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In this article, I delve into the complex field of project management within
contemporary organizations, with a particular focus on the Information Technology
(IT) sector. The central theme revolves around the growing interdependence of
projects, as truly independent projects have become increasingly rare.

The business of delivering IT services is marked by its non-cyclical nature, where
projects vary significantly in terms of their duration, core objectives, and the
nature of the work involved. It’s worth emphasizing that the critical resource in
this context is the specialists themselves, each contributing a unique combination
of education, qualifications, experience, skills, knowledge, and a project history
that informs their work.

IT projects exhibit a wide array of forms, including those with fixed time and
cost structures, projects requiring payment upon work completion and material
usage, long-term commitments to dedicated teams, and even the establishment
of specialized development or competence centers. While individual project
management seeks to ensure the timely and budget-friendly delivery of a product,
portfolio management has its sights set on maximizing the overall returns from
the entire portfolio of projects. Consequently, comprehensive examination,
awareness, understanding, and careful optimization across various aspects of this
domain are imperative for achieving effective outcomes.

To address these intricate challenges, the organization has crafted three
distinct programs tailored to the specific needs of various business units. They
are Matrix Organisation, Opportunity Life Cycle and Opportunity Lifecycle
Decomposition.
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Kurouosi cioBa:

YIpaBIiHHSA TOPT(HETeM IPOCKTiB,
JUPEKTOP 3 iH(OpMaLIHHUX
TEXHOIIOT1H, ppeiiMBOpK, Oi3HEC-
T APO3/L, JIIONCHKI pecypeH,
IT-mpoextu

VY miif crarTi A 3amIHONIOICE Yy CKIAAHY chepy YHpaBIiHHA HPOEKTaMH B
CyYacHHX OpraHi3allisx, NpUALISIoYN 0COOIMBY yBary CEKTopy iHpopManiiHux
texuonoriii  (IT). IlenTpanpHa Tema O0OCPTAETBCS HABKOJIO 3POCTAFOYOI
B32€MO3QJIC)KHOCTI MPOCKTIB, OCKUIBKH CIpaBIi HE3AJICKHI MPOCKTH CTAKOTh
JeNai piamuMa.

bizuec i3 Hamanus [T-mociyr Big3HAYAETHCS HEUUKIIYHAM XapaKTepPOM, KOJIH
MPOEKTH 3HAYHO BiJIPI3HSIOTHCS 3a TPUBAICTIO, OCHOBHUMH ITUIIMH Ta XapaKTEPOM
pobotu. BapTo miakpecnnTy, 1m0 HalBaXIIHBIIIUM PECYPCOM Y I[bOMY KOHTEKCTI
€ caMi CIIeIiaNiCTH, KOKEH 3 SIKMX BHOCHTh YHIKallbHy KOMOIHAIl0 OCBITH,
kBauidikarii, J0CBiay, HABUYOK, 3HaHb Ta 1CTOPIl NMPOEKTY, sika iHPOpMYyE iXHIO
poborty.

IT-ipoekTH NEMOHCTPYIOTH MIMPOKHUHA CIEKTP (OPM, BKIFOYAIOYN IMPOSKTH 3
(hiKCOBaHUM YacOM 1 CTPYKTYpPOIO BUTPAT, MPOEKTH, 1110 BUMATatOTh OTLIATH ITiCIIs
3aBepILCHHS pOOOTH Ta BUKOPUCTAHHS MaTepiajiB, JOBIOCTPOKOBI 30008’ I3aHHS
repes CrenializoBaHMMU KOMaHJaMH Ta HaBiTh CTBOPEHHS CIICI[ialli30BaHUX
LEHTPIB PO3BUTKY a00 KOMHeTeHLii. Y TOH 4Yac sK yNpaBIiHHS OKPEMHMH
MIPOEKTaMK TparHe 3a0e3MeUnTH CBOEYACHY Ta OOKETHY MOCTABKY MPOIYKTY,
yIpaBIiHHSA TOpTheneM Mae Ha METI MaKCHMI3aIlil0 3arajlbHOTO MPUOYTKY BiX
ychoro moptdens mpoekriB. OTke, KOMIUIEKCHE ITOCIHIIPKEHHsI, O00I3HAHICTD,
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PO3YMIHHSA Ta peTeTbHA ONTHMI3allis pi3HUX aCTIEKTIB i€l chepr € 000B’ I3KOBUMH
JUTA JOCATHEHHS €(DeKTUBHUX PE3yIBbTaTiB.

[[To6 BupimMTH I CKIQJHI 3aBHaHHS, OpraHizaiis po3podwia Tpu pi3HI
NporpamMH, ajanToBaHi O KOHKPETHUX MOTped pi3HMX Oi3HEC-MiAPO3IiIiB.
Ile marpuyHa oprasizamisi, >KUTTEBUH IHUKJI MOXJIMBOCTEH Ta JIEKOMITO3MIIIS
KUTTEBOTO UKy MOXJIUBOCTEH.

Statement of the problem

Organizations embarking on projects are essentially
making forward-looking investments. These investments
serve various purposes, such as enhancing value for
shareholders or owners, ensuring the organization's
continuity, or improving revenue and cost management.
Similar to financial investments, projects necessitate the
allocation of an organization's resources, encompassing
financial capital, human resources, and managerial
time. The goal for each investment is to be effectively
managed to optimize the expected returns or benefits while
simultaneously mitigating associated risks.

Investments are chosen based on their superiority
when compared to other investment options. To maximize
advantages and minimize risks across all investments,
organizations only proceed with those investments that
offer a greater relative benefit. These selections are made
within the confines of the organization's overall risk
tolerance.

Project Portfolio Management (PPM) adheres to
similar principles as investment portfolio management,
focusing on optimizing the collection of projects to
maximize overall benefits while minimizing portfolio-
wide risks. Senior management often deviates from the
project portfolio management model and typically does not
make IT project investment decisions (Kendall & Rollins,
2003). Instead, IT projects are frequently initiated and
executed without due consideration for the benefits they
will generate or the cumulative risks to the organization
posed by all IT projects.

Analysis of recent studies and publications

In the absence of IT-Project Portfolio Management,
adversely affects project success, as has been reported
previously by many world-known researchers and
management scientists (T. Reyck, H. Lockett, M. Wright,
P. Nijkamp, Z.J. Acs, J. Pfeffer, A.S. Sohal, Th. Ramayah,
K. Lyytinen) as well as Ukrainian scholars, such
V.P. Rubalko, V.L. Kompanietc, M.K. Lytvinenko,
M.O. Kopan etc. Prominent scientists have played a vital
role in advancing the field of project portfolio management,
yet numerous challenges persist, given the rapid evolution
of the IT industry.

Objectives of the article

The article aims to investigate the compelling reasons
for transitioning to portfolio management for companies
with a focus on the implementation of IT projects. It
also explores both conventional and innovative methods
for shaping and managing project portfolios in IT
companies.
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The main material of the research

Today in any organization it is difficult to find a project
that would exist on its own, without interaction with other
projects. There is no cyclical nature in the business of
providing IT services - projects vary in duration, in essence,
and in the nature of the work. And the main resource is
specialists, for each of whom his education, qualifications,
experience, skills, knowledge, and project history are of
great importance.

Projects can be with a fixed time and cost, with
payment upon completion of work and materials spent,
with a dedicated team for a long period, or even with
the construction of a dedicated development center or
competence center. If the goal of managing an individual
project is to create a product on time and within budget,
then the goal of portfolio management is to obtain the
greatest return from the implementation of the complete
set of projects. In this regard, a deep study, awareness,
understanding and maximum optimization of the entire
range of issues in this area of activity to achieve effective
results is of particular importance. Let’s take a look at one
of IT companies.

The IT business unit faced a pressing need to swiftly
demonstrate the value-added services IT could offer in
project deliveries and in response to the business's service
requests. Adding to the complexity, there was a lack
of transparency regarding the total project costs and the
allocation of resources across the ongoing projects.

The primary challenge for the new chief information
officer (CIO) was to:

1. Guarantee that IT resources were directed toward
projects that brought tangible value to the business.

2. Establish the capability to track and report on the
progress and business benefits achieved by these projects.

3. The initiated organizational change, in response
to the business challenge, ultimately resulted in the
implementation of PMM for the unit [1].

The organization created four distinct programs
of work, each tailored to the specific needs of various
business units, following a matrix structure. Program
managers were appointed to oversee these programs, with
a primary focus on achieving immediate enhancements in
the following areas:

1. Introducing Senior Management to Project
Management's Value Proposition: The program
managers were tasked with familiarizing senior
management within the business units with the benefits
and value that effective project management brings to
the organization. This involved highlighting how project
management practices can contribute to the achievement
of strategic goals.
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2. Implementing Cost-Benefit Analysis for All
Projects: Another critical task involved the introduction of
cost-benefit analysis for all projects. This process aimed to
assess the potential returns and costs associated with each
project, helping to prioritize initiatives that offered the
greatest value and aligning project decisions with business
objectives.

Additionally, as an ongoing responsibility, the program
managers were assigned the following tasks:

* Enhancing project communications to ensure
effective information flow between IT and the Business
Units.

* Ensuring active involvement of stakeholders in
project planning and execution, improving collaboration
and buy-in.

* Enhancing project planning in coordination with
the Business Units to streamline project execution and
align with their specific needs and objectives.

Program Managers played a pivotal role as the primary
point of contact for communication with the business units,
serving as embedded representatives of the IT business unit
within these units. Their responsibilities encompassed both
immediate improvements and the ongoing advancement of
project management practices and collaboration [2].

IT Matrix Organisation: Capability / Programs

The organization organized its work into four distinct
programs, aligning them with specific business units,
following a matrix organizational structure. Program
managers were selected to lead these programs, with a
primary objective of promptly implementing enhancements
in the following areas:

1. Familiarizing Senior Management of Business
Units with the Value of Project Management: program
managers were tasked with introducing the senior
management of the business units to the benefits and
advantages of effective project management. This involved
demonstrating how sound project management practices
can contribute to the organization's success and strategic
objectives.

2. Introducing Cost-Benefit Analysis for All
Projects: Another critical objective was the introduction
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of cost-benefit analysis for all projects. This process aimed
to evaluate the potential returns and costs associated with
each project, enabling the prioritization of initiatives that
offered the greatest value and aligning project decisions
with the business's goals [3].

Additionally, as an ongoing responsibility, program
managers were mandated to:

* Enhance project communications to ensure
effective information flow between the IT department and
the business units.

* Ensure active stakeholder involvement in project
planning and execution, fostering collaboration and
support.

» Improve project planning processes in collaboration
with the business units, streamlining project execution and
aligning it with their specific needs and objectives.

Program managers played a pivotal role as the primary
contact points for communication with the business units
and were designated as the IT business unit representatives
embedded within the business units. Their responsibilities
encompassed both immediate improvements and the
continuous advancement of project management practices
and collaborative efforts (Fig. 1).

On the other side of the matrix, resource capabilities
were formed and resource managers appointed. Resources
are assigned at the request of project managers, who
manage these projects and are prioritized with the business
units to ensure focused completion of projects [3].

Opportunity Life Cycle

The opportunity life cycle was created to establish
standardized processes for managing all IT initiatives,
including projects, and to facilitate the evaluation of the
portfolio. A project approval and sanctioning process was
already in place and was being used for various initiatives,
including those related to IT. This existing process was
incorporated into the opportunity life cycle framework.

The opportunity life cycle serves as a model for
continuous enhancement of all IT initiatives, whether they
are initiated by the business units or the IT department itself.
It encompasses a wide array of activities, such as updating
IT infrastructure and renewing application software, among
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Figure 1 — IT Matrix Organisation

91



Financial Strategies of Innovative Economic Development. Ne 1 (61), 2024

others. Its purpose is to provide a structured approach to
managing and improving IT initiatives while ensuring
alignment with the organization's objectives (Fig. 2).

Build

Plan

Review

Propose

Figure 2 — The Opportunity Life Cycle

The opportunity life cycle has five phases:

1. Proposal Phase. In this phase the IT opportunity is
recorded and the expected business benefits and business
risks quantified and business-strategy alignment validated.

2. Planning Phase. In the Planning phase, approved
Proposals of Initiatives are planned in detail for execution.
Business benefits and risks are evaluated again based on
information obtained and generated in the planning phase.

3. Build Phase. The build phase is the project
execution phase, with benefit realization, project progress
and business risk mitigation being monitored.

4. Run Phase. IT service delivery is depicted in this
phase.

5. Refresh. Regular reviews on benefits of existing
systems and applications are depicted in the Refresh
phase [4].

Al IT initiatives will need to be consider and evaluated
based on the:

1. Business Principles that apply to the IT business unit

2. The Information and Communication Technology
(ICT) Architecture

3. The Infrastructure Architecture

4. The Applications Architecture

The introduction of the opportunity life cycle placed
a strong emphasis on the approval and authorization
procedures that precede the actual implementation
of IT-PPM. In essence, the processes outlined in the
opportunity life cycle serve as the foundation for the
implementation of IT-PPM. Therefore, it is essential to
delve into more comprehensive details regarding each of
the phases within the opportunity life cycle [5].

Opportunity Lifecycle Decomposition

The opportunity life cycle phases form the top of the
exhibit and details of each phase are recorded under the
phase.

An opportunity life cycle phase is made up of four
aspects:

* Phase Responsibility. The responsible person for
conducting and completing the phase.
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» Key Elements of the phase. These key elements are
prescribed.

» Phase Acceptance Criteria are used for each phase
deliverable and completion of the phase. Approval to
proceed allows for the initiative to proceed to the next
Phase.

* Portfolio Performance Criteria include the
evaluation criteria for all initiatives combined. This aspect
forms the basis for the performance criteria of all work
effort expended on initiatives within a phase. For example
an assessment is made as to whether the performance of
all activities for a particular phase provides the business
benefits that are expected.

Two elements of the opportunity life cycle
decomposition are expanded on to explain the usage of the
opportunity life cycle processes and procedures:

a. The first recording of the opportunity and the initial
Assessment.

b. Status Changes of the opportunity life cycle.

It is seen as important that all opportunities are
recorded at the time that these Opportunities become
known to the IT business unit (through the IT Program
Manager) and that no opportunity selection is made
outside the formal phase work effort. The recording of
the opportunity assumes that every opportunity needs
to be assessed in the formally prescribed process. Each
recorded Opportunity must be supported by the Sponsor,
who is the responsible individual from the business unit
that will benefit from the opportunity. An alignment with
the business-strategy is not required at this stage in the
process so that new opportunities are not curtailed by
assumed constraints thus allowing for entrepreneurial
activities or new industry developments to become
considered in the process.

The Scope of the opportunity recording is limited
to a mutually agreed and understood description of
the opportunity including an overview of the Business
Benefits and Risks that are attached to the opportunity. The
opportunity description must also include a description of
the current situation and the benefits and risks attached
to not following through with the proposed opportunity.
The description of the current situation with respect to the
Opportunity is required to ensure that the assessment of the
opportunity includes the “do nothing” option [5].

The Initial Assessment of the Recorded Opportunity,
whether or not the Opportunity should proceed to the
Proposal Phase is based on:

* The expected Business Benefit and the Business
Risks that are attached to the Opportunity.

* The Business Risks that are attached to not following
through with the Opportunity to the Proposal phase.

Whether or not a Status Change from one phase of the
Opportunity Life Cycle to the next phase is followed through
is dependent on two sets of criteria. Firstly, the Description
and Benefit / Risk Analysis must be accepted and agreed.
This agreement on the Description of the Opportunity and
the veracity of the information is assessed in a walkthrough
with the respected responsible individuals involved. At the
highest level, the CIO and the Business Sponsor must be in
agreement on the Opportunity Description and Benefits /



Financial Strategies of Innovative Economic Development. Ne 1 (61), 2024

Risks of the Opportunity. Without this agreement there is
no basis to proceed with the Opportunity to the next phase.

Secondly, the Approval to Proceed to the next phase of
the Opportunity Life Cycle is based on a relative position
of the opportunity amongst all other opportunities, on
availability of resources that are required for the next
phase and the forward commitment of resources that is
made already for other opportunities. For example if the
forward commitments on accepted opportunities show
that a project will over-commit available resources then
an assessment needs to be made as to the relative position
of the opportunity in all other phases of the opportunity
life cycle. Thus, whether or not an opportunity proceeds
to the next phase should also consider whether the
Opportunity will be able to complete all phases of the life
cycle and will not be stalled in subsequent phases because
of lack of resources.
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Conclusions

The challenges outlined in the article primarily pertain
to IT companies in stages of growth and development. The
move toward a systematic portfolio project management
approach represents a natural evolution in the organization's
management structure, akin to the shift from a matrix-
based system to a project-based management system. It
is of paramount importance to establish clear criteria for
project selection and removal within the portfolio.

The research's scientific and theoretical contribution
lies in the creation of a novel definition for “project
portfolio” in the realm of Information Technology.
Furthermore, the study has advanced the methodology
surrounding the optimization of project portfolio
management in IT industry companies, both in theoretical
and practical terms.
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