

Project Program and Portfolio Management in easy steps
[bookmark: _GoBack]Level 1: Initial 
Level 1 requires two key process areas to be in place: project definition and program management awareness. Confirm these two key areas using the following steps:
	Ref
	Project Definition
	Date

	1
	Assumes a common and agreed understanding within an organization that carries out projects, and that these projects are explicitly recognized
	

	1.1
	Every project should have documented objectives (which have been agreed by management) and adequate resources allocated
	

	1.2
	Every project should be managed by a project manager, performing basic project management activities such as planning and organizing the work 
	

	1.3
	Every project should have a defined project life cycle and outline project plan (based on stages or phases) evidencing high level planning
	

	1.4
	Any changes to project objectives or requirements (scope) should have been recognized and documented
	

	1.5
	Projects should be reviewed by senior management on a periodic basis and the views of project stakeholders should be sought regarding the project 
	

	1.6
	Projects should submit regular progress reports, with some measure of their planned and actual performance on budget and timescale
	

	1.7
	The organization should recognize the projects they are undertaking and the reasons for them
	

	Ref
	Program Management Awareness
	Date

	2
	Defines a common and agreed understanding within an organization about what program management involves
	

	2.1
	Senior management should understand the concept of program management as the implementation of a collection of projects that together achieve outcomes and realize benefits of strategic importance 
	

	2.2
	Senior management should recognize that major change can be complex and risky and the breakdown of such initiatives into manageable chunks helps minimize risk
	

	2.3
	Senior management should understand that programs can help the organization integrate and reconcile competing demands for resources and provide a focus for projects
	

	2.4
	Senior management are aware that programs focus on outcomes rather than outputs and that program outcomes are perceived and described in terms of a vision for the program
	

	2.5
	Any programs that are run are reviewed by senior management on a periodic basis and the projects within a program are subject to regular review to confirm alignment with the program
	



If any of the above are lacking in the organization, they should be addressed before moving to level two.


Level 2: Repeatable 
Level 2 requires that a further eleven key process areas are implemented:
	Ref
	Key Process
	Date

	1
	Business Case: the business case presents the rationale for any change initiative and is used to obtain commitment and approval for the necessary investment
	

	2
	Program Organization: establishes the optimum organization for a program, defining the roles required, the responsibilities of each of these roles and the management structures and reporting arrangements 
	

	3
	Program Definition: sets out the specific needs for a program and provides the basis for deciding whether or not to proceed with it
	

	4
	Project Establishment: defines the specific requirement for a project team and its management, profiling the skills and competencies needed to perform the project activities
	

	5
	Project Planning, Monitoring and Control: establishes how the project will be run and communicated to the project stakeholders so that project or program management can take effective actions if the project’s performance deviates from plan
	

	6
	Stakeholder Management: to understand stakeholders’ interest in programs and projects allowing the implementation of a strategy to address their issues and needs
	

	7
	Requirements Management: establishes a common understanding between the program or project team and stakeholders concerning the business needs to be addressed by the program or project
	

	8
	Risk Management: to identify, analyze and avoid, minimize or control the adverse effects associated with risks that materialize, including escalation to the appropriate business managers or stakeholders for action
	

	9
	Configuration Management: establishes and maintains the integrity of documentation and other deliverables, so the impact of any proposed changes can be assessed
	

	10
	Program Planning and Control: to combine various planning and monitoring activities, focusing on the interdependencies between projects and dependencies on external factors
	

	11
	Supplier Management: to ensure suppliers are selected and managed effectively, monitoring both performance and results
	



Once these 11 areas (8 if you are not implementing program management) have been implemented, the organization will have established repeatable P3M maturity.


Level 3: Defined  
Level 3 requires that a further twelve key process areas are implemented:
	Ref
	Key Process
	Date

	1
	Benefits Management: the identification, planning, assignment of responsibility for the realization of and tracking the actual benefits of the business change as defined in the business case
	

	2
	Transition Management: to ensure the relevant business operations are prepared for the implementation of the project outputs, to ensure that the business environment is ready to exploit the new capability 
	

	3
	Information Management: how the organization plans, collects, organizes, uses, controls, disseminates, archives and eventually disposes of all the information created during the project and program processes
	

	4
	Organizational Focus: to establish responsibilities for program and project management activities so that they become standardized and fully integrated into the organization’s business processes
	

	5
	Process Definition: to develop and maintain a set of program and project management processes that can be used by all programs and projects within the organization to improve project and program performance
	

	6
	Training and Competency Development: to develop the skills and knowledge of program and project managers, their teams and other personnel so they can perform their roles more effectively
	

	7
	Integrated Management and Reporting: the development of program and project plans that address the specific outcomes being sought by the business and describe how activities managed and reported on
	

	8
	Life Cycle Control: to ensure that the activities necessary to design, build and maintain the desired outputs are accomplished using the appropriate tools and methods
	

	9
	Inter-group Coordination: establishing the means for teams to communicate and engage with other teams in order to satisfy the business and customer needs in an efficient and effective manner
	

	10
	Quality Assurance: to provide organizational assurance that programs and projects have suitable quality plans and measures in place to ensure that their deliverables meet explicit quality criteria
	

	11
	Centre of Excellence: to establish a coordinating function providing strategic oversight, scrutiny and challenge across an organization’s entire portfolio (this will become the portfolio office)
	

	12
	Portfolio Establishment: creation of the organization’s portfolio of programs, projects and supporting processes to enable top management to make key decisions regarding the portfolio
	



Once these 12 areas have been implemented, the organization has established portfolio management maturity. 


Level 4: Managed  
Level 4 requires that a further four key process areas are implemented:
	Ref
	Key Process
	Date

	1
	Management Metrics: project and program management metrics need to be established in order to monitor the performance outcome from each process. The organization will need to establish performance goals, collect process performance data from programs and projects and use this data to provide feedback on the likely outcome from the specified approaches
	

	2
	Quality Management: to develop an understanding of the quality of program and project deliverables and the achievement of the organization’s quality goals. The organization will need to plan program and project quality assurance activities and define measurable goals for quality, then quantify and measure actual progress in achieving these goals
	

	3
	Organizational Culture: to recognize and address any barriers to successful change implementation in the organization. This requires identifying the current organizational culture and determine the climate required to improve the effectiveness of change initiatives. The organization will need to promote personnel development and organization flexibility
	

	4
	Capacity Management: to ensure that the organization has the necessary resources to meet the ongoing and future demands of the business in a cost effective manner. To achieve this, the organization will need to understand the business needs and the resource implications of the projects and programs needed to implement them
	



Once these four areas have been implemented, the organization will have established a good level of project, program and portfolio management maturity. 


Level 5: Optimizing  
Level 5 requires that a further three key process areas are implemented:
	Ref
	Key Process
	Date

	1
	Problem Management: to identify potential problems in the program and project processes and to prevent them occurring. To achieve this, the organization will need to plan proactive problem management activities, seek and identify common causes of program and project issues and problems and prioritize and systematically address all of them
	

	2
	Technology Management: to identify new technologies (techniques, tools and methods) and manage their implementation into the organization. To achieve this, the organization will need to evaluate new technologies in order to determine their potential effect on quality and productivity, plan the incorporation of any beneficial technology changes and ensure the release of these to the organization for embedding into standard program and project processes
	

	3
	Continuous Process Improvement: to continually improve the processes used in the organization with the intent of improving program and project quality, increasing productivity and decreasing life cycle times. To achieve this, the organization will need to plan continuous process improvement, ensure that participation in program and project process improvement initiatives is organization-wide and ensure that the organization’s standard program and project processes are continuously improved
	



Once these three areas have been implemented, the organization will have achieved optimizing level five and will continue to improve. Continuous process improvement is the key area and the one that defines an optimized organization. 



