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Insights into Effectively Managing the Organization’s Portfolio

A number of speakers presented tremendous insights and innovative ideas into how organizations can better identify and manage their project portfolios, and how this aids in the resource management challenge.  This section highlights the take-aways from these presentations .
A Strategic Way to Value and Rank Projects

Don Cresswell, co-founder of SmartOrg asked rhetorically, Are your organizations more interested in doing things right, or in doing the right things?

He said that based on his experience, most organizations are more interested in doing things right.  And, he went on to ask, Which contributes most to your organization’s profitable growth? Obviously, he said, it is both, but they have to be done in balance.  Strategic portfolio management (SPM), according to Cresswell, means maximizing economic value by selecting the right projects.

He acknowledged that there are never enough resources to do all the things an organization wants.  And, he posed the following questions:

· How do you know which projects to “kiss” and which projects to “kill”?

· How do you know which projects deliver the most value?

· How do you make the choices that have to be made?

He explained that these questions can be addressed through a process that is called Strategic Ranking of Projects, or Value Optimization of the Project Portfolio.

Yet, said Cresswell, in many organizations, project selection is more like a “jump ball” - political power and executive privilege (“I’m the boss so I get to pick the projects”) are two issues that often get in the way of better, more informed portfolio decision making.

And, Cresswell added, many organizations simply aren’t willing to face the hard work to analyze and evaluate and plan their portfolio - and, it is hard work.  So, they often opt for what he called “handy-dandy ROI short forms”, or in other words, they take an easy approach of just starting whatever project they have the people available to work on.

From a strategic point of view, said Cresswell, organizations need to focus on:

· Selecting valuable projects

· Feeding winners and killing losers

· Optimizing economic value

But, they also need to focus on the tactical aspects which include:

· Allocating resources

· Meeting budget goals 

· Meeting time-to-market objectives

He admitted that portfolio selection can be a “roll of the dice.”  But, he added that an organization can improve the odds of selecting and executing a valuable portfolio if they implement a solid and effective portfolio management process.  And, he said, project selection is the basic activity in building a winning portfolio.

Cresswell provided a “decision framework” for making your project selection decisions.  He said that there are three factors to consider:

· Market/customer need:  Does anybody care?  Do they want the product/offering?

· Strategic/economic value:  Should we do it?

· Technology:  Can we do it?

All of these factors need to be taken into account to determine the profitability of the option being considered. As he said, beyond the excitement and the enthusiasm of answering the questions in the first point, the drama lies in answering the questions, Can we do it? and, Should we do it?
Within the realm of the technology analysis, Cresswell advised that organizations should ask, What are the chances we can successfully develop, produce and market the product?
In the strategic and economic analysis, he said, financial and cost considerations should include measuring any conflicts between market size, market share, price, margins, ramp-up time and profitability.

He also suggested, though, that organizations develop a template to identify issues and uncertainty within their selection process.

He described how his organization’s tool, SmartOrg, helps organizations through the process.  First, for each project option, the team develops low, medium and high estimates of market factors, launch cost, growth rate, and other factors determined to be relevant to the portfolio evaluation.

SmartOrg then analyzes and presents the data in a Tornado Model.  Usually this results in 3 or 4 of the metrics dominating the “spread.”

The goal of SPM is to avoid the downside risk and increase the probability of upside risk – to mitigate the downside and apply resources to drive value.

Cresswell also presented a four-quadrant chart which he says can help to evaluate project options.
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The key to successful SPM, said Cresswell is to iterate! Organizations need to revisit their portfolio as development progresses and update project data at each major review.  They need to track changes in value, and in doing so, realize that the value may NOT go up, and that tough decisions may need to be executed.

He quoted an executive from Chevron who said that based on their SPM experience, “conversations became more insightful about value” once they implemented an SPM process using SmartOrg.

Cresswell said that organizations often put the cart before the horse when choosing their project portfolio.  He said that the slogan of SPM could be taken from the Kenny Rogers’ tune, “know when to hold ‘em, and know when to fold ‘em.”  

Cutting R&D Spending Wisely

Rodger Howell is a Director with PRTM, a global leader in Product Development consulting. He said that a lot of the same techniques for “spending wisely” apply to the topic of “cutting wisely.”

Although his focus was specifically on R&D spending, many of the concepts he presented apply to all project investments.

He quoted a Global Innovation Benchmark Study that focused on critical product development dimensions, where innovation delivers revenue and profit growth. The study identified four dimensions which influenced performance:

1. financial performance

2. product strategy (which includes the innovation strategy and the portfolio strategy)

3. product delivery (which refers to end-to-end delivery)

4. development practices (the internal practices that make innovation sustainable)

Critical to the success of managing R&D spending, said Howell, is building the underlying capabilities – mastering and maturing advanced innovation and development practices to achieve advantage.

A Model for Maturity

He presented a “maturity” model that identified five stages and how the focus changes as an organization progresses through those stages.  The five stages are:

· Stage 0 – Informal Management

· Stage 1 – Functional Excellence

· Stage 2 – Project and Product Excellence

· Stage 3 – Portfolio and Platform Excellence

· Stage 4 – Extended Enterprise Excellence

He explained that as organizations shift from Stage 0 to Stage 1, the focus is on managing within the function.  When they move from Stage 1 to Stage 2, the focus shifts to managing across functions. As they move to Stage 3, the focus shifts again, this time to managing across projects and products.  Finally, as the organization moves towards the highest maturity level (from Stage 3 to Stage 4) the focus is on managing across portfolios.

Howell confirmed that top performing companies:

· Strike a better balance in product portfolios

· Refresh their portfolios more often

· Do a better job at leveraging product platforms

· Are more effective at developing and managing advanced technologies

· Effectively leverage development partners

· Have better leverage in their organization

· Focus on reuse of design

Yet, he acknowledged, organizations are facing challenges to R&D spending in the emerging recessionary economy.  These include:

· Reduced business outlook forcing lower-, or no-growth R&D and innovation spending

· The need to meet customer commitments and keep older products competitive

· The need to minimize loss of growth momentum and loss of innovation capability

A Smarter Way to Manage – Four Quick-Hit Levers

Howell said that under the traditional, or “conventional” approach to cost-cutting, organizations cut staff, cut spending across-the-board and don’t actually cut projects; they just ration fewer resources across all projects – spending goes down or is held steady, but the same amount of work is expected to be completed.  The priority under this approach is on near-term, tactical work.

Under what he calls the tactical, or “smart” approach, organizations instead “de-bottleneck” the pipeline and accelerate critical projects, source lower-cost talent, and drive value.  They also focus on maximizing the R&D spend to get the most effective use of the funds available.  This is, Howell says, where value is created. Under this approach, though spending goes down, productivity, throughout and competitiveness increase as does the product revenue.

Howell introduced what he called the “Four Quick-Hit Levers” to wisely manage spending cuts:

1. Unclog the pipeline

2. Optimize development sourcing

3. Reduce product and platform complexity

4. Reallocate innovation spending

Unclog the Pipeline

Unclogging the pipeline, according to Howell, requires the following:

· Don’t overload the pipeline in the first place

· Manage utilization

· Accelerate key projects

· Fill skill outages

· Leverage partners

He identified some of the key causes of a clogged pipeline as:

· Too many projects chasing too few resources

· Overloading of critical, bottleneck skills

· Slow-moving critical projects

· Resources working on low-value add or non-approved projects

· Over-reliance on in-house R&D

But, he said, there are some practical solutions to help to unclog the pipeline and to keep it unclogged.  These include:

· Rationalizing the pipeline

· Focusing on the critical skills that create bottlenecks

· Accelerating critical projects

· Moving resources to approved, high-value projects

· Leveraging partners

Optimize Development Sourcing

To optimize development sourcing, organizations look to address resource management and execution capabilities.  Howell acknowledges that if organizations can source their “non-core” development activities (including projects and products) more effectively, then this can provide significant cost advantages.  He presented the following model that can be used to help determine which activities to source, where and how.
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In other words, each of these quadrants is appropriate for different types of activities/projects/products, and he explained when each of these should be used.
· Deploy (opportunistic outsourcing):  Core, mission-critical activities where high differentiation and high risk processes exist

· Manage (strategic outsourcing):  Context-based, mission-critical activities where there is low differentiation but still high risk processes

· Invent (opportunistic outsourcing):  Core, non-mission-critical activities with high differentiation, but low risk processes

· Offload (ownership-focused outsourcing):  Context-based, non-mission-critical activities with low differentiation and low risk processes

(This model was adapted from “Dealing with Darwin” by Geoffrey Moore.)

One of the ways to cut costs, of course, is to outsource to low-cost countries (LCCs), which can offer significant outsourcing and off-shoring benefits. But, at the same time, cautions Howell, you have to watch turnover in these LCCs.

A key to successful outsourcing, says Howell, is to ensure that a single group always maintains ownership of a complete “piece” of the development/delivery work. In other words, don’t split a component’s creation across physical locations. You can spread different components or different projects out, but not pieces of a component or project.

Reduce Product and Platform Complexity

To manage this area, Howell suggests creating a cost map.  He said that it is important to realize the product complexity affects the entire value chain.  Complexity, he adds, is defined by the number of product variants and platforms.

He said that complexity can exist in any or all of the following areas and offered examples for each of these areas: 

· Research and Development:  limited or no use of a product architecture, long development cycles, wasted resources spending too much time on designing, developing and testing

· Sales and Marketing:  ineffective sales and/or service operations, inaccurate forecasting, high costs of warranty management, increased order complexity and service times

· Purchasing:  high costs related to transaction processing and warranty processing, loss of purchasing leverage, poor management of products with a defined shelf-life

· Inbound Logistics:  high costs related to bringing in products and supplies and mismanagement of inventory levels (having levels that are too high), ineffective management of low-cost parts and their availability

· Manufacturing:  long cycle times relying on labour input, mismanaged changeovers (too frequent and inefficient), long downtimes, high capital investment, and ineffective quality processes that result in high levels of rework and scrap

· Outbound Logistics:  inefficiencies in the earlier stages that result in long lead times for delivery of finished product, high inventory levels and lack of product availability

Reallocate Innovation Spending

Howell says that redefining the innovation strategy in the downturn is a CXO-level responsibility.

The business goals and strategy must drive the innovation goals and strategy, which in turn will drive the innovation operational model and innovation execution.

The innovation approach, he says, must be tailored for business units, brands and product lines. Although there needs to be a focus on “doing more with less,” Howell says that focus must be balanced between “playing not to lose” and “playing to win.”  This means developing specific business unit and brand innovation approaches.

Howell said that an effective innovation strategy answers three questions:

1. Where do we focus our innovation efforts?

2. How much innovation do we need?

3. What types of innovation do we need?

He emphasized that the approach to innovation must be tailored to different business units, brands, and even product lines.

Howell said that operating cost reductions that come through innovations can help ensure positive cash flows. Leading companies, he added, leverage innovation to compete better during tough economic times and prepare to grow again in the future.

Summary

Organizations, said Howell, can attack innovation on the business model or technology level (or both).  Business model innovation includes re-evaluating the business proposition, the value network and the target customer.  Technology innovation looks at the products and service mix, the process technologies and the supporting technologies. One example of business model innovation is Cisco’s recent modification to sell its TelePresence service by the hour, for cash-strapped companies facing tough economic times. Another is Procter and Gamble going direct-to-consumer via the Web.

Howell presented “typical results” when moving from Stage 1+ to Stage 2+ as being:

	5-15%
	Reduction in R&D expense

	10-20%
	Decrease in time to market

	20-25%
	Improvement in resource capacity utilization

	20-30%
	Decrease in cost of outsourced development entity

	10-20%
	Reduction in operating costs

	10-30%
	Increase in incremental revenues


Overall, said Howell, organizations need to execute productively, economically, and valuably. He added that it is critical to remember that R&D is all about generating revenue and he summarized the four key levers he presented as follows:

· Unclog the Pipeline

· Assessing the pipeline by benchmarking the current capacity and loading

· Restructuring the pipeline by reprioritizing and canceling projects

· Focusing on implementation by accelerating critical projects

· Optimize Development Sourcing

· Assessing opportunity by identifying quick, transaction-oriented outsourcing opportunities

· Selecting appropriate partners by fast-tracking the partner selection process and developing long-term implementation plans

· Outsourcing to assist in executing the implementation plan, while making sure that the outsourcing volume can scale

· Reduce Product and Platform Complexity

· Mapping the current level of complexity and impact

· Analyzing and benchmarking complexity against relevant companies

· Conducting scenario analysis and business case analysis to identify complexity reduction options

· Reducing complexity and realizing benefits through execution and rationalization

· Reallocate Innovation Spend

· Refining the innovation strategy by refocusing innovation efforts using underutilized innovation levers

· Rebalancing innovation spending by determining the innovation mix and reallocating spending as necessary

· Fast tracking specific innovation projects and realizing benefits through the implementation of an innovation strategy

The focus across these four levers, he concluded, is moving from just “doing things right” to doing things right and, ensuring that the organization is “doing the right things.”

Resource Planning:  The Key to Excellence in Portfolio Operations

Peter Heinrich was introduced as a visionary in the field of Resource Planning.  Heinrich’s key message was, as he put it, “to put out a call to develop a resource planning process and discipline” for our organizations.

He described Resource Planning as an idea whose time has come.  As he acknowledged, it has been written about a great deal, but he feels we are now at an inflection point of development of a resource planning discipline.

But first, he said, before we can tackle the resource planning topic, we need to determine what the problem is we’re trying to solve.  And, based on his experience, he says the management teams of organizations he works describe it like this:

· I don’t have a clue what people are working on

· We start all kinds of projects but have trouble finishing them

· I can’t tell if our resources are focused on our high-priority projects

· In boom and bust times, what skills do I cut or keep?

On top of this, he says, project managers lament that they don’t get the promised resources at the right time (or at all!), and resource managers say that management never sets priorities and is always asking them to do more without considering the current workload.

After all the years of project management development, and portfolio management development, resource management still lags, he says.

What we need, according to Heinrich, is a data provider role for resource managers, that provides “pure data” at phase gates, portfolio reviews, and, operations reviews.

But, says Heinrich, it is critical to the discussion to distinguish between the roles of the Project Manager (PM) and the Resource Manager (RM) as they are quite different in both focus, and level of detail considered.

In terms of focus, project managers have one job that requires competency with project scheduling tools, whereas resource managers have broad responsibilities including HR, technical competence, and balancing project and non-project demand.

But, as mentioned above, he also says that the level of detail managed by the PM and the RM is also quite different.  The PM, he attests, deals at a higher level, and the RM deals at a detailed level of who is working on what, and to what extent.

Companies, he says, are spending enormous amounts of money on project managers and project management tools, training, and disciplines.  And, although project management has served us well, it has also lead us astray at the organizational level, he adds.

There is, according to Heinrich, a huge gap in our methods and standards.

Collecting very detailed project plan data, he says, doesn’t work for resource planning efforts.  

He concluded that resource planning must be continual and repetitive over time, considering progress, changes and demand. It must be done at the planning stage, at the phase gate reviews, and through periodic audits, with a willingness to make changes and adjustments as necessary.

Heinrich offered what he calls a “prescription for operational improvement.”  It includes:

· Capturing fresh, credible demand data from resource managers closest to the source

· Using that data to demonstrate with supply-demand analysis, that you can finish what you start

· Requiring concurrence by project managers, resource managers and portfolio managers, at phase gates, and

· Keeping it simple (where possible and appropriate)

These he says, are the fundamentals of a resource planning process and the lack of these, results in many of the problems we see in projects and across organizations today.

You Want to Add a New Project?  Which of the 29 Do You Want to Stop?

Charles Howell, IT Director of Floyd Medical Centre describes his organization as having an IT staff of about 50 people, with four project managers and about seven IT managers, often acting as project leaders.

Their most significant current project is a new corporate clinical system, which is a three-year, multi-million dollar project.

Identifying Project Gridlock

Howell described what he called “the agony of project gridlock.”  He used the analogy of the 405 freeway in rush hour – traffic jams and projects have a lot in common, he says.

Project gridlock is a powerful enemy, he adds.  The question most IT leaders, and senior executives of organizations constantly ask is, How did we get into this mess? According to Howell, there are a few basic causes of project gridlock, and he presented each of these, with recommendations on how to avoid, or at least mitigate their impact.

Project Plans Developed in Isolation

The first cause of project gridlock, according to Howell, is the creation of project plans in isolation, or what he calls project planning under the “cone of silence.”  Working under this approach, says Howell, only causes issues later, since project “A” doesn’t account for the impact of project “B” or project “C”, or “D.”

Changing Priorities

Howell says that in most organizations, project priorities change too frequently and that priorities are rarely unambiguous and stable.  This, he says, is frustrating for employees trying to deliver on the mandate of the organization through their project assignments.  A further symptom of this type of environment is that every project is treated as important, as #1.

Always One More Project

Just like on the freeway, says Howell, where the introduction of “just one more car” can cause traffic gridlock, the inclination of organizations to add that “one more project” into the pipeline, can also cause gridlock.  Though you don’t always see it coming, he adds, you certainly know immediately when you get there (when one more is just too many).

Project Nirvana

Project gridlock, says Howell, is a miserable place to be, yet he admits that he’s been there several times.  The last time, he added, almost got him fired.

Howell went on to describe what he calls “Project Nirvana” – an environment where there is maximum throughput and high quality projects.

He quoted Bill Gates who once said:

“If the 1980s were about quality, and the 1990s were about re-engineering, the 2000s will be about velocity.”

The focus, says Howell, is on getting things done fast – on answering the question, How do we get to Project Nirvana, fast?
His answer is that to reach Project Nirvana, organizations need to eliminate chaos.  And, he adds, chaos comes from one of two sources:

1. unexpected projects

2. unplanned work

Therefore, he contends, what we need to do is to push chaos out so we can plan for it, and deal with it.

Unexpected Projects

One of the key questions Howell asks (or wants to ask) when confronted by his management with a “surprise” project, is, How long have you known about this?  But, he also wonders, How could I have known about it sooner?

He says that the “fix on failure” mentality of some organizations/management teams, is a policy that results in unexpected projects, because you are always waiting for something to break, before being allocated resources to fix it.

Unplanned Work

Unplanned work comes from a number of sources, including emergency changes.  These, Howell says, occur when something breaks (unexpectedly) or when there is a lack of planning for ongoing maintenance and support.  But, poorly tested changes are the most common source of unplanned work, he says.  Unauthorized changes, or what he calls “off-the-radar” screen changes, are also a source of unplanned work.

Chaos Relief

Howell offered a number of remedies for what he refers to as “Chaos Relief:”

1. Know the demand and your capacity

2. Start well (prepare for the next project in advance)

3. End well (manage existing projects through the end)

Know Demand and Capacity

The first “secret weapon,” as Howell calls it, is to build “the” list of projects.  He adds that many people can’t tell you what the top priority projects are, or even what “the” projects are that are going on within the organization.  But, having the list is only part of the trick.  The other part, he says, is to carry it with you always; make it visible and let others see it.  The project list, he says, will open the eyes of staff, customers and executives.  People understand a queue and generally respect it, he says. PDWare, he adds, shows both demand and capacity, easily and clearly.
Managing demand and capacity, says Howell, also requires some degree of pessimism in planning, and optimism in execution.  He says you want to question everything up front, before resources and investment are applied to an initiative.

In general, says Howell, people are overly optimistic and will underestimate the time required to get a specific task completed.  Howell’s “take away” from this area is to hold some resources available to meet unexpected, legitimate demand.

Another major impact on demand and capacity comes from what Howell refers to as “fragile artifacts.”  These are systems or implementations that are completed without adequate resources being assigned for future maintenance, updates, and enhancements.  He says that a system without upgrades will, over time, become an issue in the IT environment – will become a fragile artifact.

To mitigate this reality, IT organizations need to be proactive in planning for management of artifact-type systems of the organization and there must be a constant realization that one fragile artifact can impact other systems.

Another reality of the project environment that impacts demand and capacity, according to Howell, is that projects beget projects. One major project may identify the need for multiple follow on projects and there will be needs for upgrades and enhancements, too, as mentioned above.

Finally, says Howell, a key to managing demand and capacity is to know the stakeholders.  He advices that delivery organizations seek out their customers early and before they ask for resources. This can be done by meeting with them regularly, and getting to know their perspective, and what is important to them in their own areas of responsibility.  Another technique that he says is effective in this area is to share the project list (with dates, resources, etc.) with the stakeholders.
Start Well and Prepare for the Next Project

At Floyd Medical Centre, Howell introduced what he calls “Phase Zero.”  This is the time from contract signing to project kickoff, and he says it is a valuable time to complete high risk, low resource tasks early.  

For example, he says, this may be a good time to get key hardware up and running, to get third party contracts in place, and to ensure that interfaces are well specified and ready for coding.

Howell also advises that an effective way to ensure projects start well is to review the project scope in detail.  He says that predecessor activities seem to always pop out at the last minute, but that careful, and early analysis can often help to identify these items, and provide you with time before the official project kickoff to address them.

Finally, according to Howell, a system context diagram, or what he calls “big picture” can help to better understand how each newly proposed project may impact, or be impacted, by other projects, or existing artifacts in the environment.  A system context diagram is a drawing of the environment, from the perspective of the application.  It identifies dependencies, possible stakeholders, and risk.

End Well - Manage Existing Projects

Something that is often under estimated, or simply excluded from projects altogether, is the change management component of modifying the processes and policies of the implementation environment.  Yet, he says, effective change management can ensure the success of what is changing.

Next, he says, you need to ensure that operational staff is ready for their support roles so the project can better close out, without support issues.  This, he says, means preparing for the handover of new systems to the support organization, and planning for this early in the project so that it isn’t a “last minute” consideration.

Finally, Howell says that Gate Reviews at key milestones will help to identify issues early, and to adequately allow time to deal with issues, while also providing transparency into the project progression. But, he adds, these reviews must be honest, and therefore there needs to be an environment where issues and problems can be openly identified and discussed.

Summary
In wrapping up his presentation, Howell offered the following recommendations:

1. Build “the” list of projects

2. Search out fragile artifacts

3. Have a bias against project estimates – be pessimistic in planning so you can be optimistic in execution

4. Hold some resources in reserve

5. Get a running start with Phase Zero in order to reduce risk

Improving the Project and Resource Planning Processes
It was great at the Summit to hear from a number of speakers who offered ideas about how to better manage the project and resource planning processes, and who provided insight into how tightly these processes need to be linked, in order for organizations to be effective in project delivery.

Managing and Aligning Constrained Resources

According to Richard Sonnenblick, Enrich Consulting, 76% of companies have too many projects on the go, and too many in the pipeline.  He said that in a recent survey 75% of those surveyed said they’re doing a poor job of priority management and 80% said most projects are in the maintenance or continuation of the line area.  Most companies, he added, lack a system for creating and managing their new product development activities.

Sonnenblick added that in most organizations, when financial constraint is required, they take what he calls “the haircut approach” – they take 20% off the top and hurt everyone equally.

He said that organizations are making high-stake, expensive decisions and yet there is, as he puts it, unfathonomible uncertainty in those decisions.

Portfolio Management, says Sonnenblick is not just a roll up of project management – that’s the operational aspect of Portfolio Management.  There’s also the strategic side which includes:

1. Project Valuation – identifying which projects are worth executing, and determining if they have intrinsic value

2. Data Validation – ensuring there is an honest and complete assessment of project value

3. Portfolio Analysis – focusing the organization’s resources on the “right” portfolio of products to develop and launch

He adds that determining the “right” portfolio means identifying the “bundle” of projects, not just looking at each project individually.

To emphasize the difference between operational project management, and strategic portfolio management, Sonnenblick presented the following chart which shows the different focus between the two.

	Aspect
	Project Management
	Portfolio Management

	Planning horizon
	12-18 months
	1-15 years

	Time units
	day/week
	quarter/year

	Resource units
	Individual staff member
	Dollars, or handful of staff classes

	Task units
	4th level of WBS (or lower)
	Product line/initiative/product

	Objectives of the exercise
	Effective allocation of staff to a fixed set of projects
	Selection of a superior set of projects, given staff and funding constraints

	Decision criteria
	Staff flexibility, critical path tasks
	Project value, strategic goals for product line, division or company


He cautioned that portfolio management is a journey, not a destination.  He described the journey as progressing through stages, or level of activity related to portfolio management – each with an increased sophistication in the information and decisions being made.

The first stage is a basic annual communication about what projects are “on the go” and what is planned.  This forms the foundation of portfolio management.  The next stage includes a basic annual review of the portfolio, at a very simple level.  This progresses to a stage of a more formalized, as he calls it “full-fledged” annual review of the portfolio.  

From here, sophistication continues to develop on two fronts:  the frequency of the management activities and the precision of the data used, and the decisions being made.

The frequency can be monthly, or even “real-time” or it can be real-time to fill gaps that occur as the portfolio changes. The precision, he says, needs to include:

· Incorporating technical risk

· Incorporating market and other risks 

· Optimization

· The ability to develop project scenarios and portfolio scenarios

This, in turn, he says, requires:

· Appropriate metrics

· Comparable valuations

· Resource accounting

· Audit trails for all data

Steps to Managing the Portfolio

Sonnenblick suggests a stepped approach to managing an organization’s portfolio of projects.

He says the first step is plotting the current and proposed projects on a “bubble chart” that measures development cost and probability of launch (or probability of success).  The position of the bubble on the chart identifies that project’s parameters, and the size of the bubble represents the net present value in $M (in this case). 

Though this type of analysis doesn’t give you a sum-total view, Sonnenblick says, it does start the conversation.

The next step, or level of portfolio management, is looking at what Sonnenblick calls the “bang for the buck” analysis.  In this scenario, you evaluate the value (NPV, ENPV) against the next year’s budget and plot the cumulative value of all projects in the pipeline.

From there, you “draw a line in the sand,” as Sonnenblick puts it, and select the projects that add up to that value.

The final step, or level of portfolio analysis, is what Sonnenblick calls multiple-objective prioritization.  Under this approach, each project is plotted on a bar chart, against four different metrics.  The metrics may be qualitative or quantitative and often, these metrics are weighted to calculate “value.”

Projects are then ranked in descending order, based on their overall score across the four metrics.  Again, a “line is drawn” similar as in the previous method, and the project portfolio is selected.

Tips for Success

The goal, says Sonnenblick, is to move from prioritization to decisions.  

He adds that often, multiple portfolios are considered and evaluated.  These may include the current portfolio, a portfolio based solely on prioritizations, a portfolio including the “executive picks” and/or other combinations of projects.  Portfolio trade-offs are then completed based on the sum of the projects in each portfolio option.

Sonnenblick says that you want to provide not too much detail, but enough to reach conclusions.  He adds that going to the executive team with portfolios is like showing them porn:  they can’t tell you what it looks like but they know it when they see it.  

When providing them with portfolio decision data, he says, you need to provide explicit, viable options on strategy and accelerate the portfolio selection strategy.

Lessons Learned

Sonnenblick says that when an organization first embarks on strategic portfolio management, the process may not achieve full potential immediately, but building a solid foundation will enable long-term success.  

A key lesson that he’s learned is that decision making requires a great deal of discussion over several weeks – it is a highly iterative process. The key, he says, is to present visualizations that highlight the trade-offs between options. 

He adds that people are generally over confident on revenue projections, market penetration, and their ability to manage risk.  But, having the data to go back to and evaluate when the project is done, against expectations, then modify the estimation process going forward, is the key to a solid strategy development process.

The Resource Management Boot Camp
According to Bill Stewart, President of PMLG Consulting and founder of the Project Management Boot Camp training series, projects deliver strategic vision.

He adds that there is not a lot in the PM world that is new over the last fifty years.  But, we all come to organizations with our own way of doing things, and according to Stewart, an organization can’t execute strategy successfully without a solid, common process.

In referring to his Boot Camp analogy, he says that discipline works – it is understandable.  That’s why the army focuses so much on discipline.  If you lose people, you won’t lose process if you have standard operating procedures and a shared vision. Vision and execution, he adds, are critical to an organization’s ability to achieve its strategy.

The main focus of boot camp training is experiential learning.  It is a process through which people’s behaviour is changed.

We do a lot of “learning on the job” says Stewart, and that impacts the strategy.  We exist as organizations to execute our strategic vision; not just to create a vision, but to deliver on it.

Stewart asks, Does your organization understand the importance of projects to achieving organizational goals?  He says that a good way to explain the importance is through a mock interaction between a Project Manager and CEO, where the PM says, “I execute your strategic vision so you don’t get fired.”

Project management, says Stewart, is a business discipline. In fact, Stewart quoted Jim Collins, author of the best-selling book Good to Great, who described successful organizations as “disciplined people taking disciplined action fanatically consistent with their strategies.”

Stewart describes program and portfolio management as an ecosystem.  And, he adds, the system requires extremely effective collaboration, timely, fact-based information at all levels of management, and an environment of trust.

He described four levels of project management maturity.  At level 1, projects are managed in a reactive, firefighting mode with many surprises.  At level 2, projects heavily depend on the skill of the individual and not on a culture of project management excellence.  Level 3 introduces the concept of a project management culture.  But, he adds, the “ideal” state is level 4, which is characterized by consistent planning, execution excellence and an environment where few controls are needed.  He adds that most organizations rate at about a 2.2 on this scale of excellence.

Stewart asks, With the significant increase in the membership of the Project Management Institute, and in the certification of PMPs (Project Management Professional, PMI’s professional designation), why is there sill no cultural, practical change in project management performance?

He says that project management is really 95% leadership, but the PMP is teaching and testing 95% science.  He says that it is only through experiential, simulated training that behaviour and work style come out.  

Through this “boot camp” approach, participants learn the value of the tools to be successful.  In support of this, he said that people remember 30% of what they read, 50% of what they hear, and 100% of what they “feel” or experience. Experiential training, says Stewart, gives the person confidence – it helps develop leadership confidence, change behaviour, and develop discipline.  Participants, he says, come out of training “ready to go” – ready to return to work and immediately implement what they’ve learned and experienced.

Again, Stewart reflected on Jim Collins by providing the following quote:  “All companies have a culture, some companies have discipline, but few companies have a CULTURE of DISCIPLINE.”

According to Stewart, in the project management realm, a culture of discipline would include:

· Executive support

· Strategic execution excellence

· A standard approach to planning and execution

· Experience-based training at all levels

Novocain for Fiscal Year R&D Planning

Brad Hedstrom used the “Novocain” analogy in his title, to describe the “cure” they put in place to address what he referred to as a painful planning process that existed in his organization.  He described the new planning process as being more streamlined and effective than the old one.

The bottom line, he said at the beginning of the presentation, is that resource planning must be done in the context of an actively managed new product development portfolio with appropriate financial controls.

A Painful Planning Process

The planning process his organization has adopted, is a long way from where they were in 2005, he said.  He described the new process as an iterative one, with a lot of reworking and thinking of “what’s missing.”

Hedstrom described that back in 2005, they had four business units and each unit started the planning process with a “clean sheet.”  All they had to work with was a target spending value for the entire organization (not broken down by business unit) – they knew the total, but not the distribution that total was meant to take across the business units.

Each business unit, he said, would then project out their planned projects, identifying the roll out cost for the upcoming fiscal year, and the NPV.  These were all added up and compared to the planned forecast value.

But, it soon become clear, he said, that this total didn’t include carryover project costs, for those initiatives that were currently underway, but that required completion or additional effort in the upcoming fiscal year.  So, these were added to each of the business unit lists, and again compared to the forecast value.

Even that, though, wasn’t a complete picture of the project spending.  As Hedstrom said, there was also a need to add in “sustaining” projects (things that needed to be done to keep the organization going), so these were added, by business unit, and the planned spend updated again.

Finally, one additional category of effort was added and that was the “now” project, or research work that had to be considered in order to keep the pipeline vital.

So, when all was said and done, the total planned spend exceeded the forecast value.  And, since there were no targets by business unit, just an overall corporate projection (based on a percent of forecast revenue), they identified the gap and then, as he said, there was a “fight for cuts to meet the target.”

Hedstrom acknowledged that one of the key errors they made was not setting the business unit targets – because it then became a free-for-all of arguing about arbitrary sets of projects without project planning and NPV analysis of the portfolio.

He called it the “business school approach”, whereby you sort all of the planned projects by NPV and simply draw a line where the sum of these matches the planned forecast value, and cutting everything below the line.

The other major mistake, though, was that all of this planning to this point, was money-based only (NPV and cost expenditure) and didn’t take resource capacity into account.  So, after the project list was confirmed, it was then passed to the resource managers to load the resources.  The problem was, he said, that they didn’t necessarily have the right mix, number, or capacity of resources to do the projects they had agreed to do.

The downside was that they needed to hire specialized resources in some cases, to fill gaps and get the committed projects done.  But then later, when times were tough, they had to lay off a bunch of people, which was a difficult experience.  He described it as a bad year, a bad process, a bad result.

The “Novocain” Solution – An Improved Process

Fast forward to their most recent planning cycle, where they had more than 100 projects, more than 500 resources, about 80 resource managers and about 20 project managers.  The cycle has been much more effective according to Hedstrom, and he attributes that success to taking a more structured approach.  This approach involved:

1. mapping skills to the projects

2. mapping people to the projects

3. mapping project spending to cost centers

4. distributing data input both functionally and geographically (to the line managers)

To do these things, they realized that they needed an enterprise-level tool to assist in the capturing and management of the data and processes they needed. For his company, he said, they wanted the tool to allow for multiple project attributes for aggregating, fast turns and roll ups, and the ability to deploy quickly with a flexible workflow.

The cross-functional team they established chose PDWare as the tool and they implemented between October 2005 and January 2006 with their first roll-up completed in March of 2006.

The lessons they learned from this experience, he said are as follows:

· This type of initiative requires IT infrastructure but it is not an IT Project

· You need to develop a process, before you implement the tool

· Training is a critical component of success

· You can’t communicate too much

· You need to focus not just on the implementation, but also on the operation

First and foremost, though, he said that you should not buy a tool until you have your requirements well-defined.

A caution he offered is to ensure that when you develop a process for a new tool, that you ensure that it will handle the importing of current project data (projects underway) as well as future-planned, but not yet started projects.

For their initiative, they also developed Standard Operating Procedures (SOPs) and communicated heavily throughout the planning and deployment.

For the training, he said part of their success was to articulate the problem they were trying to solve, get agreement on the problem from the participants, and then be transparent about what they were doing with the data.

In terms of implementation, he said a key to success is to have someone at the end of the phone to help. They also had a website where they posted “real-time” FAQs as they were asked.

Analysis for Success

Hedstrom said that the ability to analyze the data you have and to make informed decisions based on that analysis, is key to a successful process.  Analysis, he said, has two levels.  The first level, what he calls the “sniff test” is to compare overall demand and supply at the resource level, agnostic of the skill set (just FTEs available versus required).

Then, on the second level, you need to do the same thing by skill level to see if there are specific bottlenecks.  

For his company, the early warning, as he described it, was that they were proposing to start more projects than they could finish.  But, with their new process in place, and the ability to effectively analyze their data, they were able to see it well before these projects were started and in the pipeline and they could make the required adjustments based on informed data.

Summary

In conclusion, Hedstrom reiterated the “bottom line” he began with - that resource planning must be done in the context of an actively managed new product development portfolio with appropriate financial controls.

He also said that resource planning can’t be treated solely as a financial exercise.  Scenario analysis, he added, requires project priorities informed by portfolio strategy.  

But, he also confirmed that effective resource planning requires that you identify views of the data that drive decisions, and that the presentation of that data must scale from line management to executive management.

How Successful Companies Manage Information for Better Decision-Making

Joe Barkai from IDC, drew on  his experience from the manufacturing industry to demonstrate through case study and research results, how successful companies manage information for better decision making.

He focused his presentation around the questions:  How do organizations make decisions, and how can we use that in managing our organizations and our decisions?
He said that in reality, projects are often late and over budget.  He sited a KPMG report that showed that 35% of companies who responded had at least one runaway project.  He acknowledged that good decision intentions do not always meet expectations.  Unsafe or poor quality products are often recalled, due to failures in the project process, so, he says, the stakes are high to “get it right.”

But, he, added, there is also no shortage of success stories and it is from these that we can take our lessons and improve our own processes.

Difficult Decisions

Barkai posed the question, Why is it so difficult to make effective decisions?

The reason, he said, is that there are so many different interest groups and so many different factors impacting our decision environments.  Some of the impacts on effective decision making, he says, include:

· Technology complexity

· Operational complexity

· Compliance (formal and informal, legal and ethical (good corporate citizen), and internal and external)

· Customer demand for differentiation

· Time to market pressures

· Product life cycle pressures (shortened life cycles)

· Shrinking budgets

· Intellectual property management

On top of these issues, he says, there is also what he calls an emerging “knowledge deficit” which is the result of an aging workforce and the trend towards outsourcing (where expertise is now located with an external entity).  Barkai is especially compassionate about the topic of the aging workforce and he feels that organizations, in general, are not paying enough attention to the subject.  He says that as organizations “we know less and less about what we do.”

But, he adds, organizations not only have to tackle each of these issues, they also need to understand how they work together, and as he puts it, more importantly, how they fail together!

Focus on Goals

Barkai presented a model that described how the various production and operational goals of an organization overlap with the phases of new product development. According to Barkai, across the various phases of new product development, the following concepts apply:

· Research Phase:  Focus is to minimize time and costs, and to maximize reuse

· Design Phase:  The focus to minimize time and costs continues from the Research Phase, and there is added emphasis to maximize for performance, quality and compliance

· “Make” Phase:  Here, the focus is on minimizing waste, and on maximizing efficiency, productivity and quality

· Sustain Phase:  In this phase, the focus switches to minimizing costs and inventory, and to maximizing service level and value added services

· End of Life Phase:  The focus continues on minimizing costs and inventory, but the need to maximize compliance is also brought to the forefront

He explained that organizations face lots of decisions and those decisions are often complex and contradictory. He explained that the key to success is to make timely decisions and he emphasized that good timing is critical.

In general, Barkai said, the problem facing most organizations is that the complexity of the decisions that need to be made, exceeds their capacity to handle them. He said that decision making is a multi-disciplinary, collaborative process inclusive of all stakeholders through the product life cycle.  It spans communities of practice, geographies, and sometimes, even enterprises.

Decision making also often spans multiple, diverse, technical and business disciplines and practices and organizations can be faced with conflicting business and technology drivers. The absence of a physical product (virtual products, digital mockup development, etc.), he adds, complicates the decision making process even further, because there is no focal point for product-centric decisions.

In globally distributed organizations, Barkai adds, the over-optimization of local decisions can lead to sub-optimal global decisions within product silos and across product lines. He cited the well-publicized example of the new Airbus product that has been being developed in many organizations around the world.  When the parts came together, the metal components fit together well, but the internal cabling did not connect.

Strategic Goals and Key Enablers

The key to success, said Barkai, is linking strategy to execution. He identified Strategic Goals and Key Enablers as being critical to this execution. According to Barkai, there are three different types of strategic goals and for each of these, a different focus is required as outlined below:

1. Innovation:  faster time to market, accelerate new product introduction

2. Growth:  geographic expansion, finer market segmentation, service revenues

3. Productivity:  automation, outsourcing, and continuous improvement

He identified the enablers as Policy, Information, Collaboration and Execution.  He added that policy definition flows from the Portfolio to the Scenario to Situational and Operational aspects of the business, and, at the same time, information flows back up those levels. 

Innovation, he says, drives growth and organizations need to quickly and effectively be able to conduct “what if” scenarios.  They need to make sure that all decisions are made in the context of strategy.  But, he adds, good decision making requires that good, timely information is available when those decisions need to be made.

And, it also requires collaboration, which he says is vital to harmonize information and reflect and provide valuable information.

Making Better Decisions

Barkai says successful organizations share some key characteristics with respect to their decision making processes:

· They have clear “end-to-end visibility” of their products and their product life cycles.  

· They have a solid context for decisions, including what-if, and trade-off analysis as well as risk mitigation.  

· All aspects of the product, throughout its lifecycle, are considered, including technology decisions, resource allocations, partner and supplier considerations, and demand forecast sensitivity.

He adds that the organizations he sees as successful, consider their decisions and options not only in terms of what happens if things go wrong, but also, what happens if they go well.  In other words, he says, they ask the question, Are we prepared for success?
Buried in that list of characteristics that lead to successful decision making, is one that Barkai considers to be most critical, and most challenging for many organizations, and that is resource management.

Both over- and under-utilization of resources, he says, are common and preventable causes of project overruns and delays.

[slide re: resource forecasts are useless unless the right ….]

Habits of Successful Companies

Barkai offered the following list of habits which he says form the culture of a successful organization.

1. Accurate and reliable resource forecasting across all projects.  Resources, he adds, are committed early in the project before decisions are locked in.

2. Predict and manage risks.  Identify over-commitments before they create project delays, and adjust schedules of the lower-priority projects to accommodate resource requirements on higher-priority projects.

3. Increase agility.  Respond to unexpected shortages and schedule changes in a timely and effective manner.

4. Improve accuracy.  Align actuals against forecast, improve forecast quality over time, and increase the trust in forecasts and decisions.

And, he says, these four habits have inter-relationships with each other.  As you improve in one area, you improve the others automatically.  But, he adds, his experience is that not many organizations are doing all of these well.

Summary

Barkai claims that a new approach to resource management is needed across organizations.  He says that the reality of an aging workforce which is creating the resulting emerging workforce with their shortage of expertise, will require greater flexibility in resource management and resource management policies.

He also says that the emergence of social product development will need to be carefully considered by organizations.  He acknowledged that global resource pools are forming dynamic communities.  Social media and collaborative tools are also impacting how resources come together and work together.  He says that organizations need to consider how social networking will be used for ad hoc, short-term collaboration, but also for expertise identification, and managing/accommodating transient resources.

He says there will be slow, but consistent growth in this area, as organizations think about how to introduce, manage and use these technologies.

Quotes and Anecdotes from RPS ’09 – The Lighter Side

“Projects beget projects.” 




Charles Howell
“Project selection is the basic activity in building a winning portfolio.”

             
Don Cresswell
“People are territorial and resistant, especially when it comes to resource and project data.”



Susan Wadsowrth
“Saying that you don’t want your PM doing admin work, like looking at the schedule, is like saying “I don’t want my Delta Pilot looking at the instruments – let’s bring the flight attendant up for that!”







Bill Stewart
“… going to the executive team with portfolios is like showing them porn:  they can’t tell you what it looks like but they know it when they see it.”  




Richard Sonnenblick
On thinking about a really bad day, and how it gets us down, and how much energy we spend on it and then we go home and watch a show, like Seinfeld, and we laugh and laugh and forget about our worries.  Mortell asks, How serious can something be if something that doesn’t exist (e.g., a show on TV) can make us forget?




Art Mortell
Real Life Experience in Resource Planning & Management
We had the privilege of hearing from professionals who have been through their own system selection processes and through these two sessions, we were provided with key lessons learned that help us to understand the challenges and benefits of effective resource planning and management system implementations.

Motorola’s Project Experience

A panel of representatives from Motorola, along with a vendor representative from PRTM, presented a discussion on how their project and portfolio management project was initiated and what lessons they learned from it.

When Motorola embarked on their resource management project, it was at the request of the PMO who asked IT to help.  At the same time, business leaders across the organization realized that they weren’t getting cycle time benefits out of portfolio management.  There was lots of churn on project decisions, specifically around resourcing.  The goal of the project was to achieve better project resource and portfolio management.

Driving the Solution from the Business Needs

The organization identified the following problems:

· No single place for data storage

· Inconsistent tools being used for project planning and management

· Long cycle times

· They never killed a project for a better one

Their solution, called “BOSS” (Business and Operational Strategy System) was designed to take their financial management model and link it to resource management and to institute one standard way across the organization for planning and sourcing projects.

The features, or benefits, that they defined for the solution were:

· Centralized and common

· Easy to use, especially by project managers

· Multiple scenario analysis and reporting capabilities

· COTS solution

After thorough market research and solution evaluation, they chose PDWare in 2004 and built customized links back to their financial system.

The benefits, they say, include:

· More effective allocation of R&D funds to better performing projects

· Improvement in phase gate reporting

· Overall cycle time improvement in project delivery

Making it Work

Roger Howell, of PRTM said that the project was initiated when the president asked if they were innovating enough.  They had strong project management in their engineering area, but not across the organization. There was poor communication and collaboration, and not good roll-up of corporate-wide data.  The senior executive, he said, wanted just portfolio charts, not full-blown, detailed project plans.  Yet, project managers needed the detail to do their jobs.  

They formed a Projects Approval Committee (PAC) which owns the resources and projects and any project or resource assignments or changes must be approved by the PAC.  The PAC is also responsible for scoping, canceling projects, and allocating/reallocating resources.

He said that a key to the overall project success was that they got the governance and process mechanics in place, followed by good data.  He said that good data drives honesty.

One of the Motorola resources said that her finance background allowed her to understand what data finance would want and what they wanted out of that information.

Before they implemented PDWare, she said, they could only do resource management quarterly, which wasn’t timely enough.  It took about two months to prepare the analysis and then it was static over each quarter.  They wanted a tool for resource managers as conditions changed, not just a static view.

Also prior to implementing their new solution, they couldn’t track both capacity and demand at the same time.  They loaded demand up to the expected capacity and if there was excess demand, it wasn’t being tracked or even how much of a gap there was between demand and capability.  They couldn’t reconcile their payroll to project and resource management.  There were so many places where their numbers could be wrong, that there was a lack of overall confidence and clarity in the data available.

When they embarked on the project to implement a new system, they identified the tool requirements as including:

· Array-based editing

· Ease of use

· Ability to work offline

· Ability to prioritize projects in the portfolio

· Optimization done by the tool based on priority

· Ability to capture capacity and demand data

· Ability to analyze over- and under-utilization

· Ability to gt rid of all the Excel spreadsheets for resource management across the business

· Robust scenario analysis

PDWare fit most of these requirements and so they embarked on the implementation of this solution.

Deployment Challenges

The implementation team recognized the following deployment challenges:

· Implementing a new process and a new tool is “cramming” a lot of change in at one time
· Coming up with a common project list was more difficult than expected (there were missing, incomplete and duplicate lists and projects)

· Defining the hierarchical resource role structure was a challenge

· Determining how to keep the resource list active and up to date (they integrated it with their HR system) was also a challenge

· Deciding how to/whether to include contract resources and interns and other part-time/transient roles

· The head count request process had to be defined (new FTE hire before name was known/before person was hired – no-named resources)

· Having the ability to change levels/filters on a project (e.g., if it moves from one product line to another) is critical and that process needs to be well-defined

· A common list of primary skills to assign to employees/resources had to be developed and they had to manage that tightly by change control

Linking resources to skills was also a challenge.  They decided that every person would be linked to one skill set, not to single skills.  So, they had to not only define the skills they wanted to track, but also to develop skill sets that were meaningful and applicable.

Lessons Learned

The panel presented their lessons from this project, as follows:

· Don’t underestimate the training – they needed a lot of training development in the tool and the process.  They identified that using a train-the-trainer approach, and tailoring training for different audiences was essential - their first training round went around the world and then they used a train-the-trainer model

· You need a common definition for assigning priorities across PACs t(they went from a system of assigning priorities on a scale of 1-999 to simply using H, M, L on risk and priority assessments)

They found at the end of the project implementation that they were able to do product-line-level reporting/analysis by PAC. They also found that what they called “rich info” on projects, project types (e.g., bug fixes) and cost/investment helped inform decisions.  They concluded that in today’s economic times it is critical to have information to make timely decisions and adjustments.  For their group, they found they could now do reorganization scenarios with new data.  

The panel described PDWare and their implemented solution as “a tool that facilitates phone calls” – it doesn’t make all the decisions for you, but prompts discussion.

After implementing PDWare and the related processes, they were able to match the project pipeline list to the business strategy document.  They said that timely data prompted better decisions, and facilitated and drove communication.

Less is More in Achieving Resource Management Success

Susan Wadsworth, Director SAP Operations Management at Wyeth Pharmaceuticals described her company’s journey to master resource management across the organization.

She explained that their project was initiated for a number of reasons:

· To define their enterprise-wide portfolio (to understand their “all-in” demand)
· To ensure a proper balance between supply and demand and to implement a system to support that

· To provide visibility through operational metrics and to enable dialogue amongst the leadership team, resource and project managers, and

· To understand the costs associated with the portfolio in order to aid in annual budget preparation

They realized that they would need a software system to help them achieve these objectives and they looked to Gartner Group’s research to identify the leading project portfolio management vendors.  They evaluated the leading solutions based on:

· Functionality

· Ease of use

· Cost

· Time to implement

· Change management

· Reporting

· Growth capacity

However, they were not fully satisfied with any of the solutions they evaluated, and when they were told about PDWare, they evaluated it against the same criteria and decided it was a match. 
The scope of their project included 23 global teams, with almost four hundred resources, and a list of over 100 projects with rolling 12-month plans.

The solution supported what they call “Delivery Teams” (the shared resources) as well as the “Solution Teams” (the SMEs).  It supported the following functions:

1. Portfolio Management

2. Budget Analysis

3. Demand Management

4. Resource Management

5. Time Tracking

It also provided necessary data for:

· Monthly operational reviews

· Project government processes

· Resource planning

· Standard metrics and reporting

· Ad hoc metrics and reporting

Challenges and Lessons Learned

Change management in a project like this, says Wadsworth is significant.  She said, no matter how managed you think you’re approaching it, you always need to do more.  Often, she concluded, people think they’re managing much better and more effectively than those involved in the project feel they are.  People, she added, are territorial and resistant, especially when it comes to resource and project data.

Wadsworth provided the following additional experiences:

· Don’t “go it alone” – make sure you gain, and maintain executive sponsorship

· Start small if you are new to portfolio management – change management (as mentioned above) is key to success

· Choose a solution that is flexible enough to adapt to your business process – avoid a solution that you have to bend to

· Truly understand your charter/objectives before starting your initiative.  This will guide you in choosing the right size project and portfolio solution for your organization.

One of the key benefits of being able to better balance their resource loading, says Wadsworth, was the increased quality and increased project delivery that occurred (more projects getting done on time).

Leadership and Personal Development
Art Mortell and Dr. Hendrie Weisinger offered participants some solid skills and ideas for leadership and personal development.  Art Mortell’s lively and often humorous presentation described a topic dear to all resource managers – thriving on stress! And, through two separate sessions, Hendrie Weisinger shared his wisdom on The Genius of Instinct and on Emotional Intelligence.

The Genius of Instinct

When Dr. Hendrie Weisinger set out to write his latest book, he began with the notion of identifying leadership lessons that could be taken from pack-type animals, like wolves.

But, as his research evolved around the subject, he honed in on the role that instinct plays not only in a creature’s ability to survive, but in fact, (and, he says, more importantly) to thrive.
Weisinger claims that the old adage that humans are more successful/smarter than animals because of our ability to reason, is actually mis-stated.  Our success, he says, is because we have more instincts.

Our genes, our body, he says, are built around survival.   But, we’re not meant to just “survive,” we are meant to thrive and that’s where our instincts come in to play. Unfortunately, says Weisinger, most people are simply surviving, not thriving, and as a psychologist he wants us to thrive!

Weisinger does caution that what he is talking about is instincts, not impulses and, he says, it is important to acknowledge the difference. He says that all people have six instincts and these instincts work to help us thrive.  The six instincts, which he refers to as being “hard-wired” into all of us, are:

1. Shelter Seeking

2. Care Soliciting

3. Care Giving

4. Cooperation

5. Beauty

6. Curiosity

As he says, “You already have in you, what it takes to thrive.” In fact, according to Weisinger, instincts help us solve all kinds of problems.  

In his presentation, Weisinger went on to describe each of the six instincts and to provide us with additional details around each of them.

Shelter Seeking

The nature of shelter seeking is, according to Weisinger, “to build yourself an environment that empowers you.”  He says that we are hard-wired to be loss-adverse and so this natural instinct is how we keep ourselves safe.

Weisinger says that there are three signals that you’re doing well and thriving, whether it be at work, in a relationship, or any other activity you’re involved in.  These three signals are:

1. Joy

2. Interest

3. Engagement

But, in order to be able to evaluate whether or not you are thriving, you have to know what it is you are looking for.  As he says, you need to know what “emotional nutrients” you need to thrive.  Then, you need to be able to recognize when you have it.

Without joy, interest and engagement, you’re in a bad place, he says.  In fact, he adds, when talking about people who aren’t thriving, who aren’t happy, it isn’t usually the person per se, but the match between the person and what they’re doing, or who they are in a relationship with.

A key distinction between animals and humans, says Weisinger, is that humans can adjust their environments, animals cannot. According to Weisinger, we are all hard-wired to get into an environment that helps us grow.

Care Soliciting

Our second instinct the Weisinger discussed is care soliciting.  He said that we, by nature, are hard-wired to ask for help.  It is a way of protecting vulnerabilities, which are the origin of anxiety.  Anxiety, he adds, helps us to realize we’re at risk, that we’re vulnerable.

But, he says, it is difficult for people to acknowledge their vulnerabilities. And, yet it is vital that we ask for help when we need it.  In fact, to counter the impulse to not ask for help, Weisinger suggests that every manager’s mantra should be Can I help you?
This “instinct” to not ask for help comes from our notion that dealing with adversity on one’s own is a sign of success.  We equate success with autonomy.  And though that is somewhat true, success is also based on being able to ask for help when you need it.

Weisinger suggests that we all become more comfortable with feeling vulnerable.

Care Giving

Everyone is also hard-wired, as Weisinger explains, to be a care giver – we all have a maternal instinct, regardless of our sex.  This instinct is founded in the need or desire to develop a future.

As Weisinger says, a wolf would never say “My partner needs help but I’m mad at them, so I’m not going to help them.”  Care giving, he adds, is expensive – it takes time and energy to be a care giver.

Weisinger suggests that to master this instinct, we think constantly about how many ways we can develop our relationships, our children, our staff, and so on.  In this sense, we will be developing and supporting those around us.

Cooperation

The opposite of cooperation, says Weisinger, is conflict, and unfortunately, conflict often gets in the way of successful relationships.  A “tit-for-tat” attitude is self-fulfilling and gets in the way of cooperation.

The key way to master cooperation, says Weisinger, is to continually cooperate, even when the person you’re dealing with isn’t cooperating themselves – to break the cycle of conflict.

Cooperation, he states, is the ability to stimulate and develop fairer, more productive relationships. And, he adds, reciprocity is key to cooperation.  Where there is a feeling of a lack of reciprocity, problems arise in the interactions and relationship.

In every interaction and relationship, then, you need to ask yourself What do I bring to the table and does the other person need that now?
Beauty

Beauty, Weisinger states, is the instinct to “entice others to desire you.”  We are, he adds, hard-wired to make ourselves attractive, to want to pull things/people towards ourselves.

As individuals, he says, we all need to constantly be thinking about how to become more attractive.

Curiosity

The final instinct that Weisinger discussed is curiosity.  Curiosity, he says, accelerates your learning, helps you develop new interests, and explore.  It helps to energize you and “alpha up” your arousal.  Subtle novelty, he says, has been proven to be attractive/pleasurable to others.  When subtle changes are made, they enhance the curiousity of others.  However, drastic, immediate, unexpected changes do not elicit the same response.

Summary

These six instincts, says Weisinger, are part of all of us – they are, as he says, hard-wired in each of us.  And, he adds, each of us has the ability to use these instincts to help us move beyond “survival” and into a state of continual “thriving.”

Thriving on Success

 Dick Rutledge introduced the speaker for this session as The Irrepressible Art Mortell.  Mortell has presented to over 4,000 people, across five continents and is well-known in both the leadership and project management circles.

Mortell began his session by asking participants What makes you a leader, a role model?  He responded that it is what we think, what we feel and how we perform, especially under pressure, that sets us apart.

He says that for most of us, we don’t need any more hassle, frustration or stress.  And, he offered to present a technique to effectively eliminate stress.

Mortell claims that the more stress you can handle, the more challenges you can take on.

Mortell says that it isn’t stress that causes death, but our reactions to it. And he adds, we need both good health and vitality to deal with the challenges we face.

He acknowledges that as resource managers, we are in a very stressful profession.  At a certain point, we may get overwhelmed.  So, he asks, How can we do better under pressure?
Thriving on Stress

The key to thriving on stress, says Mortell, is to understand our own behaviour and reaction to stress.  He says there are “… ten negative addictions that people self-destructively depend upon to cope with stress.”  These are:

1. Smoking

2. Alcohol

3. Caffeine

4. Food

5. Over Sleep

6. Television

7. Drugs

8. Gambling & Shopping

9. Depression (internalizing)

10. Hostile, violent and abusive actions

But, when we replace negative addictions with positive activities, he says, that eliminates anxiety while increasing effectiveness.  He offers the following four “positive addictions” that can be used to thrive on anxiety:

1. Exercise (especially aerobic)

2. Work

3. Relationships

4. Solitude (meditate, spiritual solitude, personal solitude)

He encourages everyone to pick one of the ten negative addictions, and to replace it with one of the four positive activities.  He says that if we drop a negative addiction, we need to add or increase a positive activity, otherwise, where will the anxiety go?

Happiness, he adds, “… is based on modifying our expectations to keep ourselves in balance.”

Gifts of Adversity:  The Problem, and the Stress the Problem Creates

Another aspect of dealing with stress, Mortell explains, is to understand both the problems we face, and the stress the problems create.  For each situation we must separate the problem and the stress it creates in order to better understand our responses.

The easiest way to eliminate stress, he says, is to eliminate the problem.  And, he adds, the easiest way to eliminate the problem is to believe the problem does not exist.  Therefore, only solutions, alternatives, and opportunities exist.  These are what he calls “gifts.”  He says that every problem presents small and big gifts and it is our responsibility to decide what kind of gift we are faced with.

Yet, he cautions, when there is more opportunity for success, there is also more opportunity for failure and humiliation.  As Mortell puts it, “Failure renews our humility, sharpens our objectivity and makes us more resilient.  Disappointments remind us that, while we are taking the challenge seriously, we do not take ourselves too seriously.  Negative feedback is the information that we need to make changes in our course of direction.”

Mortell says, “What Rodney Dangerfield did for us, we have to do for ourselves – we must find humour in our frailty.”

Developing Relationships that Assure Results

Relationships, says, Mortell, are key to our ability to thrive on stress.  But in developing relationships, there is also a risk of rejection.  

There are three reasons we take rejection personally and react the way we do when it happens:

1. The frequency, of how much negativity we can experience

2. The emotional involvement, of how well people know us

3. The respect that we have for the other person

He says that “Sensitive, caring people create friendly relationships, but for fear of antagonizing people, might lack decisiveness.  Assertive, decisive people gain results, but for fear of losing control, can become too aggressive and damage relationships.”

The answer, he says, is to be “aggressively sensitive” and this will both strengthen relationships and ensure results.  He adds that individuals who have charisma, have mastered the balancing of opposite qualities into such a personality, that almost anyone can identify with them.

The Perfect Child

Mortell identified the four characteristics of “the perfect child.”  These are:

1. Relentlessness (“No” excites and stimulates them)
2. Shifting gears at high speed
3. Proficient role players
4. So cute
The perfect child, he says, is a vision that we too often lose track of, but one that is easy to visualize and re-grasp when necessary.

Making Changes

Our self-esteem, says Mortell, “… is based on our own sense of value so that, whether we win or lose, or are loved or rejected, the experience enhances our self-image, strengthens our sense of identify and increases our self-acceptance.”

He explains that the process of change involves answering the following questions:

1. What do I expect of myself?

2. Who am I?

3. Is there a problem?

4. Where might change occur?

Mortell says that we are not a product of our environments, but a product of our reactions and we need to take responsibility to make the changes in our own reactions. 

Making Tough Decisions Under Pressure

There are only two real needs that everyone has, according to Mortell:  challenge and comfort.  But, these two often work in a cycle.  A person gets too challenged, and their anxiety rises, so they set themselves back to comfort.  Then, they may get bored and look for more challenge and the cycle continues.

Mortell says that to thrive on stress, we need to:

1. Drop a negative addiction

2. Thrive on anxiety (there are no bad days)

3. Bring back the perfect child

Emotional Intelligence for Resource Managers
Dr. Hendrie Weisinger is a leading authority on the application of Emotional Intelligence.  He has consulted world-wide, with Fortune 500 Companies, and has also been hired by government agencies, including the U.S. Justice Department, Secret Service and the National Security Agency. 
According to Dr. Weisinger, emotions impact positively or negatively on your success in life, while intelligence helps you to adapt to the environment your emotions operate in.  

Dr. Weisinger presented a model against which we can understand how emotional intelligence operates. The model describes what he calls the “Emotional Operating System.” The system describes how Thoughts, Physical Awareness and Behaviour are constantly interacting in each of us, and how these are influence by External Events.

He said his goal through this session, was not so much to educate us about emotional intelligence (EI), but to help us develop our EI.  Managing this “system”, said Weisinger, is the key to developing and mastering EI.

To begin his presentation, he asked participants to write down the three most frequent emotions they experience in a day.  After a few moments to ponder, and after soliciting responses from the group, he confirmed that the three most common emotions today are anger, frustration and anxiousness. He asked, rhetorically, Who spends more time being excited, enthused, happy versus being angry, frustrated, disillusioned, or anxious?
In terms of mastering EI, Dr. Weisinger said that the most important concept is taking action.  He said that in his psychology practice, he sees lots of people who are screwing up their lives and don’t know why.  He calls these people “unconsciously incompetent.”  Through counseling, once they understand the “why”, if they still don’t change, he then describes them as consciously incompetent.  He says that to really change, takes action.

Dr. Weisinger says that emotions impact results and that there are four key points, or characteristics about emotions.

1. Emotions are universal.  Everyone has emotions, but how we express our emotions can be very different from one person to the next.

2. Emotions impact our results, our productivity.  Anger, mismanaged, he says, can derail your performance. Some emotions, like anger and anxiety, he adds, are considered “swing emotions” because they can either help you excel, or they can impede your success. (Other emotions, such as depression, are not swing emotions, because they only impact your performance in a negative manner.) That is why, he says, optimism is so important – positive thoughts and attitudes about the future can influence your performance.  One of the key things, he says, is to understand how you create optimism.  Some emotions, he adds, always enhance results.  These include optimism, enthusiasm, confidence, and tenacity.

3. All emotions are intrinsically good – it is how you manage them that can be good or bad. Emotions, he says, help us communicate information.  To master EI, we all need to understand what our emotions are communication.

4. All emotions work the same.  As described in the model at the beginning of this section, emotions function as a system.  There is interaction between thoughts, physical arousal, and behaviour. Self awareness, says Dr. Weisinger, is the key to mastering EI. We need to recognize the physical cues that push us into responses, and we need to manage our own reaction. He adds that if we can increase “happy behaviour” and minimize “negative behaviour” then we can master EI.

Intelligence Explained

Dr. Weisinger explained that the reason we have intelligence is to help us survive.  Most of us, he added, are good at rational reasoning – in other words, we have cognitive capabilities.

However, he warned that we should not confuse “getting more information” with “being more intelligent.”  He said that what separates “you” from the next person is not your technical skills. But, he also added that it is not that EI is more important than IQ. Although he confirmed that “IQ” predicts about 10% of a person’s success, that doesn’t mean that EI accounts for the other 90%.  But, it does have an impact on your success.

Yet, when we look back at what we traditionally learned in school, we think of subjects like history, languages, math, and sciences.  But, we don’t learn about emotions, adversity, and managing our behaviour.

Being successful, says Dr. Weisinger, is about using your emotions in an intelligent manner. As he puts it: How effective are you at dealing and feeling your emotions?
Dr. Weisinger says that the human element is still the number one issue when working with people. So, we all need to understand and master how we deal with issues, adversity, and emotions. We also have to address how we handle conflict and how well we give and receive criticism.

EI Factors

Dr. Weisinger offered what he calls the five key factors that make up EI (everything else, he adds, is just “more of the same”). 

The first is high self awareness. Dr. Weisinger warns we all need to remember that although we are the center of our own universe, we are not the center of the universe!  We each have to challenge our own perception to determine whether our image of ourself is accurate.

The second key factor is mood management.  Within this area, Dr. Weisinger said we don’t just have to manage our moods, but we also have to manage how we change moods.  One of the nuances of EI, he said, is “emotional contagion” – the fact that one person’s mood will influence other peoples’ around them. Dr. Weisinger advised that a key to mood management is to always anticipate the emotions of those people you’re going to encounter and then prepare for those emotions.

Self motivation is the third factor, presented by Dr. Weisinger. He described the measure of self motivation as how good you are at doing things you can’t stand (or don’t want to do) rather than how good you are at doing things you like to do.

The fourth factor is interpersonal expertise. This includes how good you are at breaking into a team, dealing with conflict, etc.

The final factor is emotional mentoring. As an example of this, Dr. Weisinger said that today, too many parents make decisions on behalf of their children, instead of mentoring them to make their own decisions.

Strategies for Mastering EI

People who are high on these five factors are more successful than others, said Dr. Weisinger. And, success is not measured by money, power, or title, but by the quality of their life, and the relationships they have.

So, he offered the following strategies for managing and developing our own EI.

Learn to listen to how you talk to yourself
Dr. Weisinger challenged participants to take 45 seconds to listen to how they were talking to themselves. He asked each person to note whether they spoke in the first or third person, whether they spoke quickly or slowly, and whether they used short statements or full sentences. He said that usually, how we talk to ourselves doesn’t help. In fact, it undermines our own level of competence.

He said that to master EI, we need to move our thoughts to instructional self statements and productive thoughts. He added that we need to remind ourselves that we need to change how we talk to ourselves and that may require a small card or poster or some trigger to initiate the action.

Dr. Weisinger added that praise is an important element of effective communication and relationship building and that it is also important for reinforcement. He advised that we can use emotional distress as a signal that we need to re-evaluate our self thoughts.

Relax on cue

Another effective strategy for improving EI is to be able to calm yourself – to regulate your emotions. He suggested that each participant purchase or borrow a relaxation tape and to use it for 10-14 days, for 15 minutes a day and to develop our own ability to “relax on cue.”

Increase your sense of humour

There is no doubt, says Weisinger, that humour has a positive effect on people. One method of developing our sense of humour is what he calls “putting on your candid camera glasses” for five minutes a day – just observing people and things around you with a sense of humour. A healthy lifestyle he says, includes 10-14 laughs a day (minimum), of which three should be belly-aching laughs, he adds.

Develop a more effective response from yourself

Weisinger says that the responsibility for mastering EI is within ourselves – we shouldn’t expect others to change. Problems, he says, are the result of ineffective responses. Part of being an effective problem-solver, he adds, is recognizing your own ineffective behaviour - your response to the situation – and working to modify it.

Weisinger encouraged all participants to actively develop and enhance their EI with rigor over the next three months – to apply focus and attention to developing this key aspect of success.

WRAP-UP AND SUMMARY

The Resource Planning Summit provided a wonderful opportunity to listen and learn from those in the industry and on the “front-line” who have, as they say, “Been there, done that!”
One of the great things about the number and variety of speakers, topics and presentations, was the result of hearing many different viewpoints and having the ability to absorb different insights and observations to develop our own action plans. Sometimes, different presenters emphasized the same concepts and conclusions, but sometimes they offered differing or even contradictory views. And, that just helps to fuel our own thought process and to, as Dick put it, collect our seashells.

This event was generously sponsored by PD Ware with the support of the following additional sponsors:

SmartOrg

Enrich Consulting

Project Management Leadership Group (PMLG)

ASAPM

Strategy2Market

Sutton Enterprises Inc.

WANT MORE INFORMATION?

For more information about this conference summary, or the event itself, please feel free to contact me or visit the conference website listed below.

Pamela Hollington

Rebound Consulting Ltd.

Phone:  (604) 988-4102

E-mail:  pamela@reboundltd.com
Conference Website:  www.resourceplanningsummit.com



About the Event …





The first annual Resource Planning Summit was held in Chicago IL from June 26-28th, 2009.





Generously sponsored by PD Ware, the event provided an opportunity to hear from industry experts, as well as to learn first-hand from those “on the front lines” of resource planning and management.





The event was designed to address the following issues:


Companies, where "time-to-market" and competitive threats are crucial, are not armed to protect key skills in economic downturns, or advise management on which skills to hire in good times


Portfolio Managers are not able to forecast, with accuracy, capacity requirements across the enterprise six to eight quarters out


Product Developers, Resource Planners and IT managers cannot gain traction for their recommendations without credible supporting evidence


Product Development Directors have no good options to their current manual spreadsheet operations





For more information on the Resource Planning Summit, see resourceplanningsummit.com.








Conference Overview








Dick Rutledge, organizer and Master of Ceremony for the Resource Planning Summit, acknowledged that as participants, we were not only here to learn from the many speakers, but also to learn from each other.





He said that our experience here should be like one of collecting seashells on the beach – the notion that when you walk along the beach, see the seashells, examine them, and pick just some of them to put in your pack and take home.  For us, he added, the ideas and thought-provoking concepts we experience will be the seashells we decide to take back.





Rutledge also mentioned that the word “Summit” itself means apex, height, or top, and, he added, that’s what participants would get over the next two days of the conference – top speakers, top experiences, and top knowledge in the field of resource planning.





The Resource Planning Summit was intended, according to Rutledge, to provide stories of sparkling achievement from exciting leadership, development and motivational speakers.  He described it as priceless information from major, big-league consultants and third party commentators on topics in our industry.





The many presentations and discussions that took place during the Summit provided valuable insights and lessons that can be applied to all project environments.  This summary highlights some of the key messages presented.

































































































































































The material presented in this summary is from Keynote and Breakout Session addresses at the Project Management Institute’s annual Seminars and Symposium, held in Philadelphia, October 10-16, 1999.  All references to original ideas have been credited, where applicable, to the appropriate speaker or author.  ©  Rebound Consulting Ltd., April, 2000.
The material presented in this summary is from Keynote and Breakout Session addresses at the Resource Planning Summit held in Chicago, IL, June 26-28, 2009.  All references to original ideas have been credited, where applicable, to the appropriate speaker or author.  © Rebound Consulting Ltd., July, 2009.

