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SNAPSHOT

Portfolio Management
Change the way you change.



What is portfolio management; why is it 
important?

Financial services firms, whether large or 
small, will always have a significant change 
agenda; derived from the constant stream of 
new regulation imposed on them coupled with 
their own wish list of discretionary change 
programmes.  To ensure successful outcomes, it’s 
imperative that organisations have the right level 
of governance and oversight in place to deliver 
these initiatives, on time and within scope.  
 
Portfolio Management is the way in which a firm 
can control and prioritise these projects and 
programmes in order to achieve the strategic 
objectives outlined by the organisation.  However, 
such change portfolios are often vast, spanning 
cross-functions & businesses, even multiple 
geographies, so putting in place an appropriate 
and effective level of oversight to ensure things 
remain on track is often a challenge that many 
organisations struggle with.

What’s happening in the industry?

Through our industry engagement many 
organisations admit portfolio management is 
something they don’t do well. The key challenges 
coming up time and again are questioning around 
how to: 

• Govern portfolios comprising multiple 
delivery methodologies (e.g. Agile and 
Waterfall)

• Effectively identify, track and realise portfolio 
benefits

• Continue to generate value from the portfolio 
management office

• Deliver a portfolio of change in a cost 
efficient and effective way

• Prioritise and manage the increasing volume 
of mandatory change initiatives

• Leverage new technologies to deliver 
meaningful portfolio insights

• Review portfolio progress against plans and 
strategic objectives

What is BCS Consulting’s view on these 
challenges? 

Good portfolio management drives successful 
business outcomes, reduces costs, improves 
a firm’s success and should be at the heart of 
any organisation to drive forward change.  It is 
not just about managing the delivery of many 
programmes and projects, it’s about the need 
to demonstrate how the change that’s being 
affected is positively driving the strategic 
objectives of the firm.  We believe the best 
approach to addressing these challenges and 
achieving this goal is to implement a portfolio 
management structure based on the following 
four principles:
 
Alignment to strategy
From the outset, all programmes and projects 
within a firm should be led by their strategic 
objectives and reviewed holistically to ensure the 
right mix of programmes and projects are within 
the book of work to achieve these outcomes, 
for example, Cost Reduction or Market Growth.  
All programmes and projects that sit under this 
strategic objective should then be monitored 
through standardised performance indicators to 
evidence what progress is being made towards 
hitting these targets.  
 
Benefits Realisation
By grouping programmes together their benefits 
can be tracked in a similar way, for example 
those designed to reduce cost or increase 
market growth can be tracked with similar 
types of metrics such as payback rates, return 
on investment (ROI) or market share.  However 
other projects such as regulatory compliance 
programmes should often be tracked against 
a different set of metrics; as compliance itself 
is the goal so doesn’t fit the same payback or 
ROI targets. A third category that should be 
considered is infrastructure change, where the 
cost is being invested to enable future growth. 
E.g. core infrastructure replacement could take a 
couple of years, so needs appropriate ROI metrics 
to judge its success. Being able to tell the “story” 
of the portfolio of change across these different 
groupings is essential.  

It is vital to ensure enough time is dedicated to 
identifying clear and measurable benefits at the 
start. this is often something that is rushed and 
not done comprehensively.  This should also be 
done irrespective of the delivery methodology 
being used; if Agile is being used as a push-back, 
it should be challenged. All projects should have 

well documented benefits, it is only the timing 
of when these are potentially realised that 
should differ.
  
Equally important is the ongoing review of 
these benefits and the overall portfolio to 
understand their ongoing viability and having 
the courage to change or cancel programmes if 
the benefits aren’t materialising as anticipated. 

Senior accountability
Each strategic objective should have an 
Accountable Executive (AE) assigned who is 
ultimately responsible for ensuring that the 
programmes that are aligned to it, deliver the 
agreed outcomes. Any strategic objective 
relating to improving a firm’s profit margin 
may ultimately be owned by the CFO, or 
objectives looking to improve staff wellbeing 
could be owned by the HR executive.  These 
programmes can often then be managed at 
the AEs relevant governance forums already in 
place.  Ensuring an AE exists is vital to ensure 
that the specific objective has constant focus 
and review.  To increase this focus further, an 
AEs annual performance review can be directly 
linked to appropriate programme success 
criteria.  AEs should be trained in their role with 
aligned scorecards and access to relevant and 
timely management information.

Insight driven governance
Ultimately the ability to overcome these 
challenges emanates from having an effective 
flow of accurate, up-to-date information; 
from the day to day programme and 
project management level, up to the senior 
accountable executives.  The data must be used 
and presented in a way to provide real insight 
to senior executives.  It is important to have an 
appropriate portfolio management structure 
in place for the organisations size; ensuring the 
right level of rigour and detail is implemented, 
without over burdening busy staff with too 
many time consuming PMO processes.  There 
are many technology solutions out there 
that can help to organise the management 
information required for good portfolio 
management, but for some, an MS Office based 
solution tailored to their needs can get the job 
done.  The key is to focus on identifying the 
essential data required to provide insightful 
information.

How can BCS help? 

BCS Consulting has extensive experience 
working with clients at varying levels of 
portfolio management maturity, from 
conducted reviews of well-defined existing 
processes, to chairing strategy days to help 
define client’s strategic objectives and setting 
up portfolio management structures from 
scratch. These four principles can be adopted 
by firms of all shapes and sizes.
  
BCS has a wealth of knowledge in programme 
and project management and have often been 
used to turn around those significant projects 
identified as ‘at risk’ through the portfolio 
management process.  BCS can implement 
enhanced rigour and structure into new or 
existing portfolios, enabling a standard set of 
tools and templates to be introduced, which 
bring commonality and consistency across the 
suite of change programmes. 

We quickly become part of the team by 
effectively developing those key relationships 
that prove vital for ensuring buy-in and 
collaboration.  

Who should you speak to about it:

Jonathan Digby, Principal Consultant 

Jonathan.Digby@bcsconsulting.com 

Jon Clements, Managing Consultant 

Jon.Clements@bcsconsulting.com

Lawrence Anderson, Director 

Lawrence.Anderson@bcsconsulting.com
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