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who often exercise a line function. 
In addition, there are specific roles 
that should not be missing due to 
the importance of their expertise 
for project success – so-called 
“bottleneck resources”. 
Temporal availability of the right 
competences should therefore 
be controlled at the highest pro-
ject level and coordinated with 
future requirements. It is vital at 
this point to be familiar with all 
existing projects and to have all 
necessary resources managed to-
gether by one unit such as Central 
Portfolio Planning.

Project categorisation for a 
well-balanced menu

After the portfolio decision-making 
it is helpful to assign projects to 
different categories: strategic rel-
evance and implementation effort, 
for instance are appropriate in this 
case. This enables requirements 
of the future project manager to 
be determined, to which group 
reporting is to be made and which 
elements of the product develop-
ment process are mandatory for 
the project. Efficient and afforda-
ble project portfolio management 
is thus ensured.

Know your needs pyramid 
to serve up the right menu

There are three key aspects of 
portfolio decision-making: Strat-
egy – do we achieve a USP with 
this project? Tactics – can and do 
we want to implement this project? 
Operations – how important or ur-
gent is the project? In terms of im-
portance, pay special attention to 
financial value-added. On the one 
hand, the question needs to be 
raised when yield can be expected 
and on the other, how high it will 
be. In the latter case, revenue is 
not critical, but the profit margin or 
project profitability. After all, “You 
can‘t dine out on revenue”. 

Resource availability as 
vital “side order”

Projects are mainly implemented 
by employees involved in oth-
er projects at the same time and 

Main ingredient: a robust 
long-term strategy

Energy turnaround, electrification, 
digitization, LED or laser technol-
ogy – whichever future trend an 
enterprise pursues hugely impacts 
on the project portfolio content. 
Strategies of insufficient term fail 
to accommodate the development 
cycles of complex products. If 
too frequent, changes in strategy 
make portfolio decisions difficult 
due to shaky criteria. So, a ro-
bust long-term strategy is a vital  
prerequisite of successful portfolio 
management. 

Organisational set-up – 
too many cooks spoil the 
broth

Successful project portfolio man-
agement calls for an appropriate 
organisational set-up. The follow-
ing groups and roles are signifi-
cant: A “Portfolio Steering Group” 
as ultimate decision-making body. 
“Central Portfolio Planning” re-
sponsible for portfolio manage-
ment and preparing portfolio de-
cisions. 
Product management for the defi-
nition and market introduction of 

new products. Project managers 
with the appropriate project ex-
pertise and teams to implement 
the project. They are assigned 
business and technical targets by 
which projects can be measured 
and controlled.

Investment in the tastes of 
the day after tomorrow

A constant flow of market launch-
es of modified and revolutionary 
new products is essential for fill-
ing the pipeline and sustaining 
corporate success. The portfo-
lio‘s R&D budget must therefore 
be assigned with vision, i.e. less 
investment in existing products, 
e.g. for upgrades or process in-
novations, moderate investments 
in modification and new products 
approaching their launch date and 
intensive investment in research 
projects and ground-breaking 
product innovations.

Recipe for “Mastering the project pipeline through effective portfolio management”
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The next Expert Forum will be 
held on 14 October 2016.

The focus: 
PEP optimization for digital 
challenges.

Are you interested in this subject?
Do not hesitate to write us at:
Expertenforum@3DSE.de
We look forward to hearing from 
you.
www.3DSE.de
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