
Project Prioritization 
and Resourcingand Resourcing

Once Size Does Not Fit all

2009 Project Management Symposium

Breakout Session D



Agendag

1 Overview1. Overview

2. Prioritization 

3. Ideas – ROI VOI

4. Resourcing

5 Ti A i t & M it i5. Tips Assignment & Monitoring

6. Open Forump

2



Overview
• Over the past year, companies have been faced with 

the toughest economic downturn in decades, making it g , g
increasingly more important for them to focus their 
budgets and resources on the most business critical 
projects.  

• In many companies, the response has been budget 
cuts and layoffs. Oftentimes with the expectation thatcuts and layoffs. Oftentimes with the expectation that 
the individuals remaining will pick up the existing 
workload of those laid off.  Unemployment rate was 
9.7% August 2009*g

• This makes it critical that projects are prioritized based 
on what is most important to the organization andon what is most important to the organization and  
resources stay focused on delivery. 

*Source: United States Department of Labor
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Contributors

• Cheryl Harbison, PMP, CBAP 
– Director of Business Analysis, Scottrade Financial Services

• Liz Lahm
– Director of Project Policy and Finance,  AmerenUE

• Cindy Shaneberger
– Department Leader for PMO Planning Services, Edward Jones 

• Laurie Douglas, PMP
– Principal Consultant,  Daugherty Business Solutions

• Jim Morgan• Jim Morgan
– Senior Project Manager, Burns & McDonnell

• Lou Bahrmasel, PMP,
– Staff Program Manager, American Power Conversion
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What’s Your Size?

ROI
(R t O I t t)

VOI
(V l Of I t t)(Return On Investment) (Value Of Investment)

Focus Revenue Generation Value To Customer
(Internal or External)

Budget Hard Allocation of $$ Hours of Effort

Resources Dedicated To Project
Dedicated or Shared Resources Dedicated To Project

(Based on Availability)

Schedule Control of $$ and Dates Roadmap To Delivery

Variance
Budget +/- (CPI)

Schedule +/- (SPI)
EV 

Milestone +/-

O Ti D li O Ti D liMeasurement On Time Delivery
Formal Validation of Return

On Time Delivery
Improved Customer Satisfaction
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ROI Defined

ROI = Net Profit / Total Investment 

Simple … right?

What about the time value of money?

NPV (Net Present Value)NPV (Net Present Value)

EVA (Economic Value Added)
Or alternative investments? 

CPWRR (Cumulative Present 

Worth Revenue Requirements)

IRR (Internal Rate of Return)

Calculate ROI Proposition

IRR (Internal Rate of Return)

Calculate ROI Proposition
*Source:  www.sblco.com
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ROI Financial Calculations

Net Present Value (NPV): The total present value (PV) of a time series of 
cash flows It is a standard method for using the time value of money tocash flows. It is a standard method for using the time value of money to 
appraise long-term projects. 

Economic Value Added (EVA): Economic criteria considering the operating ( ) g g
income plus cost of capital associated with the expenditure of funds. This 
model represents an economic comparison of alternatives and is 
appropriate when assessing a project's economic worth over time.

Cumulative Present Worth of Revenue Requirements (CPWRR): Criteria 
which considers the economics of capitalizing projects and earning a rate of 
return from a regulated commission. This criteria is most appropriate when 
considering the economics of projects which are subject to rate recovery 
under a regulated environment.
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ROI In Practice
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ROI Prioritization Results
The following example is a subset of data that is considered in prioritizing projects.  
However, you will note that substantial financial impact analysis is used to determine the 
prioritypriority.  

Risk is factored into the priority decision

You will also note that projects have been included with negative financial values these areYou will also note that projects have been included with negative financial values – these are 
noted "environmental “or “compliance” and the work has been mandated 
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ROI Prioritization Process

Budgetary funding approved • Funding spread over approved projects
• Ties are determined by economics and 

risk factors

• Budgetary funding approved
• Project justification reviewed and 

either 
• approved to proceed or rejected

• Approved projects submitted to j
"racking and stacking process

Project 
A i d

• Create project justification which 
includes*: • Project metrics and baseline 

Activated
includes :

• costs (internal and external), 
• hours, benefits to be achieved, 
• payback period, EVA/NPV, 
• assumptions, resources, etc

*

j
established 

• Status reporting and EVMS set up
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ROI 101
Cash Flow Worksheet:

ROI d NPV•ROI and NPV

•IRR = Measure of your investment 
performance, expressed as percent return per 
year. It is essentially equal to the y y q
(annualized) interest rate a bank would have 
to pay you to duplicate the performance of 
your portfolio. 

Advantage: Management tends toAdvantage:  Management tends to 
understand  the concept of returns stated in 
percentages and find it easy to compare to the 
required cost of capital.

Disadvantage:  Can skew returns when used 
to evaluate projects where there are changing 
cash flows. 
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ROI 101 Prioritization Results
Prioritization is done within each line of business
• Ranked in ROI orderRanked in ROI order
• Regulatory / compliance goes to the top
• In flight projects are considered
• Risk factor  (risk can be either business risk if project is not completed OR ( p j p

risk created by the change – documented in the Business Case)
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ROI 101 Prioritization Process

• Project approved and budget assigned
• Resources evaluated (use existing or 

augment staff)
• Validate budget is within threshold, if not 

submit for preapproval

• Evaluated against existing or other 
new projects

• Does budget exist?
• If not, is new expenditure (budget) , p ( g )

approved 

Project 
A i d

• Business Case Completed
NPV

• Project Manager assigned
P j t t i ti t t

Activated

• NPV
• IRR
• ROI

• Presented to Executive Steering 
Committee (Consumer Lending)

• Project set-up in time entry system
• Budget entered into project tracking 

system
• Team assigned 
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VOI Defined

• Business Value Assessment (BVA)
– balanced scorecard technique for evaluating 

dissimilar projects 
company defines questions (criteria) that each have a– company defines questions (criteria) that each have a 
weighting (totals up to 1 or 100%) 

– define answers and a scale value
– Numeric value (BVA) is calculated based on weight 

and scale
• Provides guidance – final priority determined by 

Prioritization Committee
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BVA Calculation
Criteria / Weight

Answers / Scale

One Simple Input Screen
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VOI Prioritization Results
Business Value Assessment (BVA)
• Initial cut prioritized by BVA
• Regulatory Mandates
• Consider any project with “major” impact to one area
• Evaluate Phase and baseline “go-live” 
• Consider work groups requiredConsider work groups required
• Add in “technical” projects Sample Prioritization Report
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VOI Prioritization Process

• Executive PMO Quarterly Prioritization
• Complete list of Active and Pending

Projects 
• Sorted By Previous Priority
• Newly Added Project Sorted by BVA
• Executive PMO Determines final priority

• Estimated Work Request Reviewed / 
Approved by Executive PMO

• Added to List of Pending Projects
Executive PMO Determines final priority
of  Projects

Project 
A i d

• Enterprise Analysis (Document Scope 
d B i R i t W k

• Project priority is updated in VPMi 
P j t P i it ( R F t)

Activated

and Business Requirements – Work 
Request BVA  Established 

• Approved by Executive Sponsor and 
submitted to IT PMO

• IT Work Estimated in Hours

• Project Priority ( Resource Forecast) 
Report is reviewed to determine “break 
point” 

• Project priority is finalized and all 
project “above the line” are / will be 
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• Hardware / Software Cost Estimated
p j
activated within the current quarter.        
of  Projects



Open Forum  p

Q ti S tiQuestions Suggestions

Comments Feedback
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Resources Tipsp

Assign Schedule Track

Know resource 
allocation to 
your project

Use real 
people not 

roles
Work with what 

you have

Understand 
availability of 

team resources 
– consider time 
off, training, etc. 

Understand 
the work  of 
each team 
member 

Update often –
stay of top of 

what is 
accomplished 

(or not) 

Be aware of 
“competing 
work” and 

priority of each 
project

Work with 
what you 

have

Be prepared to 
negotiate on 

behalf of your 
project teamproject team
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Assign Ideag

Shared Resources: 
•Estimates are entered for each 
project by workgroup
•Projects are listed in priority order
•Support has been allocated
•Supply and Demand reviewed
•“Breakpoint” established
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Schedule and Trackingg

Earned Value:  Technique for measuring project progress in an objective manner

SPI (Schedule Performance Index)
•SPI value above 1 indicates project team is very efficient in utilizing the time allocated to the project.
•SPI value below 1 indicates project team is less efficient in utilizing the time allocated to the project.

CPI (Cost Performance Index)CPI (Cost Performance Index) 
•Positive Cost Variance Indicates the project is under budget
•Negative Cost Variance Indicates the project is over budget
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Schedule and Tracking g
Status Date 9/15

Dashboard Report
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Open Forum  p

Questions Suggestions

Comments Feedback
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Thank you for your participation!


