maximizes return on investment.

3. Improved Decision-Making:

o Provides a structured approach to evaluating and comparing

projects, leading to more informed and objective decisions.

o Reduces the influence of bias and ad-hoc decision-making.

4. Risk Management:

o Helps identify and assess potential risks associated with projects,

allowing for better risk mitigation strategies.

o Prioritizes projects with manageable risks, enhancing the likelihood of

successful outcomes.

5. Increased Transparency and Accountability:

o Establishes clear criteria and processes for project selection and

prioritization, promoting transparency.

o Ensures accountability by documenting decisions and rationales.

6. Enhanced Focus and Clarity:

o Helps teams focus on the most important projects, reducing

distractions and confusion.

o Clarifies priorities, ensuring everyone is aligned and working towards

common goals.

7. Better Stakeholder Management:



o Engages stakeholders in the selection and prioritization process,

ensuring their needs and expectations are considered.

o Builds stakeholder confidence and support by demonstrating a

systematic approach to project management.

8. Performance Tracking and Improvement:

o Facilitates the monitoring and evaluation of project performance

against predefined criteria.

o Provides insights for continuous improvement in project selection and

management processes.

9. Balanced Portfolio:

o Ensures a balanced project portfolio by considering factors such as

risk, return, and resource requirements.

o Helps in maintaining a mix of short-term and long-term projects,

innovative and stable projects.

10. Enhanced Agility and Responsiveness:

o Allows the organization to quickly adapt to changes in the market,

technology, or internal priorities by re-evaluating and re-prioritizing

projects.

o Supports dynamic and flexible project management practices.

By effectively selecting and prioritizing projects, organizations can ensure that they invest

in initiatives that offer the most significant potential benefits and align closely with their

strategic objectives, thereby optimizing overall performance and success.

Question 13: List and explain some effective strategies to prioritise business projects.

Answer: Prioritizing business projects effectively is essential for ensuring that resources

are allocated to the most critical initiatives and that the organization can achieve its

strategic objectives. Here are some effective strategies to prioritize business projects:



1. Alignment with Strategic Goals

● Explanation: Evaluate how well each project aligns with the

organization's long-term goals and strategic vision.

● Implementation: Create a scoring system to assess each project’s

contribution to strategic priorities, such as market expansion,

innovation, or customer satisfaction.

2. Cost-Benefit Analysis

● Explanation: Compare the expected benefits of each project

against its costs to determine the potential return on investment

(ROI).

● Implementation: Calculate metrics such as Net Present Value (NPV),

Internal Rate of Return (IRR), and payback period for each project.

3. Risk Assessment

● Explanation: Identify and evaluate the risks associated with each

project, including financial, technical, and operational risks.

● Implementation: Use risk matrices or risk scoring models to quantify

and compare the risks of different projects.

4. Resource Availability

● Explanation: Assess the availability of key resources (e.g., personnel,

equipment, budget) needed to execute each project.

● Implementation: Map out resource requirements and timelines for

each project to ensure that resources are allocated efficiently.



5. Impact and Urgency

● Explanation: Determine the potential impact of each project on the

organization and the urgency of its implementation.

● Implementation: Prioritize projects that address critical issues, have

significant impacts, or are time-sensitive.

6. Stakeholder Analysis

● Explanation: Consider the interests and influence of key stakeholders

in the decision-making process.

● Implementation: Engage with stakeholders to gather input and

identify projects that have strong support or meet stakeholder needs.

7. Balanced Scorecard Approach

● Explanation: Use a balanced scorecard to evaluate projects across

multiple dimensions, such as financial performance, customer

impact, internal processes, and learning and growth.

● Implementation: Develop a set of balanced scorecard criteria and

rate each project against these criteria.

8. Weighted Scoring Model

● Explanation: Use a weighted scoring model to assign scores to

projects based on various criteria, with weights reflecting the

importance of each criterion.

● Implementation: Define criteria (e.g., strategic alignment, ROI, risk)

and assign weights. Score each project and calculate a total

weighted score to rank the projects.



9. MoSCoW Method

● Explanation: Categorize projects into four groups: Must-have,

Should-have, Could-have, and Won't-have (for now).

● Implementation: Prioritize projects that are essential (Must-have) and

defer or discard those that are less critical (Could-have, Won't-have).

10. Eisenhower Matrix

● Explanation: Classify projects based on their urgency and

importance.

● Implementation: Create a matrix with four quadrants: Urgent and

Important, Important but Not Urgent, Urgent but Not Important, and

Neither Urgent nor Important. Focus on projects in the "Urgent and

Important" quadrant.

11. Agile Prioritization Techniques

● Explanation: Use agile methodologies such as the Value vs. Effort matrix or

Moscow prioritization to prioritize projects in a dynamic environment.

● Implementation: Regularly review and adjust project priorities based on

changing circumstances and feedback from agile sprints or iterations.

12. Scenario Analysis

● Explanation: Evaluate how different projects would perform under various

future scenarios.

● Implementation: Develop potential future scenarios (e.g., market growth,

economic downturn) and assess the resilience and performance of each

project under these conditions.



13. Portfolio Management Tools

● Explanation: Use specialized software and tools for portfolio management

to facilitate project prioritization.

● Implementation: Implement tools that offer features such as project

tracking, scoring, and visualization to support data-driven prioritization.

By employing these strategies, organizations can systematically evaluate and rank their

projects, ensuring that the most valuable and strategically aligned initiatives are prioritized

for execution. This approach not only optimizes resource utilization but also enhances the

likelihood of achieving organizational goals and delivering maximum value.

Question 14: What is a portfolio delivery map?

Answer: A portfolio delivery map is a visual tool used in project and portfolio

management to provide a comprehensive overview of all the projects within a portfolio,

showing their status, timelines, dependencies, and alignment with strategic goals. It helps

stakeholders understand how different projects contribute to the overall objectives of the

organization and how they are progressing towards delivery.

Key Components of a Portfolio Delivery Map

1. Project List:

o A comprehensive list of all active and planned projects within the

portfolio.

o Each project is typically represented by a unique identifier or name.

2. Timelines and Milestones:

o Detailed timelines for each project, including start and end dates.

o Key milestones and deliverables are marked to indicate significant

progress points.

3. Status Indicators:



o Visual indicators (e.g., color-coded status such as green for on track,

yellow for at risk, red for off track) to show the current status of each

project.

o Provides a quick snapshot of project health and progress.

4. Dependencies and Relationships:

o Illustrates dependencies between projects, showing how the delivery

of one project may impact others.

o Helps in identifying and managing potential bottlenecks or conflicts.

5. Resource Allocation:

o Information about resource commitments for each project.

o Ensures that resource allocation is visible and can be managed

effectively across the portfolio.

6. Strategic Alignment:

o Indicates how each project aligns with strategic goals and

objectives.

o Often includes a scoring or ranking system to show the relative

importance of each project.

7. Risk and Issue Management:

o Highlights key risks and issues associated with each project.

o Provides visibility into potential challenges that could impact

delivery.

8. Budget and Financials:

o Overview of budget allocation and financial status of each project.

o Monitors expenditure and financial performance against planned

budgets.

Benefits of a Portfolio Delivery Map

1. Enhanced Visibility:

o Provides a clear and consolidated view of all projects within the

portfolio.



o Helps stakeholders at all levels understand the current state of the

portfolio.

2. Improved Decision-Making:

o Facilitates informed decision-making by providing relevant

information on project progress, dependencies, and resource

utilization.

o Supports prioritization and reallocation of resources as needed.

3. Risk Management:

o Identifies potential risks and issues early, allowing for proactive

management.

o Helps in mitigating risks by visualizing dependencies and potential

impacts.

4. Strategic Alignment:

o Ensures that projects are aligned with the organization’s strategic

objectives.

o Helps in focusing efforts on the most impactful projects.

5. Resource Optimization:

o Provides insights into resource allocation and utilization across the

portfolio.

o Helps in balancing workloads and preventing resource conflicts.

6. Stakeholder Communication:

o Enhances communication with stakeholders by providing a clear

and accessible overview of the portfolio.

o Facilitates regular updates and reporting.

How to Create a Portfolio Delivery Map

1. Gather Data:

o Collect information on all projects, including timelines, status,

dependencies, resources, and strategic alignment.

2. Select a Tool:



o Choose appropriate software or tools that can support the creation

and visualization of a delivery map (e.g., project management

software, Gantt charts).

3. Define Criteria:

o Establish criteria for status indicators, strategic alignment, and other

key components.

o Develop a consistent methodology for evaluating and updating

project information.

4. Visualize Data:

o Create a visual representation of the portfolio, using charts, graphs,

and other visual elements to enhance clarity.

o Ensure the map is easy to read and interpret.

5. Regular Updates:

o Update the portfolio delivery map regularly to reflect changes in

project status, timelines, and other factors.

o Use the map as a living document to support ongoing portfolio

management.

By utilizing a portfolio delivery map, organizations can gain a holistic view of their project

portfolio, enhance coordination and communication, and ensure that their projects are

effectively driving towards strategic goals.

Question 15: List some benefits of portfolio delivery maps.

Answer: Portfolio delivery maps offer numerous benefits for organizations managing

multiple projects. Here are some of the key advantages:



1. Enhanced Visibility

● Comprehensive Overview: Provides a clear and consolidated view of

all projects within the portfolio, allowing stakeholders to see the big

picture.

● Status Tracking: Offers real-time updates on the status of each

project, making it easier to monitor progress and identify issues early.

2. Improved Decision-Making

● Informed Choices: Facilitates data-driven decision-making by

presenting relevant information on project timelines, dependencies,

and resource allocation.

● Prioritization: Helps in prioritizing projects based on their strategic

importance, resource needs, and current progress.

3. Effective Risk Management

● Early Identification: Highlights potential risks and issues, enabling

teams to address them proactively.

● Dependency Management: Visualizes project dependencies, helping

to foresee and mitigate potential bottlenecks or conflicts.

4. Strategic Alignment

● Goal Alignment: Ensures that projects are aligned with the

organization’s strategic goals and objectives.

● Performance Metrics: Uses metrics and scoring systems to show how

each project contributes to strategic priorities.



5. Resource Optimization

● Resource Allocation: Provides insights into how resources are

distributed across projects, ensuring optimal use of available

personnel, equipment, and budget.

● Balancing Workloads: Helps in balancing workloads and preventing

resource conflicts by visualizing resource commitments.

6. Stakeholder Communication

● Transparency: Enhances transparency by providing a clear and

accessible overview of the entire project portfolio to all stakeholders.

● Regular Updates: Facilitates regular updates and reporting, keeping

stakeholders informed about project progress and changes.

7. Performance Monitoring

● Tracking Progress: Allows for continuous monitoring of project

performance against predefined milestones and deliverables.

● Identifying Trends: Helps in identifying trends and patterns in project

execution, which can inform future planning and decision-making.

8. Enhanced Coordination

● Team Collaboration: Fosters better collaboration and coordination

among project teams by providing a unified view of all ongoing and

planned projects.

● Alignment of Efforts: Ensures that efforts across different projects are

aligned and synchronized, reducing duplication and inefficiency.



9. Flexibility and Agility

● Dynamic Adjustments: Enables quick adjustments to project priorities

and resource allocations in response to changing business needs or

market conditions.

● Adaptive Management: Supports an agile approach to project

management, allowing for iterative planning and delivery.

10. Financial Oversight

● Budget Tracking: Monitors financial performance of projects, ensuring

that budgets are adhered to and financial resources are managed

effectively.

● Cost Management: Helps in identifying cost overruns early and taking

corrective actions to stay within budget.

11. Accountability and Governance

● Clear Accountability: Establishes clear accountability by

documenting project status, decisions, and progress.

● Governance: Supports governance processes by providing a

structured approach to managing and reviewing the project

portfolio.

By leveraging the benefits of portfolio delivery maps, organizations can achieve greater

efficiency, strategic alignment, and overall success in their project management efforts.

These maps serve as powerful tools for ensuring that projects are delivered on time, within

budget, and in alignment with organizational goals.



Question 16: What is meant by key timing?

Answer: Key timing involves predicting future price fluctuations of financial assets to

make strategic buying or selling decisions. Investors aim to enter markets at advantageous

moments, such as market bottoms for buying and market peaks for selling, to maximize

returns. This strategy relies on fundamental analysis, which considers economic indicators

and company financials, and technical analysis, which analyzes historical price movements

and investor behavior. By accurately timing their trades, investors can increase profits and

reduce losses. Key timing is particularly effective for short-to-medium-term investment

horizons, providing investors with insights into market trends and helping them make

informed decisions about asset allocation. Overall, key timing strategies aim to optimize

investment returns by capitalizing on market opportunities and minimizing risks.

Question 17: What are main objectives of managing portfolio?

Answer: The main objectives of managing a portfolio include:

1. Maximizing Returns: Portfolio management aims to optimize

investment returns while minimizing risk, ensuring that investments

generate the highest possible profits for stakeholders.

2. Risk Management: It involves identifying, assessing, and mitigating

risks associated with investment activities to protect the portfolio from

potential losses.

3. Asset Allocation: Efficient allocation of resources across different

asset classes to achieve diversification and balance risk and return.

4. Diversification: Spreading investments across various assets to reduce

the impact of market volatility and minimize the risk of loss.

5. Flexibility: Portfolio management seeks to maintain flexibility to adapt

to changing market conditions and investor objectives.



6. Liquidity Management: Ensuring that the portfolio maintains sufficient

liquidity to meet financial obligations and take advantage of

investment opportunities.

7. Strategic Alignment: Aligning investment decisions with the overall

goals and objectives of the organization or individual investor.

These objectives collectively aim to optimize the performance and value of

the investment portfolio.

 



Class Activities:

Activity 1:

Assume that you are working as a project manager in a business organisation. Your company wants

you to manage all the projects in an effective manner.

To do so you should first provide some advice on handling program and project delivery oversight.

Thus, you must discuss the following points to do so:

List of main resource requirements to assess your business portfolio

Main Resource Requirements for Assessing Business Portfolio:

● Skilled Project Managers: Competent individuals with strong leadership

and project management skills are essential for overseeing project

delivery.

● Adequate Funding: Sufficient financial resources are needed to support

project activities and ensure timely completion.

● Technological Tools: Utilize project management software and tools for

tracking progress, managing resources, and communicating with

stakeholders.

● Human Resources: Allocate the necessary personnel with the required

expertise and experience to execute project tasks effectively.

● Time Management: Efficiently manage time and schedules to meet

project deadlines and deliverables.

Identify main uses of the portfolio review document



Main Uses of the Portfolio Review Document:

● Strategic Alignment: Ensure that projects and programs align with

organizational goals and objectives.

● Resource Allocation: Determine how resources are distributed across

various projects and programs to optimize performance.

● Risk Management: Identify potential risks and issues within the portfolio

and develop strategies to mitigate them.

● Performance Evaluation: Evaluate the progress and performance of

projects and programs against predefined criteria and benchmarks.

● Decision Making: Provide stakeholders with insights and data-driven

recommendations for prioritizing projects and making informed decisions.

Identify best practises to review project and program performance against respective

plans

Best Practices to Review Project and Program Performance:

● Establish Clear Metrics: Define key performance indicators (KPIs) to

measure project and program success objectively.

● Regular Monitoring: Conduct frequent reviews and assessments to track

progress, identify deviations from plans, and address issues promptly.

● Stakeholder Engagement: Involve relevant stakeholders in performance

reviews to gather feedback, address concerns, and ensure alignment

with expectations.



● Continuous Improvement: Use performance data to identify areas for

improvement and implement corrective actions to enhance project and

program outcomes.

● Documentation: Maintain comprehensive records of project and

program performance reviews, including findings, recommendations,

and action plans for future reference and accountability.



Activity 2:

This activity is in continuation with previous activity.

After some advice on handling program and project delivery oversight, you are required to discuss

about portfolio continuous improvement of business projects.

For that discuss the following points given in the template.

Benefits of continuous improvement

Benefits of continuous improvement: Continuous improvement ensures that

processes, methods, and outcomes are constantly refined to achieve

optimal results. Some benefits include:

1. Enhanced efficiency and productivity: Continuous improvement

identifies and eliminates inefficiencies, leading to streamlined

processes and increased productivity.

2. Higher quality outputs: By constantly reviewing and refining

processes, the quality of project outputs improves over time.

3. Cost savings: Eliminating waste and inefficiencies results in cost

savings for the organization.

4. Increased employee engagement: Involving employees in

continuous improvement initiatives fosters a culture of collaboration

and innovation, leading to higher levels of employee engagement

and satisfaction.

5. Competitive advantage: Organizations that embrace continuous

improvement are better positioned to adapt to changing market

conditions and outperform competitors.

Organisational requirements for Project approval



Project approval involves thorough evaluation and alignment with

organizational objectives and resources. Key requirements include:

1. Business case justification: Projects must demonstrate clear alignment

with organizational goals and objectives, including potential benefits

and return on investment.

2. Resource availability: Adequate resources, including budget,

personnel, and infrastructure, must be available to support the

project.

3. Risk assessment: Potential risks and mitigation strategies should be

identified and evaluated to ensure project success.

4. Stakeholder buy-in: Support from key stakeholders, including

executives, sponsors, and end-users, is essential for project approval.

5. Regulatory compliance: Projects must adhere to relevant laws,

regulations, and industry standards to mitigate legal and compliance

risks.

Purpose of reviewing project identification and approval

The purpose of reviewing project identification and approval is to ensure

that proposed projects align with organizational goals, are feasible given

available resources, and have a clear business case for justification. This

process allows organizations to prioritize projects based on strategic

objectives, assess potential risks, and allocate resources effectively.

Additionally, reviewing project identification and approval facilitates



stakeholder buy-in and ensures that proposed projects contribute to the

organization's overall success.



Activity 3:

In this activity, you are required to discuss about BRM (benefits realisation management).

To do so discuss the following points given in the template:

Importance of

benefits realisation

management

Benefits realization management (BRM) is crucial for

ensuring that projects and programs deliver the

intended outcomes and value to the organization. Its

importance lies in the following aspects:

1. Maximizing return on investment (ROI): BRM

helps organizations identify, track, and

measure the benefits derived from projects

and programs, ensuring that resources are

allocated efficiently to achieve the highest

ROI.

2. Aligning with strategic objectives: By linking

project outcomes to organizational goals, BRM

ensures that investments contribute directly to

strategic priorities and long-term success.

3. Enhancing accountability: BRM establishes

clear accountability for realizing benefits,

ensuring that stakeholders are responsible for

delivering the expected value.

4. Driving continuous improvement: By monitoring

and evaluating benefits over time, BRM

enables organizations to identify areas for

improvement and optimize future investments.



5. Fostering stakeholder engagement: BRM

involves stakeholders throughout the project

lifecycle, increasing their engagement and

commitment to achieving desired outcomes.

When should you use

a delivery map?

A delivery map should be used in the following

situations:

1. Annual planning: Senior leaders can use

delivery maps during annual planning

meetings to visualize project completion

timelines and strategic milestones.

2. Strategic portfolio review meetings: Delivery

maps enable senior management to assess

the long-term outlook of the portfolio and

make informed decisions about project

priorities and resource allocation.

3. Project governance meetings: Each proposed

project should have a delivery map to explain

value delivery and ensure alignment with

strategic objectives.

4. Tactical status review meetings: Delivery maps

help project managers zoom into shorter time

horizons and examine project milestone status

during tactical status review meetings.

5. Meetings with project managers: Delivery

maps allow executives to track strategic



performance and discuss project

interdependencies with project managers

during status meetings.

Benefits of portfolio

delivery maps

Portfolio delivery maps offer several benefits,

including:

1. Providing visibility into project completion

deadlines.

2. Enabling resource sequencing to avoid

bottlenecks.

3. Facilitating alignment of projects with

organizational goals.

4. Helping project managers manage

interdependencies and conflicts across

initiatives.

5. Supporting informed decision-making by senior

leadership based on strategic performance.

Objectives of

managing Portfolio:

The objectives of managing a portfolio include:

1. Maximizing return on investment by allocating

resources to projects that align with strategic

objectives.

2. Balancing the portfolio to ensure it reflects

market trends, technological advancements,

and product classifications.



3. Providing a sense of direction by establishing

clear goals and priorities for the portfolio.

4. Preventing project overload by managing the

number of projects and avoiding resource

conflicts.

5. Managing risk by identifying, assessing, and

mitigating risks associated with portfolio

investments.



Activities 1-3

Answer may vary but student must address the questions according to the following resources:

● Learner Guide

● PowerPoint presentation

● Self-study Guide

● Live Training sessions and discussions with trainers/assessors


