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Project, Program and Project Portfolio Management -
a way of bringing order to one’s work?

Mikael Klein Velderman, PMP®
Senior PM Consultant

Semcon Project Management
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Selecting an approach...
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Alignment to strategic plan
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The operations are 
steered towards a vision 

which is broken down into 
strategic plans.

The strategic plans are 
broken down into objectives 

for the planning of the 
operations. The objectives 
will serve as input for the 

approach to the venture(s).

Resources and work are managed as part of the day-to-
day operations in both line and project organizations.
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Selecting an approach...

Needs
Requirements

Legislation

…

Result
Benefit

Product

Change
…

Business planning/
Strategic plans

Work process

Management of 
organization

with clear business 
decisions
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Selecting an approach ...

..must be based on the initiative characteristics & requirements ...
Scope of service/solution/change

Scope of service/solution/change

Scope of service/solution/change

Program management

As a project that 
provides a solution 

to the entire 
initiative

As a series of 
projects that 
hand over to 
each other

As a set of 
projects that are 
coordinated in a 
program

...or as a 
simpler task 

or 
assignment
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OK, but how do you make the right choice?

Let’s try out a few examples:
• Purchase of a new server.
• Development of new software with known requirements specification.
• Setting up the Olympic games in Rio de Janeiro.

Project?

Program?
Assignment?

Task?
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Program

Assignment

Project

Degree 
of change

Size of Scope and/or 
Coordination requirements

Line Organization

Task

Support in making the right choice (1)
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Support in making the right choice (2)

ProcessNo process

Objective

No objective

If the objective and/or 
work process is unclear, 
the task can be further 
defined so that it moves 
up in the top right 
quadrant
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Ways of working

Projects and Programs
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Program Life Cycle Model (XLPM)
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Various categories of programs

Converging Program Incremental (Agile) Program

Evolving Program Deployment Program

Cyclic Program

• Release 
program

• “The Olympic 
village”

• Continuous 
product development

• Improvement 
initiative 
(ABB T50)

• Creation of an IT solution, 
as well as customisation 
and installation in various
markets  

• Framework agreement 
with customer
The projects are called off
against the agreement
(often year-based)  
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Sponsorship in Projects and Programs

Total Project

Project 1

Project 2

Project 3

Ass. 1

Ass. 2

Ass. 3

Program
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Ways of working

Project Portfolio Management
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How do we create 
conditions

for success?

By carefully choosing what we should do, 
and selecting the right approach for how to handle 

each assignment.
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By carefully choosing what we should do...

Needs
Requirements

Legislation
…

Result
Impact

Change
…

Business planning/
Strategic plans

We need to manage all these initiatives.

Project portfolio management!!
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Project Portfolio Management

An organisation always as a project portfolio!

It may be that the organisation has not identified 
it and/or is not actively working on it, but it is there, 

and its contents are consuming resources 
and money.

Over time, projects, programs or tasks 
will pass through the project portfolio.
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Project Portfolio Management – Why?

Makes it clear what investments 
the organisation has made 

or ventures it plans to make. 

Makes it possible to 
optimise the 

organisation's 
performance in 

achieving its strategic 
goals, by clarifying: 

� Priorities

� Investment decisions

� Balancing of the 
portfolio (resources, 

finances, etc.)
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Project Portfolio Management – What is it?

Ensures that the 
organisation’s resource 

pool is used effectively and 
that it delivers maximum 

value

Ensures that the project portfolio 
contains the right mix of 

projects, we also ensure it is 
flexible and capable of reacting 

to changes
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Project Portfolio Lifecycle Model (XLPM)
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Organisation Model for Project Portfolio Management 
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Set up the Project Portfolio 

� The use of project portfolios is done with a purpose; to 
help the organization to reach its strategic goals.

� Setting up the project portfolios and introducing project 
portfolio management must be made with a clear 
strategy to get the most out of it.
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What Constitutes the Portfolio?

� The first thing to do is to describe how project portfolios 
will support the organization; to describe what the 
organization wants to achieve with the project portfolio:

� Define the purpose of the project portfolio! Why??

� Define the frames for the project portfolio. 

� Define the owner of the project portfolio.
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Rules for Combined Methodologies
� When working with projects, project portfolios and perhaps programs at 

the same time, different parts/roles in the organization will follow different 
methodologies.

� To avoid conflicts and misunderstandings it is important to define rules on 
how the methodologies will be used in combination. These rules are 
dependant on culture of the organization and what the organization wants 
to achieve.

� The rules should, al least, clarify:

� How roles defined in the different methodologies 
shall interact 

� How steering decisions defined in the different 
methodologies relates to each other.

� Example: (How) Will the tollgate decision(phase gate  decision 
in projects) be impacted by project portfolio decision s?
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How do we create 
conditions

for success?

By carefully choosing what we should do, 
and selecting the right approach for each task,

we create a foundation for success.


