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Well-executed projects occur 
when we…

• Focus people and $$ on the most important 
projects

• That have the highest likelihood of executing and 
delivering the expected value
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We all desire:
• Project execution that is:

• Better
• More consistent
• Predictable

• Less project failures
• More clear and obvious value => better outcomes
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Project Portfolio Management
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It’s less about 
“doing stuff right”, 

and more about 
“doing the right 

stuff”

Project 
Management

Project 
Framework

Governance

Strategy



Strategy

• What is our Vision? What are we trying to achieve?
• How will we measure success?
• What are our key priorities?
• How can we communicate this to all stakeholders?
• How can we codify this for a Governance Board?
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Governance
• What does our existing project portfolio look like?

• What is our Risk/Reward Profile?
• How balanced is it?  Are we skewed?

• What is the relative priority of our current portfolio?
• Where do new opportunities/projects fit in the 

priority stack?
• How do we fund/prioritize them?
• Which should we approve?
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Framework:  Stage and Gate Process
At each Gate:

• What are the new cost/schedule estimates and error 
tolerances?

• Is the business case (still) valid?
• Are risks within tolerance and being sufficiently 

mitigated?
• Is the solution in line with architectural, policy and 

contractual standards? 
• Should we move forward or terminate?
• What management, technical, financial, architectural 

adjustments should we make?
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Project Framework
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Idea Business 
Case

High Level 
Design

Requirements 
Definition

Detailed 
Design

Build Test Deploy

+100%

-50%

+30%

-30%

+15%

-15%

+10%

-10%



Default Project Framework
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START



Project Management
• What is the business case?  Does the Project Sponsor 

understand and embrace it?  Do we agree on proper 
measures?

• What is the appropriate compliance “dosage” for this 
project?

• How do I ensure proper application of:
• Vision / Mission
• Decision Rights
• Roles and Expectations
• Measures
• Incentive Alignment

• What are the total costs?
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Project Portfolio Management

• Projects are like investments
• Healthy businesses match their selection to their 

Risk/Yield profile – usually a balance
• Often balanced by size;  Rocks (sometimes 

boulders), Pebbles, Sand
• Show the 2X2 Benefits / Risk bubble graph
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Assessing Project Success
• Value = Benefits / Costs
• Success = Achieving the Value the Sponsor Expected
• Focusing on Costs and Schedules solely, suggests 

either:
• Sponsor doesn’t understand the value proposition
• Sponsor hasn’t communicated the value proposition
• Team doesn’t understand the value proposition
• Value proposition is intangible and cannot be clearly measured
• Lost the Sponsor

• Project Manager’s Sole Objective is to ensure the 
Sponsor achieves the expected value
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Implications for Project 
Management
• Two most critical artifacts for successful project 

management are:
• Cogent, measurable business case
• Business requirements that tie directly to the business case

• Project manager must understand the business case and 
the Sponsor’s intent.  It is the anchor for managing 
scope, schedule and cost.  Every proposed scope change 
is weighed against it’s ability to add tangible value as 
defined exclusively in the business case.

• Value proposition must be re-evaluated at key gates to 
determine whether the business case still holds

• Sometimes it’s worth spending 1.2X to get 3Y in Value 
vs. spending 1X to get .5Y in Value

13



Project Discovery Process

• Fact:  All projects are an incremental discovery process.  
• Implications:  Incremental discovery yields incremental 

knowledge which yields incremental estimate precision.
• Key questions:

• If the Business Case holds at X Total Cost, will it still hold at 
2X or 3X? (which is often the case)

• Am I willing to invest .3X to learn enough to understand the 
true costs more precisely?

• Am I willing to throw away the .3X, and consider it sunk cost, 
if the business case no longer holds, or if risks appear 
insurmountable

• How do I best develop, build, acquire all of the necessary 
capabilities I need to be successful?
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Recommendations:
• Create a Governance Body to oversee and review:

• Project Business Cases
• Stage and Gate Framework – Perform gate reviews
• Project Execution

• Governance Body could be:
• JCIT Repurposed
• ITEC Repurposed
• New Multi-Agency Executive Branch Oversight Group
• New Legislature / EB combined Oversight Group

• Revise the KITO threshold to recognize both Cost and Risk
• Transform KITO into an Enterprise Project Management Office to:

• Develop a standard business case
• Better definition of Value
• Better measures of Success

• Develop the Stage and Gate Framework
• Organize the Review process
• Groom “certified” Project Managers
• Select and implement a Project Portfolio Management (PPM) tool 
• Impose time tracking and reporting for ALL resources on all KITO projects
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Expected Results

• More clear and obvious value => better outcomes 
for our state and our citizens

• Less project failures – we will identify likely 
failures sooner, have proper authorities in place to 
kill with political amnesty

• Project execution that is:
• Better
• More consistent
• Predictable
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EBIT Vision:
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Collectively, as the State of Kansas’ IT 
Leaders, we will manage the state’s 
Information Technology capability in a way 
that is:

• Financially Responsible – We will be efficient with the 
State’s resources, and ensure they are committed to 
projects and assets that deliver the most value to the 
people of Kansas

• Highly Performant:  We will ensure the State’s mission-
critical systems and data are responsive, reliable and 
secure
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Project Management
Critical Success Factors
• Clear business case
• Relentless Executive involvement and support
• Focus on the shareholder (citizen) benefit
• Rigid adherence to change control process
• Stage and gate process
• Milestone-based deliverables (and funding)
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Elements of a Strong Business 
Case
• Framing the bet
• What is the bet?
• What does the bet depend on?  What has to go right to 

win?
• What will success look like?  How will we measure it?  

How tangible is it?
• What could cause us to lose?  Fail?
• What will you (sponsor) due to improve your odds of 

winning?
• What will you (sponsor) due to greatly reduce your odds 

of losing?
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