
P5.express
minimalist portfolio management system

CC

Last update: 2026-04-02

DRAFT



Co-funded by the

European Union

Views and opinions expressed are, however, those of the author(s) only and do not 
necessarily reflect those of the European Union or EPOS VZW. Neither the European Union 

nor the granting authority can be held responsible for them.



This slide deck can be adapted and used by everyone for 
commercial and non-commercial purposes without asking for 

permission, as long as appropriate attribution is given.
https://p5.express/training/standard-slides/

(CC-BY International License)

P5.express can be adapted and used by everyone for 
commercial and non-commercial purposes without asking for 

permission, as long as appropriate attribution is given.
https://p5.express

(CC-BY International License)



 Why portfolio management?➊

 Process overview➋

 Roles overview➌

 6-Monthly Cycle➍

 Monthly Cycle➎

 Daily Cycle➏

 Range of use➐



 Why portfolio management?➊

 Process overview➋

 Roles overview➌

 6-Monthly Cycle➍

 Monthly Cycle➎

 Daily Cycle➏

 Range of use➐



  

What are the 5 most important problems

you have with your projects?
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with each other.
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justifiable, but not the 

most justifiable options.

We can’t 
manage our 

resources well

The customer 
representatives 

contradict each other.
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for all projects 

together.
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High-level
Holistic

Strategic

Hands-on Focused
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doesn’t allow us to 

work efficiently.
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 Doing the ➊ right thing

 Doing the thing ➋ right

Which one belongs to which level in the 

project ecosystem?
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Core members
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Appointed by 
core members, if 

needed.

Only these 
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allowed to be 
sponsors for 
program and 
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Portfolio Management Team

Help for the
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in organizations that 
have many programs 

and projects
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CEO

Single portfolio:
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head of the 
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No 
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An old colleague of yours works in a so-called PMO. Some 

of their tasks are portfolio management tasks, and they 

have problems with them. According to your colleague, the 

problem is that there’s no support from senior managers 

and their outputs are not used. How would you diagnose it?
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List of all 

Programs

Standalone projects
(those that are not underneath a program)

Value Generation Matrix
X1



  

List of all 

Programs

Standalone projects
(those that are not underneath a program)

For the past, present, and future

Finished, ongoing, pending,
cancelled, or rejected

Value Generation Matrix
X1



  

What are the advantages and disadvantages of 

making in mandatory for all programs and standalone 

projects to be in the portfolio instead of allowing 

departments to manage certain programs and projects 

independently?
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Rejected
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Value = benefit ÷ investment
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Value = benefit ÷ investment
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unit for all

Unified 
unit for all
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Project

is started
Project

is finished

One-time
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window of 
measure

X1



  

     Q1  Q2  Q3  Q4  Q5  Q6  Q7  Q8  Q9  10  11  12

#01  26  22  18  15  13  11  09  08  07  06  05  04

#02  42  --  --  --  --  --  --  --  --  --  --  --

#03  05  05  05  05  05  05  05  05  05  05  05  05

#04 -30 -10  20  50  90  --  --  --  --  --  --  --

#05  50  00  00  40  00  00  30  00  00  20  00  00

Calculate a single number for the benefit of each item above.
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Benefits, according to organization 2

Benefits are 
subjective

Something that’s 
a benefit for one 

organization 
might not be so 

for another.
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An organization is focused on saving children’s lives. 

They want to use “number of children saved” as the 

unified unit of measure for both benefits and investments. 

How would you use such a unit for investments, which is 

the money donated by financial sponsors?
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Number of 
lives saved

Grams of 
emitted CO₂
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relative
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Our unified unit of measurement for benefits
(and investments)



  

Vision: We envision a future in which everyone eats healthy food.

#01: Campaign to make the nutrition chart larger

#02: Campaign to standardize the location of the nutrition chart

#03: Campaign to force supermarkets to sort similar products based

        on their nutrition chart

#04: Mobile app to help find more nutritious groceries

#05: Campaign to force restaurants to publish nutrition data

Estimate benefits of these projects.
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Project
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Imagining what 
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Project’s benefit =  – ➋ ➊
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✗
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Your company has created 3 different subscription-based web 

applications. One of them, which is responsible for 20% of the 

company income, generates about 120 units of money every month. A 

new legislation will take effect soon and based on that, your web app 

won’t be allowed in its current state anymore. If you adjust it, its 

benefits will become 140 units per month. How much is the benefits of 

the adjustment project?
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Project 1
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Benefits of the
product or service

Operations

Project 1

Now!

It’s fine now, but 
how would it be in 

the future?
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Now!

Benefits of the
product or service

Operations

Project 1

Our estimate 
for the future
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Now!

Benefits of the
product or service

Operations

Project 1

It can even become 
negative if we don’t 
do anything about it!
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Operations

Project 1 Project 2

Now!

Great, we’ve 
increased our 

benefits by this 
new project.
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Benefits of the
product or serviceBenefits of the

product or service

Operations

Project 1 Project 2
And this is our 
likely future.
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product or service

Operations

Project 1 Project 2 Project 3

Now!Hmm… it’s not 
going very well! 

Maybe there’s no 
more room for this 

type of product!
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Operations

Project 1 Project 2 Project 3

Now!

And its future 
is not bright!
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Benefits of the
product or serviceBenefits of the

product or service

Operations

Project 1 Project 2 Project 3 Project 4

Let’s have a 
last project to 
decommission 
the product.

X1
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product or serviceBenefits of the

product or service

Operations

Project 1 Project 2 Project 3 Project 4

1000 units of benefit
from the product

X1



  

Benefits of the
product or serviceBenefits of the

product or service

Operations

Project 1 Project 2 Project 3 Project 4

Project 1: 200 units

Project 2: 300 units

Project 3: 500 units

These numbers are schematic examples rather than real 
numbers. This splitting should be done by checking the 
scenarios, as explained before.

1000 units of benefit
from the product

X1



  

Benefits of the
product or serviceBenefits of the

product or service

Operations

Project 1 Project 2 Project 3 Project 4

Project 1: 200 units

Project 2: 300 units

Project 3: 500 units

These numbers are schematic examples rather than real 
numbers. This splitting should be done by checking the 
scenarios, as explained before.

Benefits of 
some projects 

are not 
independent of 

each other.
Make sure 
you won’t 

double 
count them!

1000 units of benefit
from the product

X1



  

You have a small, online publishing house. You’ve 

realized that each time you publish a new book, the 

profit of the previously published books increase by 

about 10%. How would you consider this fact in 

measuring benefits in the future?
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not enough for 

portfolio 
management!
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Evaluate the generated Value 
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Optimize the Value generation strategy X3 

Conduct a focused communication 
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Evaluate portfolio stakeholder satisfaction 
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Plan improvements 

Y4 
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Z2 
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Steps of optimizing the Value generation strategy
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Done in a 
workshop
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There are two similar organizations with internal projects.

One has 80 pending projects, while the other has only 10.

Which one is better?
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 Appointing sponsors➌

 Introducing Business Cases➍

 ➎

 ➏

 ➐

 ➑

 ➒
Value

benefit

investment

Program
or project
initiation

Program
of project
execution

Program
or project
closure

Many business 
cases are 

created here.

X2



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 ➎

 ➏

 ➐

 ➑

 ➒
Value

benefit

investment

Program
or project
initiation

Program
of project
execution

Program
or project
closure

Many business 
cases are 

created here.
Business cases of 

complicated programs 
and projects are 

created here.

X2



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 ➎

 ➏

 ➐

 ➑

 ➒

The 5 documents in P5.express

Portfolio Description

Value Generation Matrix

Business Case

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 ➏

 ➐

 ➑

 ➒

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 ➏

 ➐

 ➑

 ➒

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 ➏

 ➐

 ➑

 ➒

Too big 
compared 
to others

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 ➏

 ➐

 ➑

 ➒

Too big 
compared 
to others

Difficult to 
prioritize

Difficult to 
monitor and 

control

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 ➏

 ➐

 ➑

 ➒

Broken down 
into smaller 

programs and 
projects

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 ➏

 ➐

 ➑

 ➒

Too 
small!

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 ➏

 ➐

 ➑

 ➒

Too 
small!

Distracting

Increase 
portfolio 

complexity

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 ➏

 ➐

 ➑

 ➒

Merged into a 
few programs

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 ➐

 ➑

 ➒

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 ➐

 ➑

 ➒

Yes or 
no?

X2



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 ➐

 ➑

 ➒

Yes or 
no?

Value

benefit

investment

benefits ＞ investment

X2



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 ➐

 ➑

 ➒

Yes or 
no?

Value

benefit

investment

benefits ＞ investment
(+ standard margin)

X2



  

The portfolio board has rejected a project with a Value 

of 1.05 and accepted one with a Value of 0.95!

How can that be logical?



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 ➐

 ➑

 ➒

Yes or 
no?

Value

benefit

investment

benefits ＞ investment

Unhealthy 
exceptions

X2

(+ standard margin)



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 ➐

 ➑

 ➒

Not 
justifiable

X2



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 ➑

 ➒

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

X2



  

Finished

Ongoing

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 ➑

 ➒

X2



  

tl  i  b  s
Pa  3  7  finished
Pb  6  7  finished
Pc  4  6  ongoing
Pd  8  9  ongoing
Pe  3  4  ongoing
Pf  2  5  pending
Pg  8  9  pending
Ph  4  6  pending
Pi  2  5  pending
Pj  6  7  pending
Pk  4  5  pending
Pl  7  6  canceled
Pm  5  4  rejected
Pn  4  4  rejected

Sort the pending programs and 

projects of this matrix.

tl: title
i:  investment
b:  benefits
s:  status



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 ➒

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 ➒

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 ➒

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 ➒

X2



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

Categories 
of value



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

Categories 
of value



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

Categories 
of value

General



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

Categories 
of value

General

Specific to the 
organization



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

Categories 
of value

General

Specific to the 
organization

Overall risk
(low-risk vs. high-risk)



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

Categories 
of value

General

Specific to the 
organization

ROI timeframe
(short-term vs. long-term)

Overall risk
(low-risk vs. high-risk)



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

Categories 
of value

General

Specific to the 
organization

Continuity
(sustainer vs diversifier)

ROI timeframe
(short-term vs. long-term)

Overall risk
(low-risk vs. high-risk)



  

Compose categories of value with targets for a 

company that wants to be the best source for 

hobbyist gardeners.



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2



  

Finished

Ongoing

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

unbalanced

X2



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

Next cycle

Previous 3 cycles

B
al

an
ci

ng
 h

or
iz

on

X2



  

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

B
al

an
ci

ng
 h

or
iz

on Finished

Ongoing

Pending

Canceled

Rejected

X2



  

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

B
al

an
ci

ng
 h

or
iz

on Finished

Ongoing

Pending

Canceled

Rejected

Nothing!
in this value 

category!

X2



  

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

B
al

an
ci

ng
 h

or
iz

on Finished

Ongoing

Pending

Canceled

Rejected

The first project 
that contributes to 
the missing value 

category

X2



  

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

B
al

an
ci

ng
 h

or
iz

on Finished

Ongoing

Pending

Canceled

Rejected

Can be 
replaced with 

this one.

The first project 
that contributes to 
the missing value 

category

X2



  

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

B
al

an
ci

ng
 h

or
iz

on Finished

Ongoing

Pending

Canceled

Rejected

X2



  

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

B
al

an
ci

ng
 h

or
iz

on Finished

Ongoing

Pending

Canceled

Rejected

Now it’s 
balanced!

X2



  

Finished

Ongoing

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

balanced

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

External projects 
should be prioritized by 
considering customer 

deadlines.

If there are any 
dependencies, 
they should be 

considered here.



  

Finished

Ongoing

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

balanced

X2



  

tl  i  b  val  s  A  B  C

Pa  3  7  2.3  f  0  1  0

Pb  6  7  1.2  f  0  0  1

Pc  4  6  1.5  o  1  0  0

Pd  8  9  1.1  o  0  1  0

Pe  3  4  1.3  o  0  1  0

Pf  2  5  2.5  p  0  1  0

Pi  2  5  2.5  p  1  0  0

Ph  4  6  1.5  p  1  0  0

Pk  4  5  1.3  p  0  0  1

Pj  6  7  1.2  p  0  1  0

Pg  8  9  1.1  p  0  1  0

Pl  7  6  0.9  c  1  0  0

Pm  5  4  0.8  r  0  0  1

Pn  4  4  1.0  r  0  1  0

Balance this portfolio in a window starting from Pb 

and including about 8 units of new investment.

tl: title
i:  investment
b:  benefits
s:  status

A:  category A; 30% target
B:  category B; 40% target
C:  category C; 30% target

f:  finished
o:  ongoing
p:  pending
c:  canceled
r:  rejected



  

   tl  i  b  val  s  A  B  C   a   b   c   ∑
∑                             17  18  07  41
%                             40  43  17
T                             30  40  30
   Pa  3  7  2.3  f  0  1  0
   Pb  6  7  1.2  f  0  0  1   0   0   7   7
   Pc  4  6  1.5  o  1  0  0   6   0   0   6
   Pd  8  9  1.1  o  0  1  0   0   9   0   9
   Pe  3  4  1.3  o  0  1  0   0   4   0   4
   Pf  2  5  2.5  p  0  1  0   0   5   0   5
   Pi  2  5  2.5  p  1  0  0   5   0   0   5
   Ph  4  6  1.5  p  1  0  0   6   0   0   6
   Pk  4  5  1.3  p  0  0  1
   Pj  6  7  1.2  p  0  1  0
   Pg  8  9  1.1  p  0  1  0
   Pl  7  6  0.9  c  1  0  0
   Pm  5  4  0.8  r  0  0  1
   Pn  4  4  1.0  r  0  1  0

Balancing window



  

   tl  i  b  val  s  A  B  C   a   b   c   ∑
∑                             11  18  12  41
%                             27  44  29
T                             30  40  30
   Pa  3  7  2.3  f  0  1  0
   Pb  6  7  1.2  f  0  0  1   0   0   7   7
   Pc  4  6  1.5  o  1  0  0   6   0   0   6
   Pd  8  9  1.1  o  0  1  0   0   9   0   9
   Pe  3  4  1.3  o  0  1  0   0   4   0   4
   Pf  2  5  2.5  p  0  1  0   0   5   0   5
   Pi  2  5  2.5  p  1  0  0   5   0   0   5
   Pk  4  5  1.3  p  0  0  1   0   0   5   5
   Ph  4  6  1.5  p  1  0  0
   Pj  6  7  1.2  p  0  1  0
   Pg  8  9  1.1  p  0  1  0
   Pl  7  6  0.9  c  1  0  0
   Pm  5  4  0.8  r  0  0  1
   Pn  4  4  1.0  r  0  1  0

Balancing window



  

Finished

Ongoing

Pending

Canceled

Rejected

older

newer

older

newer

newer

older

newer

older

Less valuable

More valuable

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

These can never be 
precise enough to be 

done mechanically based 
on calculations.

Judgment of experienced portfolio 
board members is essential.



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

Judgment of experienced portfolio 
board members is essential.



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

Judgment of experienced portfolio 
board members is essential.

Voting



  

 Updating the Portfolio description➊

 Adding new programs and projects➋

 Appointing sponsors➌

 Introducing Business Cases➍

 Balance sizes➎

 Absolute justification➏

 Relative justification and initial ordering➐

 Revising the total capacity➑

 Balancing and final prioritization➒

X2

Judgment of experienced portfolio 
board members is essential.

Voting

Portfolio Description



  

X1 

Evaluate the generated Value 

X2 

Optimize the Value generation strategy X3 

Conduct a focused communication 

Y1 

Evaluate portfolio stakeholder satisfaction 

Y2 

Evaluate the ongoing programs and projects 

Y3 

Plan improvements 

Y4 

Conduct a focused communication 

Manage follow-up items 

Z2 

Start, stop, or pause programs and projects 

Z3 

Balance resources 

6-Monthly Cycle 

Monthly Cycle 

Daily Cycle Z1 



  

X1 

Evaluate the generated Value 

X2 

Optimize the Value generation strategy X3 

Conduct a focused communication 

Y1 

Evaluate portfolio stakeholder satisfaction 

Y2 

Evaluate the ongoing programs and projects 

Y3 

Plan improvements 

Y4 

Conduct a focused communication 

Manage follow-up items 

Z2 

Start, stop, or pause programs and projects 

Z3 

Balance resources 

6-Monthly Cycle 

Monthly Cycle 

Daily Cycle Z1 



  

Proxy members Portfolio manager

Core members

Portfolio Management Team

X3



  

Proxy members Portfolio manager

Core members

Portfolio Management Team

 ➊ #############

 ➋ ######################

X3



  

Proxy members Portfolio manager

Core members

Portfolio Management Team

 Generated value➊

 ➋ ######################

X3



  

Proxy members Portfolio manager

Core members

Portfolio Management Team

 Generated value➊

 Our strategy for the future➋

X3



  

Proxy members Portfolio manager

Core members

Portfolio Management Team

 Generated value➊

 Our strategy for the future➋

Email or 
event

X3



  

Proxy members Portfolio manager

Core members

Portfolio Management Team

 Generated value➊

 Our strategy for the future➋

X3

Everyone 
becomes aware 
of programs and 

projects

Email or 
event



  

Proxy members Portfolio manager

Core members

Portfolio Management Team

 Generated value➊

 Our strategy for the future➋

X3

Everyone 
becomes aware 
of programs and 

projects

Fewer 
conflicts and 

surprises

Email or 
event



  

Proxy members Portfolio manager
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Solution 1:

Our progress has been half of what it should have been,
so, we will probably need twice the planned time to finish
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2025-01-22: We decided not to do anything with the existing use of the 

API, but not use it for any new parts of the programs and projects we write 

from now on.

2025-08-05: The regulation is passed! We have to rewrite the API calls.

2025-09-22: We’re done and everything is migrated to the new cloud 

provider. It’s better not to use proprietary APIs in the future to avoid these 

types of problems.
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2026-03-13:  There’s a rumor that the VL5 library that many pieces of software use has a vulnerability that an aggressive regime has found out 
about and is using it against political activists and anyone else who’s against them. If that’s true, the vulnerability will become public 
sooner or later, and then everyone will start using it. That would be a big problem for us, because many of our software packages 
may use it, directly or indirectly, and some of our software should be very secure, such as the one we have for the UX64 bank.

2026-03-14:  Action 1: Let’s divide our software into 3 groups, from the most sensitive to the least sensitive. This helps go through them in order, 
if it happens. Action 2: Then, let’s start investigating each piece of software in group 1 (the most sensitive) to see whether or not it 
uses that library, so that we’re ready to react if something happens.

2026-03-19:  We’re done with the two actions defined before. About half of the software in group 1 uses the library :/

2026-09-02:  The Citizen Lab has confirmed that the rumors about that vulnerability are correct, and the aggressive regime is using that to target 
political activists. Action 3: Let’s start fixing the software in group 1 before it’s too late. Action 4: Let’s investigate which software in 
groups 2 and 3 uses that library to be ready.

2026-09-20:  Action 4 is finished. About half of the software in each of those groups is marked for having used that library.

2026-10-15:  Oh, what we were worried about happened: the vulnerability has become public, and many bad actors are using it! Unfortunately, 
we’re only halfway through fixing our group-1 software packages.

2026-10-18:  It’s not okay at all… more and more attacks are coming! Action 5: Let’s pause as many programs and projects as possible and 
focus all our energy on fixing our group-1 software.

2026-11-06:  There was a successful attack on one of our group-2 software packages! Fortunately, it didn’t have severe consequences, but it can 
be a disaster if it happens to one of our group-1 software.

2026-11-20:   Alright, all group-1 software packages are fixed! Now we can relax a little. Action 6: Let’s release half of the people who were 
working on this fix, so that they can go back to their original projects and programs. Action 7: Let’s start working with the remaining 
people on group-2 software.

2026-12-15:  All group-2 software packages are fixed. Action 8: Let’s start working on group 3.

2027-02-05:  All group-3 software packages are fixed as well.

2027-02-05:  CLOSED
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X1 

Evaluate the generated Value 

X2 

Optimize the Value generation strategy X3 

Conduct a focused communication 

Y1 

Evaluate portfolio stakeholder satisfaction 

Y2 

Evaluate the ongoing programs and projects 

Y3 

Plan improvements 

Y4 

Conduct a focused communication 

Manage follow-up items 

Z2 

Start, stop, or pause programs and projects 

Z3 

Balance resources 

6-Monthly Cycle 

Monthly Cycle 

Daily Cycle Z1 

Can be replaced 
with an annual cycle 

in organizations 
with long projects. An example 

of tailoring
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 Process overview➋

 Roles overview➌

 6-Monthly Cycle➍

 Monthly Cycle➎

 Daily Cycle➏
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The End
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