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A hands-on guide for all C-level executives, project portfolio owners, and project portfolio
managers.It will show you:> Why your project should be short and fat> Why killing projects is so
hard (and how to do it anyway)> Why you should stop wasting money on FOMO innovation
projects> Why you should start slow in order to run fast later> Why you should stop funding on a
project levelAnd much more…If you are responsible for managing portfolios of technology
programs and projects, your success in maximizing business outcomes with finite resources is
vital to your company’s future in a fast-changing and digital world.This book will help you with
doing this.



The Art of Technology Project Portfolio ManagementBecause science does not always
work...ByHenrico DolfingCopyright © 2019 Henrico Dolfing. All rights reserved.ContentsTitle
PageYour Free Gift1. Introduction2. Theory vs. Practice3. Stop Wasting Money on FOMO
Technology Innovation Projects4. Why Killing Projects Is So Hard (and How to Do It Anyway)5.
Why Your Projects Should Be Short and Fat (and How to Get Them That Way)6. Stop Funding
Your Portfolio on a Project Level7. Define Project Success with OKRs8. No Validation? No
Project!9. Portfolio Management Is an Important Part of Strategy Execution10. Getting good
ideas11. Conclusion12. About the AuthorYour Free GiftThe Project Success Model - A guide to
definingproject successAs a way of saying thanks for your purchase, I’m offering a free eBook
that’s exclusive to my readers.As an independent project recovery consultant with over 15 years
of experience with managing large technology projects, I’ve learned a lot about what it takes to
run such projects successfully.One of the corner stones of a successful project is defining what
would make the project successful. The will help you with that, and this guide will walk you
through the process step by step.Just click to receive your free copy.1. Introduction“A truly good
book teaches me better than to read it. I must soon lay it down, and commence living on its hint.
What I began by reading, I must finish by acting.” ― Henry David ThoreauIf you are responsible
for managing portfolios of technology programs and projects, your success in maximizing
business outcomes with finite resources is vital to your company’s future in a fast-changing and
digital world.Project portfolio management is the art and science of making decisions about
investment mix, operational constraints, resource allocation, project priority, and schedule. It is
about understanding the strengths and weaknesses of the portfolio, predicting opportunities and
threats, matching investments to objectives, and optimizing trade-offs encountered in the
attempt to maximize return (i.e., outcomes over investments) at a given appetite for risk (i.e.,
uncertainty about return).As an independent project recovery consultant with over 15 years of
experience with managing large technology projects, I’ve learned a lot about what it takes to run
such projects successfully. I have had the privilege to work with great companies and people on
challenging technology projects and innovation portfolios. This has given me some unique
experiences and insights on how such projects, and the portfolios they are part of, can be
successful. During these years I have learned that most large companies have a project portfolio
management process in place, and they mostly follow the traditional project portfolio
management process as put on paper by the Project Management Institute (PMI). This process
is comprehensible and stable by nature.Even better, it has the appearance of a marvelous
mechanical system that can be followed in a plannable, stable, and reproducible manner. In the
end, the project with the greatest strategic contributions always wins the battle for the valuable
resources.Unfortunately, this process does not work well in the real world, despite its apparent
elegance. Ultimately, it is characterized by uncertainty, difficulties, ever-changing market
environments, and, of course, people—and these do not function like machines.Although I am a



voracious reader I had a very hard time finding material that helped me with addressing these
real-life problems. There are many (many) books on project portfolio management. There are
also organizations that offer certification in project portfolio management. But they are all theory,
and much of it does not work in practice—especially not when technology projects are
concerned. This led me to conclude that there is a shortage of candid and straightforward
information for executives responsible for technology project portfolio management.At the same
time, I grew frustrated with the shortcomings of blogging, which I began to do in earnest in 2015
with my blog “” I quickly learned that people rarely scroll past the homepage of a blog or search
for previous articles. However, I wanted my blog to serve as a constant reference source for a
wide range of topics on technology project and portfolio management.The reality is that blogs
aren’t for everyone. These two forces inspired me to publish this eBook.In short, The Art of
Technology Project Portfolio Management is a tweaked, updated, and supplemented
compilation of the best essays I have written based on everything I’ve done and seen that
pertains to technology project portfolio management.My hope is that The Art of Technology
Project Portfolio Management makes you act—in other words, that it passes the Henry David
Thoreau test for a “truly good book.”Henrico Dolfing2. Theory vs. Practice“In theory there is no
difference between theory and practice. In practice there is.” ― Yogi BerraMost large companies
have a project portfolio management process in place, and they mostly follow the traditional
project portfolio management process as put on paper by PMI. This process is comprehensible
and stable—in theory.Unfortunately, this process does not work well in the real world, despite its
apparent elegance. Ultimately, project management is characterized by uncertainty, difficulties,
ever-changing market environments, and, of course, people—and people do not function like
machines.When we look at technology projects, the primary goal of portfolio executives is to
maximize the delivery of technology outputs within budget and on schedule. This IT-centric
mandate emphasizes output over outcome, and risk over return.On top of this, the traditional IT
financial framework is essentially a cost-recovery model that isn’t suitable for portfolio executives
to articulate how to maximize business outcomes on technology investments.As a result,
portfolio management is marginalized to a bureaucratic overhead and a nice-to-have extension
of the program and project management function.So yes, in theory, most large organizations
have a project portfolio management function in place. However, in practice, it is often far from
effective.In the last years as an independent project recovery consultant for some big names in
the financial service industry, I have observed eleven key problems common to technology
projects that stand in the way of success. Luckily, each problem also has a solution. How many
of these can you recognize in your own organization or from projects you’ve worked on?Problem
1: Projects lack data and visibility.The first theoretical benefit of effective project portfolio
management concerns its ability to drive better business decisions. To make good decisions you
need good data, and that’s why visibility is so crucial, both from a strategic, top-down
perspective and from a tactical, bottom-up perspective.Anything that can be measured can be
improved. However, organizations don’t always do sufficient monitoring. Few organizations



actually track project and portfolio performance against their own benchmarks, nor do they track
dependencies.Worst of all, strategic multiyear initiatives are the least likely to be tracked in a
quantitative, objective manner. For smaller organizations, the absence of such a process might
be understandable, but for a large organization, tracking is a must.Not monitoring project results
creates a vicious circle: If results are not tracked, then how can the portfolio management and
strategic planning process have credibility? It is likely that it doesn’t, and over time, the risk is
that estimates are used more as a means of making a project appear worthy of funding than as a
mechanism for robust estimation of future results.Without tracking, there is no mechanism to
make sure initial estimates of costs and benefits are realistic.Solution: Track your data, and
share it.When you have a good handle on past project metrics, it makes it much easier to predict
future factors like complexity, duration, risks, expected value, etc. And when you have a good
handle on what is happening in your current project portfolio, you can find out which projects are
not contributing to your strategy, are hindering other more important projects, or are not
contributing enough value.And once you have this data, don’t keep it in a silo only visible for a
select group. All people involved in projects should be able to use this data for their own
projects.Problem 2: Many technology projects should not have been started at all.Big data,
blockchain, artificial intelligence, virtual reality, augmented reality, robotics, 5G, machine
learning... Billions and billions are poured into projects around these technologies, and for most
organizations, not much is coming out of it.And this is not because these projects are badly
managed. Quite simply, it is because they should not have been started in the first place.I
believe that one of the main reasons that many innovative technology projects are started comes
down to a fear of missing out, or FOMO.Solution: Ask more questions before you start.You may
find the deceptively simple but powerful questions in Chapter 2, “Stop Wasting Money on FOMO
Technology Innovation Projects,” quite useful in testing and refining technology project
proposals, clarifying the business case, building support, and ultimately persuading others why
they should invest scarce resources in an idea or not.
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Peter K., “Gute Tipps, um Ihr Projektportfolio-Management weiter zu verbessern. Erwarten Sie
von diesem Buch nicht eine systematische Einführung ins Projektportfolio-Management mit
Prozessen und Aktivitäten. Dies war nicht die Absicht des Autors. Dieses Buch ist eine
ausgeziechnete Zusammenstellung wirkungsvoller Tipps, wie Sie Ihr Projektportfolio-
Management noch erfolgreicher gestalten können. Hier gibt der Autor seine langjährige
Erfahrung in diesem Bereich weiter.Als ehemaliger Projektportfolio-Manager konnte auch ich
noch einige wichtige Inhalte neu dazulernen oder zumindendest repetieren. Das kurze Buch ist
aus meiner Sicht nicht nur für Technology-Projekte relevant, sondern für alle Arten von
Projekten. Gute Tipps, von denen wahrscheinlich auch Sie profitieren können.”

Ebook Library Kunde, “Great guide for bringing projects to success. This books gives very
practical guidance on project decisions and their management. It explains many common
mistakes most companies do which reduces the chance of success.If you follow those
guidances you will kill many unnecessary projects much earlier and therefore have more
resources for the more promising ones.A hands on guide for all project portfolio and senior
managers.”
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