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Characteristics of Multiple Projects Organisations

» Project-based organisations are able to cope with emerging properties in production and respond

flexibly to changing client needs

» The task of the project-oriented organisations is, to lead the organisation properly, so that the right
projects are carried out, that these projects receive competent project managers and project staff,
the project results are used sustainably, and the value creating objectives of all stakeholders of

the project-oriented organisation are achieved.

(Reference: Gemiinden, Lehner, and Kock 2018)
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The Model for Project Oriented Organisations

Entrepreneuria
|
Orientation

(Adapted from Gemiinden, Lehner, and Kock 2018)
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Definition of Project Portfolio Management

‘ ‘ Portfolio management is a multi-disciplinary function that
enables executive management to meet organisational
strategy and objectives through efficient decision making
concerning projects, programs and operations 3§

— Project Management Institute, 2013a., p.21
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The Funnel Model for Integrated PPM
How should decision makers select and monitor the project portfolios to manage unintended
consequences after facing unexpected events?
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Why Do Organisations Need Portfolio Management?

Percentage of Responses

Customer Satsfaction

Mario Paglia & Dr S Shalbafan

Cost Reduction

Revenue Growth

Improved ROI

Improved Development Costs
Regularly Compliance
Innovation

Internal Knowledgte Sharing
Employee Satisfaction

Share of Market
Sustainability

Supplier Relations

(Reference: PMI, 2014)
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Key Decision Criteria in Project Portfolio Management Model

Complexity
of Project

Portfolios \

Resource Risks and
Utilisation Uncertainties

Financial
/ Indicators

Project
Portfolio
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Critical Success Factors in PPM

1. Stakeholder Involvement
2. Strategy Clarity
3. Business Case Monitoring

4. Agility

(Reference: Kock and Gemunden, 2016)
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Our Proposed View

A Facilitated Route to Maturity
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Strategic Integration and PPM

Strategy Impacts Across Value Chain
Inbound - Outbound Marketing Service
Firm Infrastructure Human Resource Management

(Reference : Porter 1985)
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Organisational Capability Building in PPM
The fact of today
$200 b — Defence Probability of Project Success
$75b — Infrastructure 100%
90%
80%
Processes 70%
60%
50%
Triangle of 40%
opportunity 30%
20%
10%
. Tools and 0%
Competencies Technologies Level 1 Level 2 Level 3 Level 4 Level 5
— Probability of Project Success
OPM Standard — PMI (2018)
(Reference: May 2018 Federal Budget) (
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Organisational Capability in PPM

v" Adaptability to changes and unexpected events
v" Future oriented leadership

v" Innovative organisations

v" Infrastructure and processes to support quick response to
change

v Team work, leaders competences to manage uncertainty
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Maturity of Organisations — OPM View Optimised

Processes

Managed A ovel 5

o Processes eve
Structured and ~ Organisational
repeatable Consistency Level 4
Initial PPM process
awareness Level 3
Level 2 Optimisation
Level 1 Quantitatively
managed Value
Defined OPM Contribution,
Foundation Basic Matured organisations
Processes and processes are agility, and
Ad hoc use of Adoption of value realisation Support::;d by Innovation
PM methods in PP(I)\El)th)r;ho of OPM is Stlr(;f‘g bata ’ AP
a reactive : ?l el established snatyllcsl ?se s
approach project leve igital solutions
Five to Seven Years Transition Time
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PPLEXCISIONS Global - Current Thinking

Your potential issue Our customised solution Benefits / Impacts

lll- prepared decision making Screening and making sense of maturity of Responsiveness to changes,
for selection, and prioritisation  organisations, Action Groups to establish alignment among projects,
of projects managed processes for organisational project programs and portfolios,

management, Establish team cognition measures management of uncertainty
for better decision making based on evidence

Strategy mis-alignments Assessment to identify bottlenecks across value Stakeholder engagements,
chains, design of customised simulation, facilitate  executive awareness of real-
sensemaking in role play simulation, narrative time impacts, leadership
analysis, deployment of Action Learning to competency building, customer
integrate strategy into operations satisfaction
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PPLEXCISIONS Global - Current Thinking

Your potential issue Our customised solution Benefits / Impacts

Visualisation and Real-time Integrated Digital Platform / Customised Improved information sharing
reporting Information and Communication Systems for executive decision making
Asset / Resources under- Integrated Project Portfolio Road Maps, Improvement of productivity,
utilisation Financial Risk Assessment, Technical customer satisfaction, services

Assessment, Mathematical Optimisation for efficiency
project selection and prioritisation
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Definition of Action Learning
SDPR Cycle

Action Learning (AL) is a structured
method that enables small groups to
work regularly and collectively on
complicated problems, take action, and
learn as individuals and as a team while

doing so.

(Reference: Serrat, 2017, p. 589).
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Core Competencies

» Group Decision Making without being trapped in Abilene Paradox or Groupthink through SMART
processes

» Leaders 'preparedness to direct teams under changing condition and limited time and information
» leader's understanding of leadership styles in different domains of knowledge

» Organisation capacity to utilise team members' tacit knowledge for making strategic decisions

under uncertainty

« Organisation capacity to provide visibility of strategic impacts on all entities across its business

value chain

» Organisation learning, knowledge management and risk based optimisation of investment
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Hooshmand 1

» Uses real-world case studies for decision making in PPM to generate scenarios

» Simulates situations in complicated and complex domains for study of decision makers under

changing conditions

» Uses groups of three roles (PPM Leader, two business unit leaders) with role descriptions,

scenarios and assignments for each member
» Workshops were held with two to four groups
+ Uses SenseMaker®© software for collecting and analysing data

» Key Applications : Case Study research on decision making in uncertainty
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Multiple Methodology - Process
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Multi Methods

« The data was collected from 33 active and practicing project practitioners and senior managers that are in Australia and
Iran;

« 17 queries were developed to assess the micro-narratives from simulation participants in context 1 and context 2 of
Hooshmand-1;

» Triads , Dyads and Multiple Choice queries were design in Software SenseMaker

» Multiple stage data collection and analysis followed by data Triangulation provided seven findings in relation to three
research questions.

T1. Criteria of declslon making In your team
tends to

Business Stralegy

Q11. How do you perceive the centre of assigned task for context 1 of this simulation?

Q10. Biggest challenges for your group te make final decision is (Pick up te three)

J Decision making process

[ Individual experience

U Team work

[ Apply portfolio road map as a tool
[ Understanding your role in the team B
[ Informal communication FReasonree Avsilabiity Cinst Bleneit
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How would you explain the loss of focus on resource availability in real world decision making for PPM?

Cost - Benefit

T1. Criteria of decision making in your team
tends to

Business Strategy

Resource Availability Cost-Benefit

Resource Availability Business Strategy
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Data Analysis (sample)

Major Challenge —

Team Work

Resource
Availability
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Major Challenge —
Decision Making Process

Resource
Business Strategy| Availability

. @

Strategy
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What is team cognition ?

decision making exercise

Why is it important to PPM?

response to uncertainty.
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How can organisation benefit from TC?

Team Cognition: Key Factor to Organisation Resilience

» Team Cognition concerns approaches in which team members exchange or hold the knowledge during a group

» Use of group decision making is a proven approach for organisations to de-risk their decisions particularly in

» Team Cognition with collective efficacy helps organisations to understand team work dynamics in strategic
decision making (Huey-Wen, et.al. 2012)

» Team Cognition can be used as an indicator for quality of decisions and strategy integration in organisations

» Team Cognition Measurement helps organisations to understand their team performance in group decision
making and plan to improve their team works in strategic decision making
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Use of Simulation to Measure Team Cognition

Measures applicable to heterogeneous teams Heterogeneous knowledge metrics (e.g. role-
specific referents)

Measures that capture emergent cognition Holistic measures taken at the team level (e.g.
consensus ratings)

Holistic, embedded, real-time metrics Communication pattern analysis (Hooshmand-1)
Cynefin Domains Movements (Hooshmand-1)

CAST: Coordinated perception and action of team
Measures of emergent team situation awareness members in the face of change.

(Reference: Shalbafan, 2018)
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Information Systems: A Mature PPM Solution

» Automation, information and communication technologies are crucial supports to quick response
through successful implementation of PPM exceeding level 3 of maturity
+ PPM Software help to automate processes and streamlines decision making and reporting

» The tool or software needs to be compatible and integrate with other information systems which

are used by business units, e.g. SAP for HR, Oracle P6 for Project Controls
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Key Selection Criteria for Choosing PPM Tools

* Project Lifecycle Management

« Financial and Project Risk Management
» Advanced Resource Management

» Dashboards

* Reporting and Analytics
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Benefit Realisation for Successful
Implementation of PPM

1. META Group reported that implementation of PPM has
resulted in 20 -30 percent reduction of spending on
their projects without negative business impact

2. Gartner forecast that oragnisations which implement
and sustain a PPM solution can save between 10%
and 30% of total portfolio value p.a.

(Reference: Jenner 2016) “- PLEXC‘S‘UNS (‘ ‘ HEXAGON
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Introduction to EcoSys —
Enterprise Project Performance

Mario Paglia
Project Delivery Solutions, Hexagon PPM
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EcoSysp

Portfolios

Dashboards

Project Selection
Risk Management
'
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EcoSys Capability

EcoSys p
Projects
Project Setup
Budgeting
Change Control

Performance

Forecasting

EcoSys p

Contracts

Contract Setup
Contract Analysis
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About Hexagon
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Hexagon at a glance

/e~ 3\ Technology Solutions Provider ‘R&D F:'>cused | |
ﬁo‘lr"r - Established leader in information technologies QN 10-12% of net sales invested in R&D
" « Solutions drive productivity and quality * 3,400+ employees in R&D
improvements * 3,200+ active patents
@ Global Reach Strong Financials
* Broad range of vital industries served I « 3.0 bn EUR in sales

» More than 16,000 employees in 46 countries
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Hexagon’s primary divisions

Our divisions serve three primary landscapes — manufacturing, engineering and geospatial.

Each is committed to pioneering innovations in business processes, value chains and
information exchange.

GEOSPATIAL GEOSYSTEMS

MINING

v
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The Current State of Project Controls
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Excel - Non-Integrated Project Controls

Accruals
Posting

| Aottt ! e ramhec
| Manually : | Marually :

Impact
» Teams of people consolidating data in spreadsheets

» Double entry
« Spreadsheet errors O

Dej

 Performance reports available too late to address issues

[ ] R ! =
| . ‘ roject Controls Effort
‘PRSPMS . i . High
77777777777777 } . Medium
O Low
. Zero
Reports (
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Before and After EcoSys
EcoSys project objectives
Before EcoSys EPC After EcoSys EPC
R - R .
], Forecasting & Trending
Monitor and Control Costs

-

EcoSys Cost Improvements
* 13% Collating internal / external reports = |

Analyze Data

= 12% Manual Downloads W u
*  15% Monitor and Control Costs (half of the 30%) —— o féla.n _hour effort reduced by 58%
* 4% Labour Coding Corrections (quarter of the 16%) l Existing resources can manage
*  15% Fixing ERP Issues (three quarters of the 20%) increase in workload
36
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Disconnected Systems and Manual Processes

TXT
B B . i
Labour Intensive
Departmental Project AFEs

i Inefficient
m B he NN v i
Version Control
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Disconnected People & Systems

Visibility Challenge

Scher

What do we
expect our final
costs to be?

Who
approved this
change and
why?

Which projects
are
underperforming

Communications, and why?

Changes

P

38

https://www.pgcs.org.au/library/2018/

Mario Paglia & Dr S Shalbafan

19



PGCS 2018

The Current State of Project Controls

Reporting difficulties
Disconnected Information
Varied work processes
Outgrown existing solution
Double entry of data
Distrust in data

Cannot view entire portfolio

Mario Paglia & Dr S Shalbafan

(as told by our customers)
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EcoSys - Enterprise Project Performance
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W W W
What is Enterprise Project Performance?

Mario Paglia & Dr S Shalbafan

Contracts

Budgets

-

Forecasts

Progress Earned Value

Measurement

Comprehensive tools and processes for
effective tactical project execution
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Workforce Planning

==

Portfolio Analysis

Capital Planning

Project Selection

Controls for strategic planning and
portfolio optimization
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Traditional Commercial Solutions

Portfolio Mgmt Software Business Intelligence/Analytics

ERP

Cost Controls Software Contract Mgmt Software
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Scheduling Software

HEXAGON
PPM
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What is Enterprise Project Performance?

isibility

Contracts

Budgets

—_—

Fo asts

®

Progress Earned Value Portfolio Analysis

Measurement A ctuals
Forecasts
Performance

Project Selection

Alignment

of enterprise level strategy and
day-to-day execution

v
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EcoSys - Achieving Enterprise Project Performance
]
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State of the Art Analytics

Mario Paglia & Dr S Shalbafan

BRI R -

Portfolio Schedule
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Output to Multiple Formats (PDF, Excel, Word, XML)

Automated and User-Initiated Reporting
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Fully Integrated Project Data

Departmental Project 7
Budgets Budgets 7

2@

Project Design &
Forecasts Engineering

AUTOMATED
INTEGRATIONS

D ©

BAZE Procurement
/Funding ocureme

» O

W

REAL-TIME VISUALIZATION
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Integration Capabilities

Other Data Sources
Procurement  Estimating

-~ e
& |IDEDWARDS

} PRIMAVERA

. Progress Timesheets
ORACLE SharePoint Contract 7 Microsofts
7’ E-BUSINESS SUITE Mgmt. PrOJect‘

ERP | Schedule

WBS / Cost Codes
Actual Costs & Revenue

Budgeting & Forecasting Projects, WBS
Commitments Change Management Percent Complete
Timesheets Integrated Earned Value Mgt Dates
Planned Costs Commitments Mgt Labor plans
Project Cost Reporting Codes, Attributes
Resources

Portfolio Project Management
Historical Snapshots

WBS & WBS Status
Budgets, Forecasts

v
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The Value of ECOSYS (as told by our customers) 8

AV

Integration

Transparency

Easy to use

Standardization of work processes
Single source of information
Reporting

IT operations savings
Forecasting

More time for analysis
Scalable

Security

Easily configurable

Change management

Trust in the data

Product support

Preservation of historical data

v
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Conclusion:

Industry leaders are embracing Enterprise Projects Performance processes & tools

v Planning and execution of all projects with consistent processes

v" Visibility of project issues and status

v" Active collaboration with all project stakeholders

v' Effective decision making based on the latest information

v Provides project based companies with better internal controls for financials
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