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SECTION 1

The reality of project
portfolios today

Across industries, organizations are running more projects and initiatives than
ever before.

Digital transformation, regulatory demands, IT modernization, sustainability
initiatives, and continuous improvement all compete for the same limited
resources — often without a shared view of priorities or capacity.

In many organizations, portfolio and project management has evolved organically
over time. Tools have been added, spreadsheets refined, and reporting adapted —
but without an overarching portfolio structure.

As a result:

e projects live in separate tools and spreadsheets

e there is no reliable, shared portfolio-level overview

 prioritization happens ad hoc

e resource planning is based on assumptions rather than actual capacity
e reporting is time-consuming

e it is difficult to know whether data is correct or up to date

The consequences are familiar to most PMOs and project leaders:

e too many initiatives running in parallel

» strategic projects competing with operational work

e resource overload and hidden bottlenecks

» risks and delays discovered late

e decisions made on incomplete or outdated information
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The core challenge is twofold. Organizations need to run projects efficiently —
with focus, clear ownership, and realistic resource plans.

At the same time, they must ensure that the project portfolio continuously
reflects strategic priorities as conditions change. Without proper portfolio
management, even experienced organizations struggle to do both.



SECTION 2

Is it time to invest in
Portfolio Management?
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This guide is especially relevant if you recognize three or more of the
following:

You cannot say with confidence how many projects or initiatives are
currently active

Strategic priorities are clear on paper, but not reflected in what actually gets
funded or prioritized

Prioritization happens in meetings rather than in a transparent, shared model
Resource planning is based on assumptions rather than actual capacity
Steering groups receive different answers depending on who is asked

Projects continue because they have started — not because they are still the
right ones

Risks and dependencies surface late, often when options are already limited

Reporting focuses on status, not on decisions

If this sounds familiar, the challenge is no longer about improving individual
projects. It is about gaining control over the portfolio as a whole — and creating a

decision framework that allows leadership to continuously align execution with
strategy.

When these challenges persist, the question is not whether projects are being

managed well enough.

It is whether the organization has the structures and tools required to steer the
portfolio as a whole.



SECTION 3

Wh t d Strong portfolio communication keeps teams aligned around priorities, trade-
a a mO ern offs, and decisions. It makes strategy visible in everyday work and helps people

understand not only what is being done, but why.

Portf()li() Management A modern Portfolio Management platform should therefore support clear,

continuous portfolio communication — not just reporting. This includes shared
portfolio views, transparent rationale for decisions, and a common language for

platform mUSt deliver priorities across the organization.

When organizations invest in a Portfolio Management platform, the decision is not
only about functionality.

The platform must support better decisions and clearer prioritization — but it

must also be a system that users want to work in, trust, and grow with over time. . . .
Y 8 ‘ ‘ Kim Tornell, Head of Construction Projects, GotlandsHem

Features matter. But value is created when those capabilities are intuitive to use,

widely adopted across the organization. and flexible enough to evolve as portfolio We chose Hypergene’s Portfolio
solution to gain better visibility
across our projects, improve
our prioritization, and create a
2 powerful communioation meehaniem — not st & planning took shared view across the

. . . - = bo/
Effective Project Portfolio Management depends on more than data, models, Organlzatlon.
and prioritization logic. It also depends on the organization’s ability to
communicate what is most important — clearly, consistently, and repeatedly.

Portfolio communication as a core capability
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What PMOs and project leaders need in practice

A modern PPM solution must support everyday decision-making — not just
quarterly reporting.

Typical use cases include:

* Portfolio prioritization: We have 120 initiatives — which 30 should
receive funding and capacity next quarter?

e Capacity steering: What happens if we move 2 FTE from Project A to
Project B?

e Steering committee reporting: One shared, up-to-date view of status,
risks, and decisions — without manual slides

Core requirements

* A single portfolio view of all projects, initiatives, and programs

e Strategic prioritization based on impact, cost, benefit, and risk

e Resource and capacity planning across projects and portfolios

* Real-time visibility into timelines, budgets, and risks

e Scenario planning to understand the impact of changing priorities
* Role-based views for executives, PMOs, and project managers

* Integrations with finance, HR, and project execution tools
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Support for different delivery models

Most organizations operate with a mix of:

e traditional waterfall projects
* agile initiatives
e hybrid delivery models

A modern platform must support all of these in parallel — without forcing
one methodology across the organization.
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SECTION 4
Standalone project management tools

The SOl“tion landscape o Strong for day-to-day project execution

- four Ways tO manage e Lack a true portfolio-level view

» Weak support for strategic prioritization

prOjeCt porthliOS * Resource planning remains fragmented

3.

There are four main ways organizations manage project portfolios today. The .

differences between them are not primarily about features, but about the Legacy PPM SyStemS
trade-offs they impose in terms of governance, flexibility, scalability, and
decision-making capability. Understanding these differences is essential before
evaluating specific vendors or platforms.

» Built specifically for portfolio management
Limitations:
o Often complex and rigid
e Limited adoption outside the PMO
* Hard to adapt when priorities change

Spreadsheets and manual tools

» Flexible and familiar
» Fast to get started

Limitations: Modern Portfolio Management platforms
* No portfolio-level governance o Connect strategy, projects, and resources
e High risk of errors and version conflicts » Flexible models and fast scenario analysis
e Does not scale as complexity increases e High ease of use for both PMO and non-PMO users,
e Time-consuming data management, reducing time enabling broad adoption

available for analysis and decision-making
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SECTION 5

Conclusion: From insight
to decision

Project Portfolio Management is a management discipline focused on
ensuring that limited resources are allocated to the initiatives that create
the greatest strategic impact.

The right solution:
e supports decisions, not just reporting
» evolves with the organization

* enables prioritization even under uncertainty

The next step is to define your target state and evaluate solutions based
on where your organization needs to be — not only where it is today.
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APPENDIX A

Vend()r CheCkliSt — Strategy and scope

1. How does the platform support portfolio-level prioritization aligned

key que Sti()ns with strategic goals?

2. How are strategic objectives translated into initiatives, programs,
and projects in practice?
This checklist supports structured evaluations, demos, and RFP processes for
Project Portfolio Management solutions. The purpose is to assess decision 3. Can priorities be adjusted continuously, or only during annual
support, governance, and long-term fit — not isolated features. planning cycles?
4. How does the platform support stop/start decisions at portfolio level?

5. Can multiple portfolios (e.g. IT, transformation, product
development) be managed in parallel?

Portfolio structure & governance

How are initiatives structured (projects, programs, initiatives)?
How are dependencies between initiatives handled and visualized?

6
7
8. How are risks aggregated and managed across the portfolio?
9. How are decisions documented and tracked over time?

10. How does the platform support steering groups and portfolio boards?
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Scenarios and decision support

15. How quickly can scenarios be created and compared?
16. What assumptions are visible and editable in scenarios?
17. Can scenarios be saved, compared, and revisited later?

18. How are scenario results communicated to decision-makers?

Usage and adoption

19. Which roles actively use the platform (PMO, project managers,
executives)?

20. How intuitive is the interface for non-PMO users?

21. How are organizational changes handled (new units, changed
responsibilities)?

Integration and data

22. Which project management tools can be integrated?
23. What systems can we integrate with?

24. How is data validated and kept consistent?

Security and compliance

25. Where is data stored (region, cloud provider)?
26. Which secuirity certifications are in place?

27. How are roles, permissions, and access managed?

Vendor and roadmap

28. What does the product roadmap look like for the next years?
29. How often are updates released, and how are customers affected?

30. What is the vendor’s long-term vision for portfolio management?
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APPENDIX B

Business case and ROI for
Portfolio Management

A business case for portfolio management is primarily about improving the
organization’s ability to allocate resources to the right initiatives and make better
decisions under uncertainty — not about administrative savings.

Key value drivers

Better strategic alignment

e Fewer initiatives competing with strategic priorities
o Clearer rationale for starting, continuing, or stopping initiatives
* Increased transparency for leadership and boards

Faster and better decisions

e Shorter lead time from insight to decision
o Earlier identification of risks and capacity bottlenecks
e Ability to act before issues escalate
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Improved resource utilization

e Reduced overload and burnout
o Better use of scarce skills and key roles
» Fewer parallel initiatives with limited impact

Reduced execution risk

 Earlier stop/start decisions
e Fewer initiatives consuming resources without delivering value
» Improved predictability in delivery

Typical cost elements

e License or subscription fees
* Implementation and onboarding
e Internal time from PMQ, IT, and business stakeholders

ROI logic (simplified)

ROl is driven by:

value of initiatives stopped earlier

value of initiatives delivered faster

avoided cost of misaligned or delayed decisions

Even small improvements in prioritization and resource allocation typically

outweigh system and implementation costs.
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APPENDIX C

The buying process -
Six steps

A structured buying process reduces risk and increases adoption.

1. Define the problem
What decisions are hard to make today? Where do we lack visibility
or control?

2. Define success criteria
What should be easier or possible after implementation?

3. Shortlist vendors
|ldentify 3—5 solutions that match scope, complexity, and
governance needs.

4. Run focused demos
Ask vendors to show real portfolio environment— not generic
product tours.

5. Assessrisks and value
Evaluate implementation effort, adoption risk, and decision impact.

6. Decide and anchor ownership
Ensure clear ownership in the PMO and sponsorship from leadership.
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APPENDIX D

Common mistakes and
how to avoid them

1. Treating portfolio management as a reporting exercise
Focus on decisions, not dashboards.

2. Over-engineering the model too early
Start simple and evolve over time.

3. Limiting ownership to the PMO only
Inolve leadership and resource owners.

4. Underestimating change management
Adoption matters more than functionality.

5. Replicating spreadsheet logic in a new system
Challenge old assumptions and simplify.

- HYPERGENE



APPENDIX E

What Information
Technology / the Chief
Information Officer needs
to know

This appendix summarizes key considerations for IT stakeholders involved in
portfolio management decisions.
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Architecture and deployment

e Cloud-based solution, preferably SaaS
o Clear separation between configuration and customization
e Scalable architecture for large portfolios

Integration

» APIs or standard connectors to project tools, HR, and finance systems
o Clear data ownership and update logic

Security and compliance

e Data hosted within the European Union / European Economic Area (EU/EEA)
* Role-based access control and audit trails
» Relevant security certifications

Operations and lifecycle

e Predictable release cycles
e Clear support and incident management processes
e Minimal operational overhead for IT

The role of IT is not to select features, but to ensure that the solution is secure,

scalable, and sustainable over time.
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