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2023 and Beyond 
Optimising your Project Data 
 

Nicky: 

So, we’re going to go into session 2 now, with the dynamic duo of Luke and Liam from Project 
Partners. I have been told they are going to make the subject of ‘data’ interesting!  

Over to you guys. 

 

Luke: 

Today…yes… we are going to attempt to make the subject of data interesting, but it's not 
data as you might imagine it. We’re talking about optimising your project data. 

What do we mean by project data?  

It is everything you, kind of, do, track, plan for or record throughout your project. So that’s, 
kind of setting the scene, and what we're going try to talk to you about today is PPM tools. 

So, PPM tools are Project Portfolio Management tools, and they are applications that, 
essentially, help you throughout your project and portfolio management process. So, we’ll 
touch on what Mark was just talking about because there are some applications that can 
help with exactly what he was just showing us as well.  

So, there are many different categories that we can help you with, some of the key ones are:  

• Time and resources. 
• Your finances through your project: being able to track at that portfolio level, which 

was what Mark was just talking about with the prioritisation. 
• And then your individual planning at project level 
• And then your inputs and outputs: so, everything you record and produce as a part 

of your project. 
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What we're going to talk… today I'm going to give a little bit of an overview of some of the 
key differences in the tools that are available on the market. Liam’s going to talk to us about 
the resources and inputs and outputs, two thing that we think are really beneficial. And then 
I'm going to, hopefully, swing it around and talk about ‘how do you get people on board 
with applications like these?’ Which could be a bit daunting to businesses. 

So, the marketplace. What we have is, we have project management, we have portfolio 
management, and then we have a lovely space in between. I think the tools that we are 
most interested in, the tools which are all singing and all dancing, is that group in the middle. 
So where project management and portfolio management meet, we’re doing both of those 
things. So, you have limitless functionality, you can do everything you want to do, and you 
can configure it as much as you want. 

That can be a really great fit for a business whose, maybe, brand new to change. So, if you 
haven’t had an embed change function, you really want to get into change: OK, let’s give 
you an application that does everything you want it to do. Start from the beginning and go 
all the way through, one place, everyone can access it.  

However, what if you have an embedded change function, your product management 
company is going well, all your resources know what they’re doing on a project-by-project 
level, but you struggle when it comes to communicating about higher level, the portfolio 
level that Mark was just talking about. Do you need to prioritise? Do you need to know how 
you can manage between projects? Maybe there are overlapping resources and things like 
that. So, to use that portfolio management approach you have tools that can come in and 
help you with that.  

So, something like Meisterplan, which is a tool we've got some limited experience with, that 
is really, really great at that portfolio level. You can enter some basic information about the 
project, kind of just record it, you can categorise in… like… in the value and the confidence 
level, stuff like that. You can enter it into that portfolio plan and then it can prioritise your 
projects, you can see which resource is doing what, and then you can dynamically move 
stuff abound. So, OK you’ve got some priorities but maybe they’re using the same resources. 
So maybe have a high priority project and a second priority project, but the same person is 
leading for both: they can’t do both at the same time. Then you’ve got one slightly lower 
down where different person is involved. Ok, so you can do both of those things at the same 
time. So, this can work really well in organisations with that embedded change function, but 
just need help at that higher level. 
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And then you got project management-specific tools. Now, this is where maybe you've got 
a small organisation, a couple of projects on the go, you don't really need to worry about 
the portfolio level. You just want some structure, some organisation, some collaboration at 
that project level. Something like Trello or Easy Project, which can work with agile and 
portable methodologies, and you can just get back, have that lower level, and just manage 
your projects and have applications.  

Kind of, as I mentioned, the ones in the middle (got a couple there, as an example: Workotter 
and Birdview) those are the ones that really sing and can, kind of, do everything for you.  

So, on that note, I can, kind of, hand over to Liam… 

 

Liam: 

Thanks, Luke. So yeah…  

 

Mark 

Can I ask a question? 

 

Luke: 

You can ask a question. Do we want to mic you up? 

 

Mark 

Has anybody heard of…is using any of these tools? [*4.21- 4.28 Unintelligible]  

What sort of tools are people using for [*4.30 – 4.38 Unintelligible] 

 

Liam 

Mark, you’re stealing all my speech here. 
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Mark 

Oh Sorry. Sorry 

 

Liam: 

I’m sure that is the case, which is what we're going to come onto. Right, next slide… 

So, let’s look… again we're going to focus on the two in the middle, so not just the portfolio, 
not just the project management, we're going to focus on both. Inputs and outputs so, as 
Mark just mentioned, I'm sure many of you are using a lot of these that you can see on the 
board. 

Just a little bit of background about me, I'm a business analyst. I've been BA since 2016, 
worked for Project Partners for 18 months. In the last 18 months, I've been into a number of 
different businesses. Obviously, when you land in the business you got to understand exactly 
how they work, what are they using. And I can tell you that I’ve looked at every single project 
document out there. Word documents, PowerPoint presentations… How many Excel sheets 
are running businesses at the moment? How many Excel sheets are running finance projects 
at the moment? Every single one. There's so many to go through. Along with things like your 
rate log, your status reports, which we've already, kind of, covered.  

So, with that in mind, what I kind of look to do, is understand exactly what these projects are 
looking for. It may be that these companies are already using them (obviously none of you 
guys are, but some of the companies I’ve been with have.) Some of them are. What they 
actually do is give you the ability to keep everything in one place, they give you all the 
templates that you might need. I can't lie, I’m a sucker for a requirements Excel myself, I can't 
say that I’ll adjust without these, I love my Excel sheet. But what you can also do is put that 
Excel sheet into this tool as well. Not just the templates that they've got available, and they've 
got everything you can think of available; you can actually put your own in as well.  

In regard to outputs, I think the main thing we've seen is that everyone needs to see reports.  
Whether that's a project sponsor who doesn't need to know about the day-to-day, they just 
want to see a monthly report: You can automate a report to be sent to that project sponsor. 
Whether that's the SMEs who needs to know a report every single day. They need to see what 
their team is working on every single day: there's hundreds and hundreds of different reports 
that are already built into these, depending on whether you want to see a dashboard, it 
may be in Excel, there's so many that you can say… Luke, if you could just flip to next slide… 
I know it’s a little bit hard to see but this is just an example from Workotter, as you can see on 
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here there's literally everything you can think of on here. And this is just the start of it, as you 
see down our right hand side, you can kind of, you know you can categorise these into 
people, you can categorise these into teams, you can choose your own way of working… it 
may be that project sponsor only wants to see one certain way, they may only want to see 
this fancy tree on the right hand side, but it may be that the SMEs may need to see a and 
more detailed dashboard that they can, kind of, drill down into every single day. So yeah, 
that’s an example of inputs and outputs. 

Luke, next slide please. 

 

Luke: 

Can I just add something…coming from a PM’s point of view? 

I think, one of the things I get most frustrated about is the fact that I produce a piece of 
information here, I track it as a part of the project, and then I have to translate in ten different 
ways for different audiences, depending on whether they want high level, low level or 
something in between. What this allows you to do is, kind of, you enter it once, in one place, 
and then you can already have those templates set up for you. So, it really is a massive time 
saver and that's, kind of, the key benefit I see from something like this. 

 

Liam: 

So, when I first thought about this, before I was kind of introduced these tools, I would think 
that the resources for a project are your project team. But actually, when you start to think 
about it, there's actually a lot more to it than just the project team. What do that team need, 
for example? Software? Hardware? Does your BA need a video licence when you land in 
the business? Do you only have a certain amount of laptops? Do you need to order new 
hardware? So, there's not only the resources as far as the people, but also the software and 
hardware as well.  

You could also touch into the finances as well. What's the resource in the finances? There's 
no point planning out a project, putting everyone in place if the business can't afford it and 
it's going to cost the business money.  

I want to focus mainly on the people though, because I do feel that is the main resource. 
And what I've seen from these tools, so far, this is the real kind of jewel in the crown when it 
comes to these, is actually the resource management of people within the business. So, you 
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decide to do a project. In order for that project to run smoothly you're going to need a BA… 
you’re going to need a project manager; you’re definitely going to need a very good BA 
(probably the most important thing you’ll get… you’re definitely going to get that right and 
the project’s going to go well.)  

So yeah, you choose your project team but then this really opens up a lot more questions. 
How are you going to get these people? Are they already in the business? Are we going to 
need to go out to hire? (Again, this brings in the finance side.) Are we going to need 
contractors? Are they going to be permanent? There are all these questions that, kind of, 
come up. And a lot of the questions then, kind of, open up to more questions. You put your 
team in place… again, do they need software? How many times a day are they going to be 
working…how many hours a day are they going to be working on the project?  

And what you can actually do with these tools, is you can actually focus on the prioritisation, 
like Mark was speaking about, of the projects. If you've got a PM who is working on three 
separate projects, who’s to say that the one they need to prioritise, from the HIPPO, shall we 
say, is going to mean that the third project isn't going to get done?  

So, with these tools… and again, Luke if you can just flick… and I think you can see a small 
breakdown from a screenshot, this one from Birdview, you can actually see the time 
management throughout the week, this can be really drilled down so that you're not just 
looking at, you know, maybe their allocation for the month or for the year, but actually for 
the day. All the way down and see the allocation hours here. So, not only do you, kind of, 
understand exactly what you need, but you can also understand who's available. Does my 
BA have the capacity to work on another project? Do we need another developer in order 
to hit our target? These tools really give you the ability to be able to drill down as well.  

So yeah, something about… again apologies that these are only screenshots, we've got 
access to some of these. All of these companies are out there too, kind of, go to, and they 
can give demos, and it’s probably really worth it. I think it comes on something that Luke is 
going to touch on, is kind of the way in which you want people to work. Again, I go back to 
it, I like an Excel sheet every now and then when you go in. But actually, sometimes the 
business doesn't want to go away from an Excel sheet, and you may need to, kind of, coerce 
them into, this is how it can work, this is how it can move forward.  

Luke, back to you. 
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Luke: 

Thank you. 

So exactly that point that Liam just made. It’s OK, you might have seen them here today, you 
might think they’re great, but you’re immediately thinking, OK, but how do I get those people 
on board who are tied down to their Excel Spreadsheet, their PowerPoint presentations, they 
had their way of working.  

So, this is called ‘Diffusion of innovations’, by a guy called Everett Rogers. I'll be honest, I did 
take this part of the presentation from someone called Simon Sinek, you may have heard of 
him. Some of you may have seen this before if you are familiar with his work. So, it blew my 
mind when I first saw it, and I’m hoping I could give it a little bit of justice for you today.  

So, what this is, normal curve, and on average the population is broken down along these 
lines. So, you have 2.5% of your population at the start, who’re innovators, so like Elon Musk, 
they’re the people who come up with those initial ideas. Then we have, at around 13.5% of 
the population, which are early adopters. And what they are, those are those people… you’ll 
probably know who they are, from your own organisations and experiences, if someone 
comes at you with an idea, they’ll be the first one to put their hand up and go ‘ooh, I’ll give 
that a go, that sounds great.’ So, those are the people who are most easy to get on board 
with new changes, new applications, especially if they sound excited. 

But then you have most of the rest. So, you’ve got that broken down by early majority, late 
majority and laggards. (I’ll come to them in a minute.) But your early majority and late 
majority, they are the people who, if you try and force something on them it’s going to be, ‘I 
have a way I already work, why should I change? What I’m doing now is fine’: they’ll push 
back. And if you try and implement something in one go, which I think we’re all guilty of 
doing at times, these are going to be the loudest people in the room. They’re going to be 
most of your population, they’re going to make it challenging for you. 

Then, at the end you got your laggards (not my favourite word) but they’re the people… 

 

Liam: 

Don’t say it to their face… 
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Luke: 

… who are going to be resistant, kind of, regardless of what you do. So, between friends, let’s 
not worry about them.  

In order for a new idea, a new application to really gain traction, you need to hit around 15% 
market penetration. At that point in becomes a bit of a snowball effect. As soon as you get 
that 15%, more and more people want in. So, you can see that that overlaps nicely between 
innovators and early adopters. These are the people you need to target; these are the 
people you need to reach out to.  

How do you do that? You create a little bit of a barrier to entry. So maybe you’ve come up 
with a new application. You’ve got, say, 50 people in your change management teams. 5 
different projects, maybe 10 people per project. Simplistic. You come at them and say… you 
share with them saying ‘we’ve got 10 licenses for a new application; we would love to give 
you the opportunity to use it.’ Ask them to fill in a little bit of a questionnaire, why do they 
think they would use it? How do they think they would use it? Why do they think they’ll get 
benefits from it? Make them come to you. Great, you’ve found out who all of your innovators 
and early adopters are. Give them those licenses, make them advocates for your change. 

And, what that then does, is other people will hear about it. Don’t be afraid to let them know 
that everyone else has it, and then they’ll come to you and go, ‘why don’t I have this?’ And 
then you’ve got your early majority coming in, followed by your late majority. And you’ve 
created demand.  

I will admit, Simon Sinek did have an actual example he used. I can't bring you one today, 
but I'm hoping I painted a bit of a picture for you. This is a new… if you're bringing in new 
applications, especially something that interrupts people's current ways of working, targeting 
those people who are going to take quick… take it on. Giving it to the people who really 
want it and then make them make everyone else want it as well. That would be a great way 
to bring in a new tool, maybe a PPM tool. 

Thank you very much. 

 

Nicky: 

Thank you very much Luke and Liam. 

Any questions for Luke and Liam? Any questions on the webinar? 
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Ah ha, let me come over to you- let me clip, clop… 

 

Zoe: 

Thank you. 

So, the question, from Heather online is, what if a new hire starts halfway through a project? 

 

Liam: 

I’ll take this one. 

So, this is something that's happened to me 80% of the time since I've been at Project 
Partners. What I would say, in regard to the tools, adding them in is not a problem you can 
go straight in with the resource. Whether that's… they’re coming in one project, often and 
they’re coming in on two if you’re employing a new BA or a new PM, often they do come in 
with more than one project. So, adding them in is not a problem. 

What I would say is that the more… the inputs and outputs is probably the most prominent 
thing here, because they can come straight up to speed. As I mentioned, going into a new 
business, sometimes they haven't even provided me with the documentation that I need to 
see to understand what the project is. Whereas, if you’re introduced to one of these tools… 
and I… you would still need to understand how the tool works, don’t get me wrong. But what 
you would have is a really simple layout, again, it wasn’t, maybe, easy to see from 
screenshots, but you need to find where the rate log is, you need to find where the 
requirements document is, it's all there. You don't have to go through team sites, some 
people are still sending anything out by e-mail, you don't have to request any of that. It's all 
on this tool.  

So yeah, coming in midway through a project from the business side, obviously, you may 
need to provide that training on how to use the tool. For a person, like myself, going in it 
makes it 100 times easier. 
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Nicky: 

Thank you. 

Any more questions? 

 

Alex: 

I’ve got a two-parter actually. 

First point is, with all of these tools there's an element of setup, right? Set it up wrong… so… 
you didn't really touch on that, but I'm assuming there has to be some element of effort put 
in? I just wanted to explore that. 

And the second thing… the second part of that, with all these tools, obviously there are so 
many different kinds of project methodologies out there… agile, waterfall, blah blah 
blah…you know. Would this be adaptable, you know, what you're showing us, is that 
adaptable to different methodologies? Is it… you know… how flexible are they? 

 

Liam: 

I’ll take the first half of the question.  

So, I mean I can't lie, I haven’t actually been part of a project that’s implemented one of 
these, but I have spoken to a lot of these businesses to understand how they would go in. 
Workotter, for example, said that they can install within 30 days, which we couldn’t believe, 
really, we thought that was too soon.  

What they do is, they go into the business and work that business constantly for 30 days. Train 
either a super user or a team, to completely understand it so they can then go into the 
business and train it throughout. Not too sure about the end… the installation time for the 
other companies, but yeah, 30 days is what they say. Get your super users using it..I guess it's 
kind of the last slide that Luke showed… get your innovators using it, you get them 
understanding it and it spreads throughout the business. They're really easy, they’re honestly 
really easy. Like even if you're not the most tech-y person, they are so easy to use.  

 

 



 

11 www.project.partners 

Alex: 

[*unintelligible 18.00 – 18.08]  

 

Liam: 

I think with these because there’s so much… especially when it comes to the reporting side, 
if you just want the most basic report that’s the dashboard: you can have that. If you want 
the latest detailed report, you can also have that. That is the beauty of it. Obviously, I'm not 
too sure about the kind of… if they offer different programmes. As far as I'm aware they don't. 
But if you want the functionality to be, ‘here's a dashboard of the weekly results’: you can do 
that. If you've got someone like super user who's going to be completely all understanding 
of every single part and you want multiple reports firing in off at the same time: you can also 
do that. So… 

 

Luke: 

Cool. I'll take part two.  

Thanks Liam. I think… just as well worth noting. If, for whatever reason, you’ve found a tool 
you love, and you… maybe the company itself aren’t doing a great job of installing it for you, 
I'm sure Project Partners can help.  

And then, in terms of the different methodology… Yes, absolutely! I think that, again, that 
depends on tools. So different tools will offer different functionality, and that's a really 
important part of when you go looking for one of these. Really look at your business and go, 
‘what do I need?’ And then, from there, there's a countless catalogue of tools available on 
the market I’m sure you can pick from. One of our favourites at the moment is Workotter, and 
what that gives you a full configure ability. You can work fully agile; you could work fully 
waterfall or somewhere in between. And that’s part of that setup process, we talked about, 
they would set it up for you, get it to work in the way that you want it to work, and see where 
you go from there. But there are other things on the market, some which specialise in agile, 
some in waterfall, and everything in between. I’m saying, look at your business, what it needs, 
and there will be a tool out there for you. 
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Nicky: 

Great. Liam, Luke thank you very much. 

Round of applause everybody. 

Thank you. 


