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Portfolio Management

Long Version-

“Portfolio Management is a continuous and persistent process that enables
decision makers to strategically and operationally manage resources to maximize
accomplishment of desired outcomes (e.g. mission results, organizational
improvements, enhancement of operational capabilities) within given constraints
and constructs such as regulation, interdependent architectures, budgets,
concept of operations, technology, and mission threads.”

Short Version- FSBEMEREREANIREE



Portfolio Management at Census

 Agency implemented portfolio management
at either the directorate or the division level

e Variation in implementation of portfolio
management across programs

e Variation in maturity of portfolio management
across programs



Purpose for the Model

 Take broader look at portfolio management
capability at the agency

e Evaluate the portfolio management capability
across the different programs

* Assess maturity and classify the programs into
workable levels



Success Is Bigger Than One Process

Strategic Portfolio
Planning Management
Setand Invest in aligned
communicate projects that
strategic program support strategic
priorities priorities
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We based our criteria on the
concept that portfolio
management is one part of a
successful strategic
management process and
that all the pieces interact
and contribute to inform each
individual process.



Maturity Model Levels and Areas

We used the five-step SEI Capability Maturity Model
(CMM) to conform to established maturity levels.
Stand-up, Informal, Developing, Managed, Optimized

We developed
maturity criteria in
three main areas:

* Process
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Lewel 1: Stand-up Lewel 2: Informal Level 3: Developing Level 4: Managed Level 5: Optimized

FMGE stricture and Zovemance ane
not defined

PMGE members are not identified
Portfolio management (PFh)
requirements are not defined

Existing investment projects are not
identified

Key investment projects ane not
identified

Investment review requirements are
not identified

Reparting requirements are not
identified

Little tono project documentation

Mo strategic plan ning process

Mo program performance tracking

Little tono discussion of strategic

priorities or strategic projects

Staff do not communicate ideas for

new investments

Saff do not document or

FMGE charter signed, FMGE has mat
atleast once

PMGE members identified and
educated on their roles

Ffhd process defined

Existing investment projects identified,
lizt of investment projects selected

FMGE mests infreguently, FMGE
govemance estabizhed

FMGE members are actively practicing [ o

thedr rale

Pfhd process developed and
documented

PMEB conducts review of investment
projectinventory

FMGE has reviewed 3t least one key  PMIGE revi ews every key investment
investment project project at least o noe per year

FMGE provides guidance to FMGE 3z=igns action items to
investment project but does project during
not track resuits investment review

Ffhd reports defined Pfh reportsdeveloped
Management of FM documents Flatform for Ffi process developed,

started, 10%-50% of investment
projects are d coumented

Leaderzhip engages in srategic
planning

Leadership has performance mezsures
inplace

Leadership identifies strategic
priorities and shares with staff

S‘Iaﬁmhmtdn-cmmtamfnr

50%-00% of investment projectsare
documented

Leadership completes strategic plan
and shares with staff and stakeholders

L ip tracks and und il

program bazefine performance

proces with strategic prionities

projec
for new projects

=taff complete some investment

o icate progress oni
projects

FIMGE governance integrated, FMGE 7
meetson a

port fodio mansa;

PfM proces fun cioning and
documentation is up to date

imventory to strategic priovities once a
year

PMGE reviews key investment projectsfF
(2= needed)

PMGEE tracks progres on action items
from investment reviews

Pfhireports updated on regular basis
Functional plat form for PFM proces,

086~ 100% of investment projects are
documented

Leadership uzes strategc plan for &
[program planning

Leadershipp uses performance
meazures to understand affect of

qrate stments
Leader shijp uses strategic prioirites to
| Zuide investment project sehection



Level 1 - Stand-Up

Level 1 Process Questions

Has the program defined the role of the PMGB?

Has the program identified the members of its PMGB?

Has the program defined its portfolio management process?

Has the program identified all ongoing investment projects?

Has the program identified its key investment projects?

Has the program specified requirements for its investment reviews?

Has the program identified reporting requirements?

Has the program specified project documentation standards?

Does the program have templates for project documentation?

Level 1 Strategic Planning and Tracking Questions

Does the program have a Strategic Planning and Tracking process? Does the
program have measures in place to track key program performance indicators?
Does the program discuss strategic priorities?

Has the program identified its strategic priorities?

Level 1 Organizational Acceptance Questions

Does staff communicate ideas for new projects to leadership?

Does staff complete documentation for investment projects?

Does staff report progress on investment projects?
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Acceptance

PIGE structure and govemanoes are
et o efin ed

PMAGE members are not identified

Paortfolio management [P}
requirements are not defined
Existing inwvestment projects are not
identified

Key investment projects are ot
identified

Investment review reguirements are
neot i dentified

REpaorting requirements are not

identified
Little 1o o |proj ect document ation

Mo strategic planning prooess
Mo program per formance tracking

Little to mo discussion of stratesc
priorities or strategic projects

Staff do neot oo Mminic ate ideas for
e inveEstments

Staff do not document or
COMMUNCat e progness on ineestment
projects



Level 2 - Informal

Level 2 Process Questions

Has the PMGB begun to hold meetings?

Has the program educated the PMGB members on their role and the purpose of portfolio
management?

Do the PMGB members get distracted with the technical/operational details of investment
projects?

Has the program documented its portfolio management process?

Does the program have a formal inventory of its current investment projects?

Does the program have a list of new investment?

Does the program conduct formal reviews of key investment projects?

Do the key investment projects maintain a risk register?

Does the PMGB provide guidance to its investment project managers?

Has the program specified investment reports?

Does the program centrally manage and store project documentation?

Level 2 Strategic Planning and Tracking Questions

Has the program completed strategic planning exercises?

How long have the performance measures been in place?

Do the performance measures align to the strategic priorities? Has the program
communicated its strategic priorities to staff? Has the program communicated its strategic
priorities to its stakeholders?

Level 2 Organizational Acceptance Questions

Has the program educated staff on how to submit proposals for new investment projects?
Has the program provided staff templates to use for proposal submission?

Has the program provided document templates and communicated documentation
expectations to staff?

Has the program educated staff on how to complete investment project documentation?

and Tracking
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U
=
m
8
au
]
O
L=

Irganizational

[

Lewvel 2: Informal

PrAGE charter signed, PMGE has met
gt least ance

PRAGE members identi fied and
educated on their roles

P process defined

Existing investment projects identified,
list of investment projects selected

PIGE has reviewsd at least one key
imestment project

PRAGE provides guidance to
investment project managers but does
reot track results

FfhA repa rts defined

hianazement of FFk documents
started, 10%-50% of investment
projects are dooumented

Lesderzhip engzges in strategic
planning

Lesderzhip has performance measwures
inplace

Lezdership identifies stratesic
priorities and shares with staff

Staff submit d coemen tation for
ongoing investment projects and ideas
for neaw projects

Staff complete some investment
project documentation and provd e
project status infireguently



Level 3: Developing

PMGE meets infreguenthy, PMGE
sovernance established

Level 3 - Developing

Level 3 Process Questions

What is the frequency of the PMGB meetings?

Do the PMGB members attend the meetings?

Do the PMGB members prepare for the meetings?

Do PMGB members participate in the meetings?

How often does the program review and update its portfolio management process?
Has the program evaluated the strategic alignment of its current projects?

How often does the program review its key investment projects? Do the key investment
projects track budget expenditures?

Does the PMGB assign and track action items to its investment project managers?

Has the program developed investment reports?

Does the program have a platform for storing investment project documentation?

Level 3 Strategic Planning and Tracking Questions

Does the program have an up-to-date strategic plan?

Has the program shared the strategic plan with stakeholders?

Has the program shared its strategic plan with stakeholders?

Does leadership have a good understanding of the data going into the performance
measures?

Are the measures updated appropriately (monthly, quarterly, annually)?

Has the program aligned it investment projects to its strategic priorities?

Level 3 Organizational Acceptance Questions

Does staff submit new investment project proposals to the PMGB before work on a project
begins?

Has the program educated the staff on how to report progress on investment projects?
What percent of the investment projects have completed documentation (appropriate to
level of progress)?

What percent of the program's investment projects have current status reported?

PRAGE members are actively practicing
their role

Pfid proces developed and
documented

FRAGE conducts review of investment
projgect inwven tory

PRAGE restews eveny key investment
project at least onoe per year

PIAGE 3ssignsaction items to
investment project managers d wring
invEstment review

FfhA nepa rts devebs ped

Platform for PFM process developed,
SO0 of investment projects are
documented

Lesdership completes strategic plan
and shares with staff and stakeholders

Lesdership tracks and understands
proeram baseline performance

and Tracking

Lesderchip aligns investment selection
process with strategic priorties

Strategic Planning

Staff submit i nvestment proposals 3
they begin project, begin to submit
imvestment proposals before work
begine

Staff complete dooumentation for 50-
0% of investment projects, project
status iz updated more fregquenthy
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Level 4 - Managed

Level 4 Process Questions

Does the PMGB meet frequently enough to keep up with workload?

Do the PMGB members ask probing questions about the strategic value of
investment projects?

Do PMGB members focus on investment project's scope/budget and schedule?
Is the program's portfolio management documentation up-to-date?

How often does the program review strategic alignment of its investment
projects?

Does the program have slide templates for investment project managers to
complete for the reviews?

Does the PMGB follow up on action items with its investment project
managers?

Does the program update the investment reports on a regular basis?

What percent of investment projects meet project documentation standards?
Level 4 Strategic Planning and Tracking Questions

Does the program actively use the strategic plan in its planning activities?
Does the program use measures to baseline performance and track strategic
investment efforts?

Does the program rank its investment proposals against its strategic priorities?
Level 4 Organizational Acceptance Questions

Do staff submit proposals for projects to begin the current year?

Do staff submit proposals for projects to begin the next year?

How frequently are the project status updated?

Strategic Planning

and Tracking
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Level 4: Managed

PIGE governan ce integrated, PMGE
mests on 3regular bass

PIAGE members take the lead on
port fo o management

P proces func tioning and
documentation i up to date
PMGE realisns investment project

inventory to strategic priorities once a
yer

PRAGE reviews key investment projects
(2= needed)

PMAGE tracks progress on 3000 tems
from investment reviews

Fitd reports updated on regular basis
Functisnal plat form for P proces,

S0'H-100% of investment projects are
documented

Leadership uses strategc plan for
program pianning

Leadershi p uses per formance
meazures to understand affect of

e Gt
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2ui de investment project sslection
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Level 5 - Optimized

Level 5 Process Questions

Does the PMGB review proposals and status reports in a timely manner?
Do the PMGB members evaluate and refine the portfolio management
process?

Does the program continuously improve its portfolio management process?
How often does the program review the strategic performance of its
investments?

Is key investment project information easily available to PMGB members?
Are the investment review actions items completed?

Are the investment reports automated?

Is project documentation easily available to the PMGB members?

Level 5 Strategic Planning and Tracking Questions

Does the program regularly refresh its strategic plan? Does the program refresh
its performance measures to support new strategic initiatives and program
direction?

Have the program's efforts realized movement on its strategic priorities?
Does the program have measures to track and measure progress on strategic
priorities?

Level 5 Organizational Acceptance Questions

Do staff submit proposals for projects that are to begin two years out?

Are the project status updates automated?

and Tracking

Strategic Planning

srated and

Level 5: Optimized

of key investment projects

Investment review action items
completed on schedule

PEE hias on demand ao0ess to P
neports

Platfiorm full y supports P process,
100% of investment projects are
documented

Leadership updates strategic plan

ann ual by, refreshes plan every five

YEFE

Leadershi p regulanly reviews and

updates program performance
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Leadership's port folio management

"maves the needl=™ on strategic
rithec

Acceptance

Ectment pr :
ates are automat ed

rganizational

{




Next Steps

Develop an implementation scorecard

Analyze and grade selected programs using
model

Interpret model results
Share results with peers
Revise model as needed

Continue to monitor and evaluate portfolio
management at agency
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