

Project Program and Portfolio Management in easy steps
P3M Implementation Checklist
Implementing project, program and portfolio management should be carried out in the following sequence, starting with project management, which provides a foundation for the whole process:
	Ref
	Activity
	Date

	1.1
	Define and document a standard project life cycle but be sure to add the rider that stages can be added or removed and the stage names can be changed if appropriate 
	

	1.2
	Involve all project managers in the organization to get their input and agreement to the standard, obtain management approval and issue the standard life cycle with guidelines on its use
	

	1.3
	Define and document the project management processes to support the project life cycle 

	

	1.4
	Again, involve all project managers in the organization in the process and get their agreement, management approval and issue the standard methodology and guidelines on its use
	

	1.5
	Set up a project office and transfer the documented standards and guidelines to them

	

	1.6
	Institute regular review meetings between the project office and project managers to revise and update the standards based on experience

	

	1.7
	Define and document a standard project management reporting process including a definition of the metrics that you will use to track the success of projects
	



Metrics
Most project management methodologies include standard report structures and suggested metrics. These need to be standardized across all projects and include metrics on time, cost (including human resource cost) and functionality delivered. They should enable the three basic questions to be asked: is the project on time, is it to budget, and will it deliver all the required functionality?
This information should already be recorded for each project; now it needs to be reported to the project office so that they can record the metrics and track project performance.


Program Management 
Once the project office is running smoothly, implement a program office (if required):
	Ref
	Activity
	Date

	2.1
	Define and document a standard program life cycle but note that names can be changed if appropriate and stages added

	

	2.2
	Involve all project and program managers in the organization to get their input and agreement to the standard, obtain management approval and issue the standard life cycle with guidelines on its use
	

	2.3
	Define and document the program management processes to support the program life cycle 

	

	2.4
	Involve all project and program managers in the organization in the process and get their agreement, management approval and issue the standard methodology and guidelines on its use
	

	2.5
	Set up a program office and transfer the documented standards and guidelines to them

	

	2.6
	Institute regular review meetings between the program office and program and project managers to revise and update the standards based on experience
	

	2.7
	Define and document a standard program management reporting process including a definition of the metrics that you will use to track the success of programs
	



Metrics
Most program management methodologies include standard reports and suggested metrics. These need to be standardized across all projects and include the prime metrics of benefits management and strategic alignment. Essentially, the metrics should enable two basic questions to be asked: is the program still aligned with corporate strategy and is it delivering the projected benefits?
This information should be recorded in each program and reported to the program office so that they can record the metrics and track program performance.


Gateway Reviews 
Once the project management (and program management if required) processes have been implemented, move on to gateway reviews (if required):
	Ref
	Activity
	Date

	3.1
	Define and document a high level gateway review process based on your program and project life cycles and gateway overview diagrams

	

	3.2
	Involve all project and program managers in the organization to get their input and agreement to the process, obtain management approval and issue the standard life cycle with guidelines on its use
	

	3.3
	Define and document the remainder of the gateway review process 


	

	3.4
	In discussion with all interested parties, develop guidelines on when the gateway review process must be used, when it can be used and when it should not be used
	

	3.5
	Involve all project and program managers in the organization in the process, get their agreement, obtain management approval and issue the standard methodology and guidelines on its use
	

	3.6
	Transfer the documented standards and guidelines to the program office and institute regular review meetings between the program office and program and project managers 
	

	3.7
	Select a pilot program or large project on which to introduce the gateway review process and gain the agreement of the senior responsible owner, program or project board as appropriate
	

	3.8
	Identify and select an initial group of potential peer reviewers with a range of skills that are relevant for the pilot program or project and give them appropriate training in the gateway review process
	

	3.9
	Review the results of the pilot gateway reviews with the program office and pilot program/project managers. The program office should use these reviews to revise and refine the gateway review processes and standards
	

	3.10
	On completion of the pilot and once all involved are happy with the process, standards and guidelines, obtain senior management agreement to the roll out of the process, standards and guidelines
	

	3.11
	Work with the program office to plan and implement the roll out to all relevant existing programs and projects and all future relevant programs and projects
	

	3.12
	Work with the program office to identify and select further potential peer reviewers

	

	3.13
	Hand over final responsibility for the gateway review process to the program office

	



The gateway review process is now operational in the organization, administered and supported by the program office. They should continue to develop and enhance the process based on further feedback from each new program and project.


Portfolio Management 
The final stage in the process is to implement portfolio management:
	Ref
	Activity
	Date

	4.1
	Define and document a standard portfolio life cycle but note that names can be changed if appropriate and process groups and processes added

	

	4.2
	Set up a central project database to allow projects to be ranked, obtain management approval and issue the standard life cycle with guidelines on its use
	

	4.3
	Define and document the portfolio management processes to support the program life cycle based 

	

	4.4
	Ensure that projects are ranked on a return on investment basis and the portfolio is maximized on a value for money basis, issue the standard methodology and guidelines on its use
	

	4.5
	Set up the portfolio office and transfer the documented standards and guidelines to them

	

	4.6
	Institute regular review meetings between the portfolio office and the portfolio, program and project managers to revise and update the standards based on experience
	

	4.7
	Define and document a standard portfolio management reporting process including a definition of the metrics that will be used to track the success of the portfolio
	



Metrics
Metrics should focus on the value of the portfolio; and the benefits realized but they also need to gather data on human and financial resource usage. Senior management want to know that the portfolio is aligned with corporate strategy, is realizing the projected benefits and making the best use of resources. This information should be reported to the portfolio office so that they can record the metrics and track portfolio performance. 
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