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2023 and Beyond 
2023 Portfolio Planning 
 

Nicky: 

Please give a big whoop and warm welcome to Mark Pratt. 

 

Mark: 

Thank you. Thank you.  

Good evening, everyone. I really appreciate you taking the time to come in to join us here, 
and I hope you really enjoy the evening. 

So, I'm going to crack straight on because we've got lots of content to cover. And yeah, I 
want to make it as useful as possible for you. So, let's see if this is working?... Brilliant. 

So, I'm going to talk this evening about ‘2023 Portfolio Planning.’ So, what does that mean? 
It means that I would like to help everybody to be able to prioritise the projects that they 
deliver much better. Because one of the problems that we see again and again when we 
talk to our clients is that prioritisation is always a problem. There’s always contention with 
resources, with cash, with complexity, all these various different things. And what we think 
we've got here for you is quite a simple way to help you prioritise your projects. 

So first though, I'm going to have to start with how you currently prioritise your projects. So, I 
don't know if any of these resonate, but how do you prioritise your project? So, would like to 
shout how prioritisation currently occurs in your organisation or how you prioritise change? 
Any offers on what we've got on the screen there? So, some people do it when the loudest 
person shouts, some people do it based on what is realistic, some people do what the 
regulator told us, various different ways to prioritise projects. But usually, it's quite haphazard 
and its opinion based. So hopefully, we're going to do some little bit more robust to go off. 
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In case you were wondering what HIPPOSs are, by the way, that's an acronym. Love 
acronyms. It stands for the ‘highest paid person’s opinion.’ So… well that's what… that's 
why… that's what a HIPPO is.  

So, I'm going to ask you a question, I'm going to get some audience participation, hopefully. 
So, are you satisfied with the way that your projects are currently prioritised?... And feel free 
to participate online as well…. So, there's generally only three answers. Yes, no or not really. 
So, let’s have a show of hands for yes. Who's satisfied with the way that we prioritise currently? 
No? You've come to the right place! B then, no not really who is not satisfied with the way 
the project prioritisation goes on? Ok… a few tentative hands. Thank you. And who thinks, C, 
there must be a better way? You're definitely in the right place!  

Ok. So, what I'm going to do is I'm going to start by talking through the very first part of our 
ABCDE way. So, for those who aren't familiar with our ABCDE way, it’s Project Partners' own 
change and project management methodology. And it's a very, very simple methodology 
that's designed so even non-project professionals can use it. Ok? We use very simple terms, 
in fact, hypothesis is probably the most complicated word in the whole framework. And the 
hypothesis is all about starting with ‘why?’ So, everyone is full of great ideas, ‘we could do 
this better, we could do that better, we could do the other better.’ But a hypothesis is about 
validating whether an idea is good or not. So, when we talk about a hypothesis, generally 
the first thing that happens is that somebody comes up with an idea. And then what happens 
next is what we like people to do is try to help them build out their idea, is clearly state what 
you think the idea will achieve and who it will achieve it for. And then also, thirdly, clearly 
state how you’ll measure whether it achieves it or not. Because if you're not measuring 
whether it's been successful or not, how do you know if it was a good idea? So, that's what 
the hypothesis framework is all about, and it's really quite simple and those people who’ve, 
kind of, implemented it in their projects, I think, have found it a really useful way to start 
understanding why they want to do the projects.  

So, this isn't rocket science by the way. It's common sense. But as we say in Project Partners 
the thing about common sense is it's not that… 

 

Maxine: 

Common 
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Mark: 

Thank you, Maxine. It's not that common.  

So, the sentence structure that we have for a hypothesis is, we start with sentence ‘we 
believe,’ and then we state our idea. And then the second thing we say is ‘for’… told you it 
was really complicated… for people. So, the group of people whom our idea will impact. 
And then we say, thirdly, ‘will result in’ and we state the outcome that we will try and get 
once we implemented our idea. And then number four, crucially, ‘we’ll know this true if 
[evidence]’ a little bit more on that later. So, a hypothesis is all about structuring an idea and 
the evidence behind why you think it is good. Does that make sense? Following so far? Ok.  

So, just to delve into each section in a little bit more detail, I'm going to give you the tools to 
do this in a second. So, we start off with ‘we believe [idea]’. So, here you want to concisely 
articulate what the idea is that you are proposing. It should be directional and non-
ambiguous, so plain English is good. Maybe a fully formed idea, maybe the starting point of 
a design process. “I thought you were going to tell us about prioritising projects, Mark?” … 
well, I am. This is the preamble that will get you to the place where you're able to prioritise 
your projects well. So, hopefully, that makes sense then?  

‘For [people]’: so which people does this idea target? Is it our internal people? Is it our 
customers? Is it some other group of people? Is it a small group of stakeholders? Who is the 
idea… when we implement it, who is it going to impact? And if you don't understand your 
different user types then you should probably stop everything and do that first. Because 
you’re probably not engaging all the right stakeholders.  

I am whipping through this. We've got loads of offline content to share with you that will help 
you go through this, in practice. 

So, the next thing is, ‘Will result in [outcome].’ So, this is what we expect to happen once 
we've implemented our splendid idea. Ideally, this statement should state a clear value to 
the people and or business. And, if you’re doing it right, it should also tie in with the strategic 
goals of the business or the project, depending on the context that you are operating within. 
Because, if you're trying to get an idea off the ground and it's not really tying in with the 
strategic goals of the business or the programme that you working within, that’s not really 
going to fly, is it? So that's the third part of the hypothesis of paragraph there. 

And then, lastly, ‘Will know this is true if [evidence].’ So… love numbers… so what metrics can 
we show to show success? And these should obviously be quantitative measures, if possible. 
Qualitative is okay, and we’ll go into those in a touch of detail in a second.  
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So that is how we state the hypothesis. Which is the very first part of the ABCDE way. Now, 
we enhance this hypothesis by making it better. So, a better hypothesis would start with the 
word ‘because.’ And ‘because’ adds in the things we know or believe. We'd like you to be 
specific. Aim for a range of evidence. Don't discount hunches because gut feel is also a valid 
evidence point, and we’ll go on to show you how to articulate these just in a second. 

So, a hypothesis, in Project Partners' world of the ABCDE way, simply says: 

• Because [things we know or believe] 
• We believe [idea]  
• For [people]  
• Will result in [outcome]  
• We’ll know this is true if [evidence] 

 
Hopefully, that is all making sense to everyone so far. Anyone confused? Any questions so 
far? Ok. All looking good.  

Right, now this is quite an important slide. Really want to just focus on it for a minute or two. 
So, we've talked about evidence being the first part there, the ‘because’ part. Versus the 
evidence ‘will know if it's true if’… so that there are more outcome-based evidence points. 
So, these are input-based evidence points that we're looking at here. So, you can measure 
evidence points across two axes. Ok, so we've got value across the horizontal axis there and 
we've got confidence across the vertical axis. And obviously, if something is… will be of low 
value to the business or to the project, and you've got low confidence in delivering it, then 
probably don't do it. It's a bit of a waste of time. Bin it. Better, record that it is a waste of time, 
so you don't look at it again.  

Up at the top right-hand segment there, pretty straightforward. If it's of high value, and if 
you've got high confidence it will be successful, then definitely do it. Bit of a no-brainer. Get 
on and do it. Proceed.  

I guess there’s ambiguity, in the top left and in the bottom right there. On the ‘maybe’ 
section. So, if something is of low value but high confidence, you maybe consider 
proceeding, if it's low effort. And similarly, in the bottom right segment there, if it's… if you got 
low confidence but it could be of high value, you might consider proceeding. And what you 
would do, is you would try to move your hypothesis to that top right. That's, kind of, the whole 
point of this exercise. 

So, can a low-value/high-confidence idea, can that be reused in a different way to make 
high value? Or can a low-confidence/ high-value idea, can more evidence be gathered to 
increase the confidence: that this would be successful? So, does that all make sense? Right? 
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So, just moving on then, to get from evidence to confidence here. Up at the top there we've 
got high confidence, and at the bottom, we’ve got low confidence. All of these evidence 
points are valid, Ok? But there's probably… when you're explaining them to stakeholders or 
validating them for yourself, you are probably thinking that certain evidence points will give 
you more confidence than others, Ok? So, at the top of the list of evidence points, we would 
include things like quantitative hard evidence, so business data, financial data, website 
data. Anything that has been quantitively gathered well, stored well. If you're basing your 
evidence on those sorts of metrics, you’re going to have a high level of confidence that 
that's going to be a good thing to do. 

Going down the list then, in terms of, kind of, low confidence. So: 

• Empirical evidence: so how do people behave? Is another solid evidence point: if 
you've been able to measure that in a quantitative way.  

• We’re then getting into the more, sort of, qualitative areas of evidence. So, attitudinal 
observations e.g., what do people say they want? And of course, we all know that 
what people say they want and what they actually want can be two different things.  

• We could look at what our competitors are doing. But we don't always know where 
our competitors are in their life cycle, so not always a good thing to look at.  

• Experience in other projects, we've all got the war wounds, and so on, from projects 
that haven't gone so well, and so we can use evidence points that we’ve gathered 
from those projects.  

• What the business ‘wants’ (in inverted commas. We’re in the HIPPO territory there.)  
• What is considered to be the best practice? But of course, best practice can always 

be improved upon. 
• And then, at the bottom there, assumptions and hunches. Not to be discounted, but 

probably a bit, kind of, lower confidence.  
 

So, does everyone agree that if we were explaining a project that we're trying to conduct 
to a stakeholder, and we had lots of quantitative hard evidence that the project was going 
to be successful, versus an assumption or a hunch, we would probably more likely our project 
signed off, yeah? So that's the sort of approach that we're talking about here.  

So, I'm just going to pause for breath, any questions so far? Go for it, Steve 

 

Steve: 

An observation if I may? 
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Mark: 

Please… 

 

Steve: 

Probably my biggest experience around doing this is actually… and I like the HIPPO 
terminology because that’s always very cute… is a lot of people come up with projects and 
always use the efficiency statement. And the biggest thing that I always find is that ‘this is a 
great project to do, it’s efficient, we’ll save two headcounts here in the department.’ And 
then, the project goes light and… [*unintelligible 12.08 – 12.12] … so I am incredibly skeptical 
about the definition of efficiency, and the definition of ‘headcount saving’. Because there’s 
always that ‘well, we’ve grown more, we’ve had more business etc.’ So, I just wanted to 
make an observation that I always take that with the biggest pinch of salt, probably out of 
all of them. 

 

Mark: 

I think you're right to do so.  

So, you're… you’ve imaged yourself all the way to the end of our ABCDE way process, Steve. 
So, we're in the hypothesis. What we're about to state is, what the business would want to 
see to make a project a goer, right? And all the way at the end of our ‘embed’ stage is 
basically benefits realisation. So, tracking those benefits through, and it’s… as you point out, 
very important part.  

Thanks for the question, Steve. Any other questions? 

Yeah, go on Matt. 

 

Matt: 

A lot of the time, as a contractor, I’ll come into a project in the middle. I’m going ahead a 
bit… [*unintelligible 13.10 - 13.12] 
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Mark: 

Well, we got a little saying that we use at Project Partners which is ‘most projects fail at the 
beginning.’ And what we mean by that is, if you have not done this piece of work then like, 
literally, stop, ok, and do it. Now obviously, every organisation will have their own way of 
doing change, and that may be very, very well defined. They might be following a well-
defined process, like a Prince 2 or an Agile, whatever flavour of change management. There 
might be more immature organisation that doesn't really have that embedded. Whatever 
format you present this sort of approach in, I would strongly recommend… it is the work of 
literally a couple of hours… to go back, validate why you want to do the project. And when 
you can understand that from the sponsor, you're in good shape, basically. 

Has anybody, kind of, been bitten by, kind of, jumping into a project midway and not really 
knowing why they doing it? It's kind of, yeah. So, I would strongly recommend (because you 
don't have to present this in, sort of, Project Partners template format you can just present it 
as a bit of a workshop exercise) really gathering that ‘why?’ And validating, you know, ‘what 
on earth are we doing here?’ I think that's like a crucial, crucial part.  

Go one Steve…no Shane, I beg your pardon. 

 

Shane: 

It’s my experience that a lot of people, they know what they’re doing, they’re all very 
capable specialists. And, you know, they’ve got some great ideas, so they put in demand 
requests and that’s, kind of, the first port of call… [*unintelligible 14.44 – 15.30] … what I’m 
finding is, a lot of time is wasted because they haven’t articulated the questions very clearly, 
and they’re having to go back and tell us more. Because they’ve told us this much, and 
actually they’re trying to do this much. 

A few of the demand requests that come in, I start stitching them together, and go ‘hang 
on, this one’s related to that, this one’s related to that’…and now it’s a project. It’s not, kind 
of, a small piece of work, it’s actually quite a big piece of work. 

So, in a nutshell, I think it’s the importance of that, as you say… you were absolutely right… 
very early on, get as much clarity into the ‘why?’ as you can, which will then drive with a 
pace that says, ‘this is why it’s worth doing, this is how much we’re going to get…’   
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Mark: 

I think that's a very, very valid observation.  

In a couple of slides time what we're going to do, we like to be a little bit different, so we flip 
this on its head, and we basically say, ‘what would it have to look like for it to be in successful 
project?’ Not, ‘what is it actually going to take?’ So, you know, if it was… if you were able to 
achieve this for the business, or this outcome, for this amount of money, within this time frame: 
would you still go and do it? So, we were trying to, kind of, start at that sort of super high level, 
to make sure it's valid the ‘why?’ is valid, before we go delving into the requirements and the 
realisation of whether or not it is actually possible. Later on, in our ABCDE way, in the build 
and control and mange phase, what we do there is, we always go back to this north star of 
the ‘why?’ If ever we veer off course, the idea is we go back to our sponsor and we say, you 
know, ‘it's going to cost an extra X,’ or ‘it's going to take an extra Y amount of time, do you 
still want to do it? Would you still pay for it?’ So, we keep on constantly validating that 
trajectory. 

 

Shane: 

There’s this high-profile project I’m working on, where I’m doing exactly that, and going back 
to the sponsors and saying, ‘this needs re-thinking, it’s way off track.’ 

 

Mark: 

Ok, cool. Well, hopefully a tool like this might be able to help you. So, let me… is there any 
other questions before I move on? Ok, thank you very much. 

Now, little ‘whip out the phone’ moment, if you've got one handy. So, if you are interested in 
in kind of downloading the templates, we got a little QR code there that will take you straight 
through to our ABCDE way on our website. What this… what it is, is a bunch of resources both 
in video and article form, and what it will do is will give you access to the whole set of tools 
and resources, so you'll be able to follow all of the detail along for yourself. Has everybody 
got that who wanted it? Ok, we will share the slides after the session. So, good stuff. Ok. 

So… how are we doing for time guys? Ok, great. Perfect. 

Ok, so this slide is and articulation of the hypothesis, embellished with a little bit of extra detail 
at the bottom there. And we're working towards what we would call a mandate. And the 
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mandate is basically the sponsor’s instruction of what they would like to try and achieve. So, 
you'll recognise the words from the previous slides there: because we believe, for, will result 
in, will know this is true if. And what we do is, we add a simple couple of statements to the 
bottom of that hypothesis statement: we, invest, and deliver by.  

So, the ‘we’ and the ‘and’ bits, you can see there in the template it says ‘must’ and it says 
‘should.’ So, you've got a choice, you’ve got to cross one. And whichever one you cross out 
on the first bit you've got to cross the other one out on the second bit. Because, for anyone 
familiar with the change triangle, or we call it ‘the balls of change’ (which you’ve got to 
constantly juggle) you can't fix your scope, and your time, and your cost. Not possible. It will 
break. So, you can only fix two points and then the other one has got to be variable. So, in 
this particular example, what we've done is we fixed our scope because we’ve said, ‘what 
we want to achieve,’ so we've only got two variables left: time and cost. So, you either got 
to fix time or you’ve got to fix cost. So…and if either of those things becomes invalid or not 
relevant then we’ve got to go back look at our scope again. 

So that’s what the point of, kind of, filling in this template is. So, it basically says, ‘well, if we 
can achieve this great idea which results in these great outcomes, for a cost that looks like 
this, in the time scale it looks like that, then I would sponsor that project.’ And that's what the 
hypothesis is all about. Getting that mandate from the sponsor that says, ‘if you guys can 
deliver that project that would cost me X, and deliver by Y, and achieve all those great 
results, I’m in. I will sponsor you. Brilliant.’ Then that is what the hypothesis is all about. Nice, 
simple statement. There are other project methodologies that, kind of, talk to this, but we 
think this is a really, really simple way to articulate what a mandate is from a sponsor. Does 
that make sense to everyone? Ok? There is loads more content online about this, so really 
this session isn't to go through the hypothesis, I'm leading into the prioritisation bit. 

So, what we realised is… so what… when we first released our framework, we leave it as kind 
of free format text, Ok? So, here's an example, so ‘we’ll know this is true if’…so whatever 
project it is… ‘we’ll know this is true if’ for example, we add 100 customers. So, we have been 
successful in his project if we got 100 extra customers, or we have been successful in this 
project are if our people are much happier (unquantified.) ‘We’ll know this is true if,’ we 
reduce the processing time for widgets from 28 minutes to 12 minutes. Whatever the benefit 
is that you are trying to achieve from your project, yeah? So, we were just… in our standard 
hypothesis framework that we view so far to date we would have, kind of, some… just 
statements like that.  

Now, what we've done to try and help prioritise, we’ve made little change to our framework, 
because we're always trying to improve our ABCDE way. And what we've done is something 
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like this. So, what each of these boxes are (and these boxes might be different for your 
organisation) these are the enhancements and the measures that are supposed to align to 
either the programme or the businesses’ core strategic goals. So, the business that you're 
working with, or the programme that you're working with, might have a particular financial 
goal, or a people goal, or a customer goal, or a brand goal, or any other goal that you could 
choose to measure against.  

So, what we've done is we've, kind of, tried to parameterise it a little bit more. And what you 
would do is you would fill in the particular goals that you're trying to achieve in those boxes. 
So, that might be ‘it will generate a financial return of £100,000,’ or it might mean that your 
customer satisfactions result would go up from 50 NFI to 60 NFI, or it might be that your…sorry 
Net Promoter score… it might be that your brand advocacy would go up, it might be that 
your, you know, your people would be happier. Whatever that might be. So, you're trying to 
quantify the delta that you're trying to go from and to in each of those boxes. Does that that 
makes sense? It's just a little bit more of parameterised way to articulate the priorities. 

So, this is the data we’re then going to use in our priority matrix system, that we're just about 
to show to you. I hope you've all got your binoculars because it's a spreadsheet, it’s quite 
small: but, as I say, we’ll share all this after the event. So, we're taking the output data that 
we're trying to achieve there, the financial, people, customers, brand and the input data, 
like cost and time. So hopefully, you can all see this, and hopefully, this will make sense. So, 
what we've done is… and I'm just going to go forward two slides… every organisation is 
different. Every organisation has got different goals. Every other organisation has got different 
things that (and different levels of things) that are important to them.  

And what we've done, in our priority matrix system here, is for each category that we’re trying 
to categorise: time, cost, financial, customer, brand, whatever it might be… we've set some 
distinct and discreet descriptions. So, for example, if you look at time there; we said that the 
categories for time could be ‘under three months,’ ‘three to six months’ or ‘over six months.’ 
And then we've assigned them values. And these are scores out of 100, percentage, right? 
So, we said that if the time is under three months: that's a great thing. That's what we're about 
as a business. That's the score of 100. If we're three to six months, it’s a 50. And it was over six 
months: it’s O. Your scores will be different, every business is different. But the point is, you 
categorise each area that is of interest to you. So cost, those parameters may or may not be 
appropriate for your business, the financial benefits may or may not be appropriate for your 
business, but the point is you're putting ranges and you putting scores against them. Does 
that make sense to everyone? Hopefully it's fairly straight forward to understand.  
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So back to our portfolio prioritisation planner (easy for me to say, we like our alliterations.) So, 
we've got our list of projects, our 10 projects here. What we've done is we've put, for each of 
the projects, the data that we've gathered from the hypothesis statement. So, time and the 
cost, and then from an output to the benefit perspective, the financial benefit, the people 
benefit, the customer benefit and the brand benefit. And then, you can see… quite small 
across the top here… we've got weightings. So, these are just… don't know if anyone's been 
through like an RFP exercise, or a similarly, kind of, numbers weighting exercise… so we weigh 
the importance of each of those inputs and benefits to the business proportionally, again all 
out of 100: a percentage. And that gives you a project. A simple overall score.  

And then, in this example spreadsheet that we've knocked together, what we've done is 
we've just created, like, a simple ready reckoner here. So, you can change the data against 
each of the projects and then it will calculate a different score for you. So, just to, kind of, 
flick through that again, a particular project, project 9, did have a score of 52.5. We changed 
it to be over six months and said it'll annoy your customers and, all of a sudden, it's now got 
a score of 20. And so, all we then need to do is order our sheet here in the sort order of overall 
score. And then what that will leave us with is a prioritised list of projects.  

So, in a roundabout way what I, kind of, walked you through there is, if we understand the 
‘why?’ of our project and we write down why we're trying to achieve this, and therefore what 
the mandate is from our sponsor, if we write down what our benefits are, in a parameterised 
way, and then we have a standard way of comparing the benefits of each project, by 
putting your… all of your different projects that are on your list into a ready reckoner like this 
portfolio prioritisation planner, what you do is you assign each project score, and then 
prioritisation … if I can get my teeth in… becomes very, very simple. Because you just order 
your projects in order of the score, and voila… your projects are prioritised. And if you've got 
this right, and these are the right weightings and the right scores for your business, the 
prioritisation should be really obvious. It should come out in the order in which, kind of, 
whoever is sponsoring your project should expect.  

So hopefully, that all makes sense? I think we've got about 5 or 10 minutes for questions but 
yeah, that's what I want to tell you about: priority planning in 2023, this evening. I hope you 
found that useful, all of the stuff we've got to download. We’ve got the QR code for you 
there again. What I’d be very happy to do for anyone, is spend a little bit of time on a call, 
no obligation: we’re to make friends and help people, as I keep saying. So, if you wanted to 
book a call, the little QR code there, and we can run through how it's working for you in your 
organisation and help you work it through.  

That's what I've got to say. Any questions? 
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Nicky: 

Any questions for Mark from the audience? I think we had quite a few in the session, didn’t 
we? 

 

Alex: 

Can I ask a question…sorry? 

 

Mark: 

Go for it, Alex. 

 

Alex: 

We were talking about benefits realisation, and how it coincides with the hypothesis and the 
why, but as you carry it through the project. How do you… and it might be an efficiency, it 
might be that we’re going to, you know, be efficient by two heads by the end of this. You 
can’t wait until you’re at the end of the project to get to a point where you go, ‘oh, well, 
actually, we’re not going to lose two heads now, are we?’ So, where…and I know it’s not, 
probably, a prioritising question…but where then, in the…when do you make a decision that 
actually says, ‘well the big driver was that we were going to lose two…or get rid of…an 
actually we’re not going to do that now, so let’s pause the project, can the project.’ When 
does that happen?  

 

Mark: 

So, in the B, in the build phase, the manage phase is all about that, kind of, weekly status 
reporting cadence. And part of the job of the project manager, if you’re following the 
ABCDE way, would be to look, validate back to your hypothesis, literally every week. So, are 
we still going to achieve these benefits? Are we still going to spend this money? Are we still 
going to deliver it in the time frame? And if we're not, it is our obligation as a project manager, 
to present that problem back to the sponsor. Ideally, with a range of possible solutions to that 
problem. But ‘hello Mr or Mrs sponsor, we're not going to be able to deliver those 2FT savings 
anymore, we're only going to 1FT saving, do you still want to spend X on this project? Yes, or 
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no?’ And then you're giving the power back to sponsor. I think a lot of people who are, kind 
of, responsible for sponsoring these sorts of projects get frustrated when they don't, kind of, 
get to make that decision. It's a fait accomplis by the time it gets there. And they’ve already 
burned their whole… you know, their change budget, or whatever it might be. So, as we do 
our status report each week it's incumbent on us to take that information back to the sponsor, 
back to the steering group. Whatever the sponsorship governance is for that particular 
project. 

 

Alex: 

I think in my experience, that’s the bit, in these weekly dashboard status reports, that every 
project manager does. It’s the one thing. We always focus on the rag and ‘how are we doing 
against prop plan.’ Yes, we’re going to hit… but actually are we going to hit it? Successfully? 
Against what we said we were going to…the benefit that we were going to realise? So 
historically, I guess, that’s the bit that we don’t…or I’ve not seen, in my experience, done 
particularly well. 

I just wanted to address that point because I felt that it’s probably apparent in the 
dashboard.  

 

Shane: 

I mean, just following on from that, what I’d say is the project manager responsible, if they 
stay project manager, so we’re doing our stage reporting and doing our… [*unintelligible 
30.53 – 30.57] … and it’s really important for the organisations to do that exercise that says, 
‘Ok, in the last year what projects have we run? And how did they meet our expectations? 
And so on…’ it doesn’t often happen, but I think it needs to…more. Because that’s what 
helps direct the organisation into, ‘well, out of 100 projects, only 10% of them delivered what 
we thought they would, so we’re going to have to do our assessment, our early-stage project 
design, maybe with some different weightings and scorings, so that we get it right, or get it 
closer. 
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Mark:     

Yeah, absolutely. 

I was just about to come back…. to relate it back to the point you made earlier about, kind 
of, resource constraints as well. So, when… if you consistently revalidate that the ‘why?’ is still 
valid, that the hypothesis is still valid, and any changes to the benefits that might occur as 
you learn more along the project life cycle or any changes to the imports of time the cost 
and so on. And what…. if you reach, if you kind of keep your portfolio prioritisation planner 
up to date, what that will do is will give you a new ordered list. So, when a project might jump 
up the rankings or jump down the rankings, if you've got a finite pool of resource, and the 
organisation has fixed it there, or that's all that's available to us, then we can obviously only 
take on a certain amount of projects. If there's, you know, if we've got 8 resources available 
and that means those 8 resources can only take on 4 projects, then number 5, basically, 
can't happen. And if that's the constraint that the organisations got, that's where we have to 
go to. 

So, what good would look like, in my mind, is if the benefits of a project changed or the 
importance of the time, the cost changed, if it became obvious that that, you know, has 
gone from number 1 on the list to like number 6 on the list, and we can only do 4 projects, 
that's where we need to be raising it up to our sponsor straight away. To say, ‘hey, you know 
this has like massively changed the picture. We've learnt this, do you still want to go ahead? 
It will mean that this project that we now think is a better bet for the business can’t go ahead.’ 
And then at least you’re putting the power back in the hands of the sponsor to make that 
decision. 

 

Shane: 

That’s why there are quite a number of projects that are just ‘on the shelf,’ and we’re not 
doing them yet. 

 

Alex:  

But that’s not a bad thing, right? That’s not a bad thing. 

It might be bad to the person who really wants it to happen, but actually from an 
organisation point of view, that’s not a bad thing. 
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Shane: 

No, I think it’s the right thing. It shows to the organisation, ‘we need to get all of this done,’ 
and it’s a mirror. It’s like, ‘we can’t get it all done, unless we get more resources.’ 

 

Steve: 

But what’s good about what Mark showed us, in terms of the model, it takes the emotion out 
of it. It’s purely metric-based, in terms of prioritisation and re-prioritisation, rather than the 
HIPPO, so yeah, it takes the emotion away. 

 

Alex: 

Because change, by nature, is emotional right? Even for a project manager it’s emotional.  

 

Mark: 

Ok, let's take another question. John? 

 

John: 

Yeah, I’m not going to suggest that the biggest trend gets you better results… [*unintelligible 
34.00 – 34.08] … I just wanted to ask, why was it that your slides showed that the more you 
spend, and the longer the project, the larger the project, gives you a smaller score? 

 

Mark: 

The idea behind that matrix… let me just slip back a couple of slides… is those scores are at 
the gift of the organisation. So, it's what's important to that business or to that programme of 
work. So, if actually, those numbers are not relevant for your organisation, or those categories 
are not relevant for your organisation, you just change the categories and change the 
scores. What we've tried to provide a framework against which you can, kind of, score your 
different projects. So, it might be that like, ‘I don't care how long it takes because the benefit 
is so big,’ so I would just remove time as a category. It might be that we've got a finite pot of 
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money and that becomes the constraint. So, every business will have different categories 
with different descriptions and different scores. But with… what we're trying to introduce 
areas is the framework for making the decision, so it's done in an agnostic, metric driven way, 
rather than a table thumping, ‘I said do this project, so do this project,’ sort of way. So, we're 
trying to, as Steve mentioned, take the emotion out of it… that sort of… the way. So, you 
would basically try and capture the categories, and the descriptions, and the rankings, the 
weightings, that made sense in your context. Yeah?  

And, to address that point on, you know, if you spend more on resources, or less on resources, 
or whatever it might be, do you get a better outcome? Well, I would just simply go back to 
this. Because, if I can get my idea to achieve these benefits for this spend, it's up to the project 
manager if you want one person at double the cost or two people at half the cost. It's up to 
you. As long as I achieve that outcome, I don't care. That's your job as the project manager.  

So, I would always come back to this north star. If it works within this framework and I’m happy 
to spend the money, I'm happy to sponsor it: then we should proceed. And if we step outside 
those boundaries then I need to know, because I may not be happy to proceed. Does that 
make sense? Yeah? Super, thanks, John. 

 

Steve: 

What you said, Mark, about almost looking… [*unintelligible 36.22 – 36.26] … but equally, 
some of us, one of those…and it could come under brand…but one of those categories is 
‘regulator.’ You know? Because there’s so many different drivers behind an organisation, so 
much structure. The framework’s good because you can add in or take away.  

 

Alex: 

Independent of the regulation, if it’s not coming in for three years, it might actually have a 
lower priority than some of the stuff… [*unintelligible 36.40 - 36.50] However, if you don’t do 
anything, then all of a sudden… 
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Steve: 

The scores start going up… 

 

Alex: 

Yeah, there’s only 6 months left to deliver it. And then it’s D-day. Then it becomes priority 1 
with whistles and bells and then, rightfully, you’ll be going, ‘if you don’t do this this could 
affect your brand and blah blah blah.’  

 

Steve: 

I tell the sponsors to use the regulatory statement because it’s important for every project 
they work on. That’s the other one to watch out for. 

 

Mark: 

Ok, super. 

Thank you, guys, for contributing. Has anyone got any other questions or thoughts about 
what they’ve seen? Anyone like to contribute?  

Well, thank you for listening, I will hand back to the compare. Thank you very much. 


