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Challenges of PMI® Portfolio Management Approach

The same area, two different standards

PMS adheres too closely to the financial portfolio model

OPM3 adheres too closely to PMBoK

PMS focuses on investment portfolios

The Unified Portfolio Management Model (UPMM) solves these challenges.
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The Unified Portfolio Management Model
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Strategic Planning

Strategy
Development

Function: Defining an organization’s
strategy

Primavera:

+ Providing data about portfolio
performance

Strategic
Planning
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Proposing Components

Components
Management
Proposing
Function: Proposing portfolio components according to organization’s Components
strategy
Primavera

+ Describing general information about proposed projects:
Scope
Cost
Benefits
Dates and duration
+ Using descriptive fields of project definition
+ Extending project descriptions with needed user-defined fields or codes

+ Project status: Proposed. May be implemented with project code
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Identification

Portfolio
Governance

Identification

Function: Collecting data about potential portfolio
components

Primavera:
+ Components proposals: EPS node: Proposals
+ Portfolio = EPS node

+ Existing components: EPS nodes representing
portfolios

I+

Project status: Rejected. May be implemented with
project code
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Evaluation and Selection

Portfolio
Governance

Function: Selecting portfolio components based on their
business characteristics

Primavera:

+ Alignment with strategic goals: UDFs, Project codes,
Notebook topics

+ Dashboard - Full information about performance of actual
portoflios and components

Evaluation and
Selection +

Portoflio Analysis Tab, Waterline Analysis, Capacity
Analysis, What-if Projects, Scenarios, Calculated KPIs —
In-depth analysis of proposals

I+

Project status: Rejected. May be implemented with
project code
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Creating

Portfolio
Governance

Function: Transforming a set of components
into a portfolio

Primavera:
+ Creating a new EPS node (portfolio)

Moving selected components there

+ +

Project status: Accepted. May be
Creating implemented with project code




Primavera 24th Annual

CONFERENCE

Balancing

Portfolio
Governance

Function: Updating set of portfolio components to
maximize its business outcome

Primavera:

+ Moving selected components to EPS nodes of
existing portfolio

I+

Project status: Accepted. May be implemented
with project code

I+

Project status: Terminated. May be
implemented with project code

Balancing
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Portfolio
Governance
Function: Terminating empty portfolios or
portfolios without valid business case
, Primavera:
Closing

+ Project status: Terminated. May be
implemented with project code

+ Marking a portfolio as closed.
Workaround: moving portfolio’s EPS to a
special EPS node
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Authorization

Portfolio
Governance

Authorization

Function: Making and propagating final decisions
about portfolio execution

Primavera:
+ Status of Planned for new portfolio components

+ Distributing information about new portfolio to
stakeholders through dashboards

- Statuses Active, Closed for portfolio

- Status of Authorized Termination for components
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Planning for Components Directing

Directing
Components

Function: Determining how components will be managed

Primavera: Planning for

Components Directing

+ Creating Sub-Portfolio Hierarchy — Creating EPS hierarchy

+ Components Cost Budgeting — Defining project budget in top-down manner
(Spending Plan, Budget Log)

+

Assigning responsibilities for portfolio and its components — Assigning
responsibilities for EPS element to OBS nodes

Resource Planning — Top-down resource allocation

Communication Planning — Defining EPS level reports

+ + +

Scheduling all portfolio components — Difficult, as there is no possibility of
scheduling projects without activities, with only WBS defined

Portfolio Level Risk Identification — No possibility of defining portfolio level risks
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Components Planning

Components
Management
Function: Planning components management
based on decisions made at the portfolio level Components
Planning

Primavera:

+ Communication Planning — Adopting portfolio
level report templates for use within
components

I+

Budget planning — Top-down and bottom-up
budget planning supported, but without
consistency checking

I+

Resource Planning — Using resources assigned
in the top-down manner, but without
overallocation checking
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Portfolio Management Planning

Portfolio
Management

Function: Planning work processes of
Portfolio Management Team

Portfolio Management
Planning

Primavera:

+ No activities directly at the EPS node level. Workaround —
defining additional ,,project” named ,,Portfolio Management
Project, PMP” for portfolio level portfolio management activities

at EPS node representing portfolio

+ All project management planning functionality applied to PMP
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Portfolio Execution

Portfolio
Management

Function: Executing work
processes of Portfolio
Management Team

Primavera:

T+ No activities directly at the EPS
node level. Workaround — using bt
Portfolio Management Project

+ All the project management
execution, monitoring, and control
functionality applied to PMP
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Execution and Reporting

Components
Management

Function: Components execution and e
reporting processes that are important Reporting
for portfolio management

Primavera:

+ Components Reporting — Full support
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Reporting, Review and Control

Directing
Components

Function: Processes from the Execution and
Monitoring and Control groups performed

Primavera: on components from the portfolio level

+ Portfolio Level Information Distribution — Layouts
and reports at the EPS node level

+ Portfolio Level Performance Reporting

Layouts and reports at the EPS node level

Calculated KPIs

Reporting,
Review and

Dashboard — Full information about performance Control
of actual components

+ Adding components to a portfolio within its life
cycle — very easy
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Directing
Components

Function: Requesting a change for different
portfolio management levels (strategy,
portfolio, component)

Primavera:

+ Generating reports describing reasons for
changes

= No workflow support for change requests
processing

Change
?
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Conclusions

Primavera tools support most of the processes needed by the Unified Portfolio
Management Model.

Some improvements are needed in these areas:
* EPS codes / statuses
*  Workflow support

* Portfolio Management Project processes

Full description of UPMM: Gasik, S. ,,The Unified Portfolio Management Model”, paper presented at PMI 2007
Global Congress, Atlanta, October 2007.
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Questions?
Stanistaw Gasik
Sybena Consulting
www.sybena.pl
Presentation partially sponsored by Primavera PAR Email:
DAT Computer Concepts, Poland Tel: +48 22 4254623

www.datcc.com

Mobile: +48 693 906030



