
 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Example screen shots and product functionality are based on the Project 2010 Beta. Actual 

requirements and product functionality may change with the final release of the commercially available 

product and also may vary based on your system configuration and operating system. 

Information in the document, including URL and other Internet Web site references is subject to change 

without notice. Except as expressly provided in any written license agreement from Microsoft, the 

furnishing of this document does not give you a license to any patent, trademarks, copyrights, or other 

intellectual property that are the subject matter of this document. 
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Microsoft® Enterprise Project Management (EPM) 

Solution 

Microsoft Project 2010 
Over the past century, the discipline of project management has evolved to meet the organizational 

requirements of diverse industries and to take advantage of new technologies (see Figure 1). Today, 

project and portfolio management helps organizations improve visibility and control across varied 

portfolios, align spending with strategic priorities, and drive team collaboration to deliver projects on 

time and within budget. 

 

CƛƎǳǊŜ мΦ ¢ƘŜ ŜǾƻƭǳǘƛƻƴ ƻŦ ǇǊƻƧŜŎǘ ƳŀƴŀƎŜƳŜƴǘ ƳŜǘƘƻŘƻƭƻƎƛŜǎ 

As customer requirements and technology have evolved, in turn, Microsoft® Project has grown from the 

most recognized desktop scheduling and resource management tool into a unified PC and Web-based 

project and portfolio management (PPM) solution. Microsoft Project 2010 continues the evolution and 

is arguably the most significant release of Project in over a decade. Project 2010 delivers new and 

innovative capabilities across the Microsoft Project family of products: Project Server 2010, Project 

Professional 2010, and Project Standard 2010. 

Microsoft Project 2010 offers flexibility and choice by providing tailored work management solutions for 

individuals, teams, and the enterprise. Microsoft recognizes that there is no such thing as a one-size-fits-

all PPM solution, and Project 2010 reflects this. Effective PPM solutions need to provide organizations of 

different sizes and maturity levels with the right tools to ensure that teams can successfully collaborate 

to deliver projects on time and realize their anticipated return on investment (ROI). A small or mid-size 
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company is likely to have different PPM requirements than a multinational organization. Even 

departments within a large organization might have divergent PPM requirements; for example, a 

marketing team might not require the same rigor in a PPM solution as an IT business unit. The flexible 

approach of Microsoft Project 2010 helps ensure that organizations can select the right tools, at the 

right scale, to meet their current and future business requirements on any level. 

The architectural improvements implemented in Microsoft Office Project 2007 provided a strong 

foundation for the innovative and advanced capabilities in Project 2010. Building on these capabilities, 

Project 2010 provides executives, portfolio analysts, managers, and team members with productivity 

tools to effectively manage all work throughout its life cycle, and to ensure alignment with an 

ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ōǳǎƛƴŜǎǎ ǎǘǊŀǘŜƎȅΦ 

Project 2010 offers enhancements in the following investment areas (see Figure 2): 

Á Unified Project and Portfolio Management 

Á Simple and Intuitive User Experience 

Á Enhanced Collaboration and Reporting 

Á Scalable and Connected Platform 

CƛƎǳǊŜ нΦ aƛŎǊƻǎƻŦǘ tǊƻƧŜŎǘ нлмл ƛƴǾŜǎǘƳŜƴǘ ŀǊŜŀǎ 
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Unified Project and Portfolio Management 
In Microsoft Project 2010, the best-in-class portfolio management techniques in Microsoft Office Project 

Portfolio Server 2007 are incorporated into Project Server 2010, and provide a single-server platform 

with end-to-end PPM capabilities to support strategic planning and project execution. The unified 

solution helps organizations achieve the following business goals: 

Á Simplify Project Initiation and Business Case Development: Project Server 2010 streamlines and 

centralizes project capture and initiation with a new demand management module, and provides 

customizable governance workflows to ensure that projects are guided by the appropriate controls 

throughout their life cycles. 

Á Select Project Portfolios That Align with Strategic Priorities: Project Server 2010 helps 

organizations select projects that align with their business priorities by providing techniques to 

objectively prioritize business strategy, score competing projects, and run what-if analyses under 

diverse budgetary constraints. 

Á Maximize Resource Utilization and Control: The new capacity planning module in Project Server 

2010 helps analysts effectively manage resources by proactively identifying surpluses and deficits 

and rescheduling proposed projects to maximize available resources. 

Simple and Intuitive User Experience 
Organizations use a variety of tools to plan and manage different types of projects. Project 2010 offers 

the right tools to support all types of projects, and the right blend of power and flexibility for both the 

professional and the occasional project manager. 

Á Microsoft Office Fluentϰ User Interface: Quickly realize results and work more efficiently with the 

simple and intuitive Ribbon, part of the Office Fluent interface, so that the tools you need for 

planning and managing your project are always at your fingertips. Contextual menus reveal powerful 

features, so it is easier to get started and reduce training costs. 

Á Simplified Scheduling: Project 2010 puts you in control. User-controlled scheduling brings together 

the flexibility and ease of use of a tool like Microsoft Excel® 2010, with the power of the Project 

scheduling engine, to better support project managers at all levels. 

Á Intuitive Timeline View: Effectively communicate the schedule using the intuitive Timeline view. 

Quickly publish key tasks and milestones in a concise Timeline view, and then easily copy the 

timeline into Microsoft Office applications, such as Microsoft Outlook® and Microsoft PowerPoint®, 

to enhance communication. 

Á Visual Team Planner: Project Professional 2010 includes an interactive module to help you more 

effectively visualize and manage resources. Using this resource-centric view, you can move 

assignments by dragging, quickly identify and resolve overallocations, and view task status 

information. 
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Á Web-Based Project Editing: Project Server 2010 brings the power of Project Professional 2010 to 

the browser with Web-based project editing. You can easily build or edit your project online, 

anywhere you are working. 

Enhanced Collaboration and Reporting 
Project 2010 recognizes the importance of team collaboration in successfully delivering projects, and the 

key role that reporting plays in maintaining transparency and control across project portfolios. 

Á Sync with SharePoint: Enhance workgroup collaboration by publishing Project Professional 2010 

schedules to Microsoft SharePoint® Foundation 2010 (formerly Windows® SharePoint Services) task 

lists; implement round-trip synchronization so team members can receive and update project tasks 

using SharePoint. 

Á Built on SharePoint Server 2010: Microsoft Project Server 2010 is built on Microsoft SharePoint 

Server 2010, so it combines powerful business collaboration platform services with structured PPM 

capabilities to provide flexible work management solutions for teams of all sizes. 

Á Experience the Microsoft Business Intelligence (BI) Platform: Project 2010 integrates the strength 

and depth of the Microsoft BI platform so you can easily create reports and powerful dashboards 

using Microsoft Excel Services, PerformancePoint® Services, Visio® Services, SQL Server® Reporting 

Services, and more. 

Á Time Reporting Enhancements: Save time and unify task status updates and timesheet submissions 

using Single Entry Mode. 

Scalable and Connected Platform 
The improvements in Project 2010 make the solution easier to administer. Enhanced connection with 

related Microsoft technologies provides a familiar and connected work management solution that 

continues to evolve the scalable and extensible platform, and offers organizations: 

Á Simplified Administration: New and improved administration capabilities in Project Server 2010 

make it easier than ever for Project Management Offices (PMOs) and IT pros to successfully 

configure and manage the Microsoft Enterprise Project Management (EPM) Solution. 

Á An Efficient Work Management Platform: Project 2010 connects with familiar Microsoft 

technologies like Office 2010, Exchange Server, and SharePoint Products and Technologies to 

provide powerful work management capabilities delivered using familiar tools. 

Á Enterprise Scalability and Performance: Project 2010 builds on the scalability investments in Office 

Project 2007; it offers 64-bit compatibility to ensure that the solution continues to meet and exceed 

enterprise performance requirements. 

Á An Extensible and Programmable Solution: Improvements to the Project application programming 

interface (API), Project Server Interface (PSI), and integration with SharePoint Server 2010 and Visual 

Studio® 2010 give developers a robust development platform for rapidly building and deploying 

custom solutions that integrate with line-of-business (LOB) systems.  



 

Microsoft EPM Solution Guide |11 

Microsoft Enterprise Project Management (EPM) Solution 
 

ά! ŎƻƳǇǊŜƘŜƴǎƛǾŜ tta ǘƻƻƭ ƛƴǾŜǎǘƳŜƴǘ ƛǎ ƭƛƪŜƭȅ ǘƻ ǇǊƻǾƛŘŜ ŀƴ whL ƻŦ ƳƻǊŜ ǘƘŀƴ нрл҈έ όCƻǊǊŜǎǘŜǊΥ ¢ƘŜ 

ROI of Project Portfolio Management Tools, May 2009) 

In the present economic climate, organizations are working with shrinking budgets; they have to be 

judicious about where they spend their money and how they allocate resources. Organizations are 

looking for PPM tools to help reduce costs, drive efficiencies, and ultimately, to help plant the seeds to 

grow their business (see Figure 3). 

 

CƛƎǳǊŜ оΦ tta ŎŀǇŀōƛƭƛǘƛŜǎ ǘƘŀǘ ǘƘŜ aƛŎǊƻǎƻŦǘ 9ta {ƻƭǳǘƛƻƴ ŀŘŘǊŜǎǎŜǎ 

The Microsoft Enterprise Project Management (EPM) Solution is a flexible, end-to-end PPM platform, 

used by organizations across a broad variety of industries to automate primary PPM processes. The EPM 

Solution helps organizations accomplish the following business imperatives: 

Á Intuitively capture all requests within a central repository, and manage them using governance 

workflow ς Demand Management 

Á Objectively prioritize, optimize, and select project portfolios that best align with the organiȊŀǘƛƻƴΩǎ 

business strategy ς Portfolio Selection and Analytics 

Á Proactively and reactively manage resources throughout the project life cycle ς Resource 

Management 
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Á Easily create and communicate both simple and complex project schedules ς Schedule 

Management 

Á Control and measure project and portfolio financial performance ς Financial Management 

Á Simplify the collection of time and task status updates from team members ς Time and Task 

Management 

Á Better connect disparate teams to share information and drive collaboration ς Team 

Collaboration 

Á Identify, mitigate, and communicate issues and risks that could adversely affect project success ς 

Issues and Risk Management 

Á Effectively measure project performance and gain visibility and control across all portfolios ς 

Business Intelligence and Reporting 

Á Initiate, plan, and deliver strategic programs ς Program Management 

This guide provides an overview of how the new and existing capabilities in the Microsoft EPM Solution 

supports the PPM capabilities listed here, and in Figure 3. 

The Microsoft EPM Solution is recognized by industry analysts as a leading PPM solution. In 2007, 2008, 

and 2009 the Microsoft EPM Solution was named ŀ ƭŜŀŘŜǊ ƛƴ DŀǊǘƴŜǊΩǎ Magic Quadrant for IT Project 

and Portfolio Management (ITPPM), and is recognized by IDC as a leading product life-cycle 

management (PLM)/new product development (NPD) solution. 

The Microsoft EPM Solution includes the following products from the Project 2010 family, to provide a 

comprehensive PC- and Web-based PPM solution (see Figure 4). 

Á Microsoft Project Server 2010: Microsoft Project Server 2010 brings together the business 

collaboration platform services of SharePoint Server 2010 with structured execute capabilities to 

provide flexible work management solutions. Project Server 2010 unifies project and portfolio 

management to help organizations align resources and investments with business priorities, gain 

control across all types of work, and visualize performance using powerful dashboards. 

Á Microsoft Project Professional 2010: Project Professional 2010 delivers powerful, visually enhanced 

ways to simplify planning, collaboration, and resource management so managers can successfully 

tackle all types of projects. Connecting Project Professional 2010 with Project Server 2010 ensures 

that organizations can realize the added business benefits of unified PPM. 
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CƛƎǳǊŜ пΦ aƛŎǊƻǎƻŦǘ 9ta {ƻƭǳǘƛƻƴ ŀǊŎƘƛǘŜŎǘǳǊŜ 

 



 

Microsoft EPM Solution Guide |14 

Demand Management 
Demand management offers a unified view of all work in a central location. Its purpose is to quickly help 

organizations gain visibility into projects and operational activities; standardize and streamline data 

collection; enhance decision making; and subject initiatives to the appropriate governance controls 

throughout their life cycles. 

The Microsoft EPM Solution provides flexible demand management capabilities to help organizations 

accomplish the following: 

Á Build governance workflows to subject different types of work requestsτfor example, a help desk 

ticket, or a project of any sizeτto the appropriate controls throughout the life cycle of the issue or 

project. 

Á Standardize and streamline data collection by using configurable forms and business case 

templates. 

Á Capture all requests in a central repository to enhance visibility. 

Governance 
Governance can generically be described as the rules, processes, and laws under which businesses are 

operated, regulated, and controlled. In the context of PPM, governance provides a best-practice 

framework and set of guidelines to effectively create, control, and deliver all types of work, enhance 

ŀŎŎƻǳƴǘŀōƛƭƛǘȅΣ ŀƴŘ ƻǇǘƛƳŀƭƭȅ ŀƭƛƎƴ ǎǇŜƴŘƛƴƎ ǿƛǘƘ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘǊŀǘŜƎƛŎ ƛƳǇŜǊŀǘƛǾŜǎΦ DƻǾŜǊƴŀƴŎŜ 

processes are continuously refined based on empirical data and lessons learned to improve process 

velocity and time to market, while assuring the quality of the products, processes, or services delivered. 

Establishing effective governance processes help organizations meet the following demand 

management needs. 

Á Effectively communicate and realize business strategy. Governance processes provide a blueprint 

for an organization to successfully communicate, implement, and realize its business strategy. Best-

practice ǇǊƻŎŜǎǎŜǎ Ƴǳǎǘ ŦƛǊǎǘ ŎƻƴǎƛŘŜǊ ǘƘŜ ōǳǎƛƴŜǎǎΩǎ ǎǘǊŀǘŜƎƛŎ ŘƛǊŜŎǘƛƻƴΣ ŀƴŘ ǘƘŜƴ ǇǊƻǾƛŘŜ ŀ 

framework for selecting the right initiatives and improving project delivery to maximize ROI. 

Á Subject varying initiatives and work to the right level of controls. Organizations need to define the 

right processes to effectively control all types of workτproject and operationalτand related 

activities, including issues, risks, and change requests, without introducing excessive bureaucracy 

that will negatively affect time to market and employee morale. 

Á Drive accountability and traceability. Establishing formal checkpoints within the governance 

processes and identifying individuals with the appropriate approval authority helps drive 

accountability and increase awareness, and provides an auditable record of all investment decisions. 
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Á Better identify and comply with regulatory requirements. Governance can help organizations 

identify, anticipate, and respond to industry standards and regulatory requirements. This reduces 

the risk of costly fines, negative press, or even criminal proceedings. 

Á Unify disparate lines of business by using enterprise processes. Often, departments within 

organizations essentially operate in silos and, in effect, self-govern. Establishing enterprise 

governance standards will break down division walls and improve efficiency, communication, and 

transparency across the organization. 

Á Drive governance acceptance and adoption through education and communication. The success of 

PPM governance processes can be measured by their adoption, in addition to other metrics. 

Effective communication to educate employees and demystify the process is essential to driving 

adoption of and satisfaction with governance processes. 

Á Refine governance processes to improve business results. The processes that comprise the 

governance framework should undergo regular evaluation, and then be refined based on empirical 

data and lessons learned. By analyzing processes, analysts can identify and resolve bottlenecks to 

improve forward movement without affecting quality or bypassing required organizational controls. 

The Microsoft EPM Solution gives organizations the tools they need to help them define, standardize, 

communicate, and enforce governance processes to control all types of work, project and operational, 

throughout the life cycle of any initiative. A workflow platform that is both rich and flexible makes it 

easy to define the right level of controls in any organization. 

Project Server 2010 governance capabilities help PMOs quickly define and automate multiple workflows 

to manage different types of projectsτfor example, business projects, as opposed to IT projectsτ

throughout project life cycles, and create event-driven workflows to control other activities: issue and 

risk management, change management, document approval, and so on. A Project Server 2010 workflow 

is primarily composed of a set of sequential stages that represent the main steps within the life cycle of 

a project (see Figure 5). 

CƛƎǳǊŜ рΦ 9ȄŀƳǇƭŜ ƻŦ ǎǘŀƎŜǎ ƛƴ ŀƴ ŜƴŘ-ǘƻ-ŜƴŘ ǿƻǊƪŦƭƻǿ 

Each workflow stage includes a list of deliverables to be completed before the project can successfully 

ƳƻǾŜ ŦƻǊǿŀǊŘ ƛƴ ǘƘŜ ǿƻǊƪŦƭƻǿΦ CƻǊ ŜȄŀƳǇƭŜΣ ŘŜƭƛǾŜǊŀōƭŜǎ ŜŀǊƭȅ ƛƴ ŀ ǇǊƻƧŜŎǘΩǎ life cycle could include 

various Web-based forms that contain metadata that relate to the business case or project charter. 

These could include project information, cost estimates, resource estimates, strategic impact 

assessments, and so on. Ultimately, the workflow controls what deliverables and forms are displayed at 

each stage and the actions that need to be takenτit can even specify required fields to be completed. 
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When a user completes a stage, the workflow performs the necessary data validation to ensure that all 

deliverables have been satisfactorily completed before moving the project to the next stage. 

Governance phases in Project Server 2010 provide a common language across projects managed by 

different workflows that PMOs can use to aggregate data to facilitate enterprise reporting. Project 

Server 2010 drives accountability and traceabilityτPMOs can add checkpoints or gates within the 

workflow, to ensure that stakeholders with proper approval authority are notified when an initiative 

reaches a decision point. Project Server 2010 provides support for different types of approval 

techniques, including for individuals and groups, and sequential approvals to accommodate a wide 

range of process types and scenarios. Workflow notifications are conveniently published in the 

Workflow Approvals view in Project Server 2010, accessible from the left menu bar. When they receive 

an approval notification, a stakeholder can review the corresponding deliverables and then approve or 

reject the project, in addition to capturing comments (see Figure 6). 

CƛƎǳǊŜ сΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς ²ƻǊƪŦƭƻǿ !ǇǇǊƻǾŀƭ ǘŀǎƪ 

Project Server 2010 maintains a simple log of all approvals to provide an auditable history of investment 

decisions. Approval gates provide validation steps to help organizations drive accountability, increase 

awareness, and effectively comply with compliance regulations. 

In addition to individual notifications, Project Server 2010 dedicates a Proposal Stage Status page to 

each project, designed to provide a single portal for all workflow information, and to intuitively guide 

users through the workflow (see Figure 7). The page effectively communicates the main stages and 

deliverables included in the workflow, and assists with driving adoption and acceptance of the process. 

The governance page displays: 

Á The name of the current workflow stage that the project is in. 

Á The status of each deliverable required to be completed for the current phase. 

Á A table of all stages in the workflow, with their corresponding deliverables. 

Á Approval and rejection comments. 
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The Project Server 2010 Proposal Stage Status page simplifies the workflow process, so it is easy for 

team members to identify the deliverables that they have to complete and easily find the right Project 

forms or views. 

CƛƎǳǊŜ тΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς tǊƻǇƻǎŀƭ {ǘŀƎŜ {ǘŀǘǳǎ ǇŀƎŜ όbƻǘŜ ǘƘŀǘ ǘƘƛǎ ǎŎǊŜŜƴ ǎƘƻǘ ƛƴŎƭǳŘŜǎ ŀ ŎǳǎǘƻƳ ǿƻǊƪŦƭƻǿ ƎǊŀǇƘƛŎύ 

Project Server 2010 workflow capabilities can help PMOs establish, communicate, and enforce an 

enterprise governance framework to unify disparate lines of business and drive efficiencies and 

transparency across the organization. Project Server 2010 includes a sample workflow that can be 

ŜȄǘŜƴŘŜŘ ƻǊ ŎǳǎǘƻƳƛȊŜŘ ǳǎƛƴƎ ±ƛǎǳŀƭ {ǘǳŘƛƻ ǘƻ ƳŜŜǘ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǳƴƛǉǳŜ ǊŜǉǳƛǊŜƳŜƴǘǎΦ ¢ƘŜ 

powerful workflow infrastructure in Project Server 2010 gives PMOs the tools to model both simple and 

complex best-practice processesτfor example, Project Management Body of Knowledge (PMBOK), 

Prince 2, or agile project management methodologies. In addition, these tools facilitate integration with 

LOB systems, and help PMOs easily refine workflows to improve performance based on lessons learned 

and empirical data. 

In addition to project life cycle controls, Project Server 2010 provides support for more granular 

activities and a variety of planning methodologies. Specific events and processes, such as issues and risk 
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management, change management, status reporting, and document review and approval can be better 

controlled by using event-driven workflows. 

Organizations use a variety of planning methodologies to help ensure that they select and deliver the 

right initiatives. Project Server 2010 supports the following planning methodologies. 

Á Annual Planning: An organization proactively undertakes an extensive analysis to identify, select, 

and fund all projects to be delivered in the next fiscal year. 

Á Just-in-Time (JIT) Planning: An organization convenes recurring portfolio selection meetings, usually 

quarterly, to analyze new requests and to reassess the strategic alignment of projects already 

ǳƴŘŜǊǿŀȅ ǘƻ ƳŀȄƛƳƛȊŜ ǘƘŜ ǇƻǊǘŦƻƭƛƻΩǎ whLΦ 

Á The Hybrid Model: Combines the best of annual and JIT planning. Organizations proactively select 

projects for the upcoming year, but in addition, hold recurring selection events to refine the 

portfolio throughout the year. 

Work Initiation and Business Case Development 
For an organization, demand can include all requests for different types of project and non-project work 

that potentially will consume organizational funds or resources. Project requests can flood into an 

organization through a variety of structured and informal sources: customer requests, hallway 

conversations, e-mail exchanges, executive decisions, and business maintenance activities, for example. 

The varied nature and form of project requests can make it difficult for PMOs to gain visibility and 

control of initiatives across the enterprise. By capturing all requests in a central location and 

standardizing the collection of metadata and metrics, organizations can quickly gain visibility across all 

requests and ongoing projects to help improve decision making and ensure that they are working on the 

initiatives that are right for the organization. 

Formalizing the project initiation process helps organizations accomplish the following: 

Á Gain visibility by centralizing collection of demand. By simply capturing all project requests in a 

central repository, PMOs can immediately gain visibility across portfolios, making it easy to identify 

and eliminate duplicate or overlapping initiatives. Capturing both proposed and in-flight projects in a 

single location helps analysts quickly assess the effect of demand on budget and on the resource 

pool. 

Á Standardize metadata and metrics to drive consistency. One of the most important steps in 

successfully managing project portfolios is standardizing project metadata and metrics across all 

types of projects. Inconsistent metadata and metrics make it impossible to drive enterprise 

reporting and to effectively compare and contrast competing project requests. 

Á Streamline data collection improves cycle times. Providing a single location and best-practice 

template for capturing new requests provides an intuitive and repeatable framework that drives 

efficiency and reduces the time it takes to create and submit both simple and complex requests. 

Á Achieve enterprise consistency while providing line-of-business (LOB) autonomy. There is no such 

thing as a one-size-fits-all project initiation process. In many organizations, different departments 
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operate independently and have customized initiation processes and business case forms. A 

common challenge for a PMO is to define processes and templates that provide enterprise 

standardization and control, while giving business partners in the organization a feasible level of 

freedom and autonomy. 

Á Interoperate with LOB systems. Requests can come from anywhere within or outside of the 

organization and might reside in specialized systemsτfor example, in a Customer Relationship 

Management (CRM) or service management system. Integration with LOB systems is critical for 

consolidating all work in a central repository to enhance awareness, formalize decision making, and 

assess the effect of project proposals on scarce resources. 

The unified PPM capabilities of Project Server 2010 provide a flexible framework for capturing, selecting, 

and delivering all types of work, from simple tasks to complex projects and programs. Project Server 

2010 extends Project Portfolio Server 2007 to create a solution that offers organizations a dedicated 

demand management interface, standardizes the collection of all work, and provides visibility and 

control across the organization. 

Capture All Requests in a Central Repository 
Project Server 2010 offers flexible new project initiation capabilities to provide visibility across all 

portfolios by capturing requests and managing in-flight projects in a central repository. Consolidating all 

requests and projects that are already underway in a single location provides executives with 

transparency across all investments, so it is easier to assess the impact on scarce resources and select 

the right initiatives for the organization to fund and complete. The Project Center view in Project Server 

2010 helps to ensure that users can create flexible scorecards to better visualize and report across 

portfolios and throughout the project life cycle. Project Center can be configured to provide a demand 

management scorecard (see Figure 8) that reinforces the benefit of capturing all projects and work 

requests in a central repository. The scorecard shows projects grouped by multiple dimensionsτfor 

example, workflow stage and departmentτand includes relevant metadataτdates, cost, system health, 

and so onτin columns to convey the status of all initiatives from inception to completion. 
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CƛƎǳǊŜ уΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς tǊƻƧŜŎǘ /ŜƴǘŜǊ ǎŎƻǊŜŎŀǊŘ 

Requests come from a variety of sources and can be initiated in and reside in specialized systems. To 

support this diversity of input, Project Server 2010 provides a comprehensive API, Project Server 

Interface (PSI), to consolidate requests entered into other productivity tools and LOB systems alongside 

requests created directly in Project Server 2010. 

Standardize and Simplify Data Collection Across the Enterprise 
Centralizing all requests in a single location is the first, important step to enhanced visibility and control. 

However, without standardizing metadata and metrics across projects, it becomes difficult to accurately 

undertake a comparison of competing investments and to facilitate enterprise reporting. 

The new project initiation platform in Project Server 2010 helps organizations standardize the initiation 

process, capture all types of requests, and develop simple to complex business cases. The main 

capabilities that comprise the new project initiation platform in Project Server 2010 are Enterprise 

Project Types (EPTs), or project templates; Project Detail Pages (PDPs), which are online forms; and 

governance workflows. To appreciate the flexibility of the platform, it is important to understand how 

these capabilities work together. 
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Á Enterprise Project Types (EPTs) are project templates that represent various types of projects and 

non-project work within the portfolio. For example, you could create an EPT to represent a software 

development project or a marketing campaign. 

Á Project Detail Pages (PDPs) are configurable online forms used to collect or display project 

information: descriptive data, cost estimates, strategic impact assessments, and so on. 

Á Governance workflows subject each project template to the appropriate controls throughout its life 

cycle and determines which online forms are displayed at each stage in the project life cycle. 

Project Server 2010 makes it easy to get started by providing example project types and project detail 

pages, and a sample workflow; all capability types present an intuitive administration interface for 

creating custom project types ŀƴŘ ƻƴƭƛƴŜ ŦƻǊƳǎ ǘƻ ƳŜŜǘ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǳƴƛǉǳŜ ƴŜŜŘǎΦ ¢ƘŜ tah Ŏŀƴ 

create a new project type using the administration interface by completing a simple form, which 

includes the following tasks (see Figure 9). 

Á Capture an EPT name and enter a description. 

Á Select a governance workflow: The workflow will subject the project to the appropriate controls 

throughout its life cycle. 

Á Associate the project type with a custom Project Site template: Each project type can have a custom 

workspace to enhance team collaboration and communication. 

Á Link to the appropriate departments: Each project type can be global or it can be associated with 

individual departments within the organization. 

Á Choose a best-practice project plan template: Associate a best-practice project plan, including 

predefined phases, tasks, and resource assignments, with a project template. 

Á Specify an initiation form: This form is displayed when a user selects the project type when creating 

a new work request. 
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CƛƎǳǊŜ фΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς 9ƴǘŜǊǇǊƛǎŜ tǊƻƧŜŎǘ ¢ȅǇŜ ŘŜŦƛƴƛǘƛƻƴ ŦƻǊƳ 

After publishing the project type, the template name will be displayed in the list of available project 

types when a user clicks the New button in the wizard-like Project Center (see Figure 10). As indicated 

earlier, project types can be globalτthat is, associated with and available to all departmentsτor linked 

to specific departments within the organization. This flexibility helps PMOs control the project types that 

are displayed for each department, ensuring that employees see only the types that are relevant to their 

LOB. 
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CƛƎǳǊŜ млΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς tǳōƭƛǎƘŜŘ ǇǊƻƧŜŎǘ ǘŜƳǇƭŀǘŜǎ 

Project Server 2010 integrates the SharePoint Server 2010 extensible Web part infrastructure, so it is 

easy to build a library of configurable online forms, or Project Detail Pages, that can include custom 

fields and Web parts. An administrator can simply create a new form by choosing the required custom 

fields and arranging them within the Web part (see Figure 11). 

 

CƛƎǳǊŜ ммΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς 9ƴǘŜǊǇǊƛǎŜ ŎǳǎǘƻƳ ŦƛŜƭŘǎ ²Ŝō ǇŀǊǘ 

More complex forms such as risk questionnaires, cost estimate worksheets, and benefit estimate 

worksheets can be built by using Microsoft InfoPath® Forms Services or Office Web Apps, and then being 
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included in the project business case. This flexibility helps the PMO define various forms associated with 

business cases for different types of projects while ensuring that key metadata is standardized across 

requests to facilitate enterprise reporting. 

After creating the required online forms, an administrator simply links the forms to the stages within the 

appropriate governance workflow. The workflow accomplishes the following: 

Á Determines which online forms are displayed at each stage in the project life cycle. 

Á Dictates the configuration of individual fields within the form; for example, it can specify whether a 

field is mandatory, or whether a field should be editable or read-only. 

Á Performs data validation to ensure that the form has been correctly completed or to assess whether 

all deliverables have been completed before the request can progress to the next stage in the 

workflow. 

As demonstrated by this overview, Enterprise Project Types, Project Detail Pages, and governance 

workflow capabilities work together to control and standardize the project initiation process, while 

providing the PMO with the flexibility to meet custom LOB requirements and maintain enterprise 

standards. 

PMOs can enter new requests in Project Server 2010 in the new Project Center view. The Project Center 

provides a single, wizard-like interface for initiating all types of work, thereby streamlining the project 

initiation process. Submitting a new request is easy: on the Project tab in the Office Fluent Ribbon in 

Project Server 2010, simply click the New button. Select the appropriate project type from the list (see 

Figure 10), and the corresponding request form appears (see Figure 12). 

 

CƛƎǳǊŜ мнΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς tǊƻǇƻǎŀƭ wŜǉǳŜǎǘ CƻǊƳ 
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After completing the request form, save and publish the project. If the project type has been associated 

with a governance workflow, the project is subject to the controls and business logic already associated 

with the workflow. The workflow dictates what happens next. The request could be routed through an 

initial approval checkpoint or it could simply move to another stage that includes additional forms and 

deliverables to be completed by the project team. 

On the Proposal Stage Status page in Project Server 2010, you can clearly see the required forms and 

deliverables to be completed for the current stage in the workflow (see Figure 13). 

 

CƛƎǳǊŜ моΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς tǊƻǇƻǎŀƭ {ǘŀƎŜ {ǘŀǘǳǎ ǇŀƎŜ 

To complete the required forms, simply click a form in the left menu bar, or you can choose to 

sequentially step through the forms using the wizard-like settings in the Ribbonτthat is, using the Next 

button and the Previous button (see Figure 14). The intuitive and familiar interface helps effectively 

communicate the governance process, educate users, simplify data entry, and improve adoption and 

end-user satisfaction. 



 

Microsoft EPM Solution Guide |26 

 

CƛƎǳǊŜ мпΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς bŜȄǘ ŀƴŘ tǊŜǾƛƻǳǎ ōǳǘǘƻƴǎ ƻƴ ǘƘŜ tǊƻƧŜŎǘ ǘŀō 
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Portfolio Selection and Analytics 
In uncertain economic times, many executives are being asked to do more with less. Pressure to reduce 

or maintain budgets is driving sharper scrutiny of discretionary spending, and increases the importance 

of effectively identifying, selecting, and delivering project portfolios that best align with an 

ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ōǳǎƛƴŜǎǎ ǎǘǊŀǘŜƎȅ ŀƴŘ ǘƘŀǘ ƳŀȄƛƳƛȊŜ whLΦ .Ŝǎǘ-practice portfolio selection techniques 

provide a handshake between value optimizationτthat is, alignment with business priorities and 

maximizing ROIτand resource utilization, or understanding resource capabilities and availability. 

Together, they help PMOs recommend not only which projects to undertake, but to forecast when 

projects can be delivered. 

Aligning spending with business strategy can be very subjective. It is made less so if organizations adopt 

structured techniques for defining, prioritizing, and communicating business imperatives, and 

consistently evaluate each competing initiative that contributes to strategic priorities. Adopting a 

structured process enforces a rational rather than emotional approach to decision making, and in 

addition, ensures that projects are funded based on business ǇǊƛƻǊƛǘƛŜǎ ǊŀǘƘŜǊ ǘƘŀƴ ƻƴ ŀ άŦƛǊǎǘ-come, 

first-ǎŜǊǾŜŘέ ōŀǎƛǎΦ 

Adopting structured portfolio selection processes and techniques helps organizations accomplish the 

following: 

Á Define and communicate the business strategy. Many organizations publish mission statements 

and high-level strategic objectives. Few of them, however, break down their strategy into 

actionable, measurable, and discrete business drivers. Defining and effectively communicating the 

business strategy in actionable terms provides a blueprint that can be understood and implemented 

by departments throughout the organization. 

Á Drive executive consensus around business driver priorities. Objectively prioritizing the business 

strategy and driving executive consensus is one of the most important steps in selecting the 

portfolio. Executives from different functional areas naturally will have different opinions on the 

ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘǊŀǘŜƎƛŎ ǇǊƛƻǊƛǘƛŜǎΦ hǾŜǊŎƻƳƛƴƎ ǘƘŜǎŜ ŘƛǎŎǊŜǇŀƴŎƛŜǎ ŀƴŘ ŘǊƛǾƛƴƎ ŎƻƴǎŜƴǎǳǎ ƘŜƭǇ 

organizations more effectively assess competing initiatives and select the optimal portfolio. 

Á Objectively prioritize competing projects from multiple dimensions. With potentially hundreds of 

competing project requests coming in, it can quickly become difficult to see the forest for the trees. 

Prioritizing projects by using a variety of value measurementsτfor example, strategic value, 

financial value, and riskτprovides a framework for assessing requests from multiple dimensions and 

for creating a common currency with which to make comparisons. 

Á Identify the optimal portfolio under varying budget and portfolio constraints. When faced with 

budget cuts or with a wish list of requests that exceeds the allocated budget, it can become a 

daunting task for PMOs to recommend a portfolio that aligns with business strategy and maximizes 

ROI. Additional variables, such as inter-project dependencies and regulatory requirements, can 
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further compound the problem, making it challenging to effectively model scenarios that will help 

identify the right projects for an organization to undertake. 

Á Effectively communicate tradeoffs. Budget, available resources, dependencies, pet projects, and 

compliance requirements are all factors that can potentially affect the overall value of selected 

project portfolios. Being able to effectively identify and break these constraints helps PMOs 

communicate tradeoffs to the executive team and enhance the potential value gained from the 

resulting portfolio. 

Á Maximize resource utilization. In an annual planning cycle, projects are sometimes front-loaded in 

the first half of the year, resulting in an immediate overallocation of resources and a surplus of 

resources in the second half of the year. Using capacity planning techniques, analysts can reschedule 

projects based on resource availability and model headcount scenariosτhiring versus outsourcing, 

for exampleτto maximize resource utilization and to identify the optimal release roadmap. 

 

New portfolio selection and analytical capabilities in Project Server 2010 build a bridge between value 

optimization and resource utilization to help organizations select project portfolios based on alignment 

with business strategy and resource capability. 

Project Server 2010 helps organizations do the following: 

Á Objectively define, communicate, and prioritize business strategy. 

Á Score and assess competing requests from multiple dimensions. 

Á Run what-if analysis optimization scenarios under various budgetary constraints. 

Á Compare and contrast portfolios and gain insight through advanced analysis such as Efficient 

Frontier modeling. 

Á Assess capacity and adjust project schedules to maximize resource utilization across the planning 

horizon. 

Á Run and model headcount scenarios. 

 

Project Server 2010 incorporates the best-in-class portfolio management techniques of Office Project 

Portfolio Server 2007, eliminating the need for Project Server Gateway (which was required to push data 

between Project Portfolio Server 2007 and Project Server 2007), and providing a consistent SharePoint 

user interface across the solution. The improved analysis wizard in Project Server 2010 intuitively steps 

PMOs through embedded portfolio selection methodology, making it even easier to identify and select 

the right project portfolios. Project Server 2010 supports a rational rather than emotional approach to 

portfolio selection and provides a structured process for measuring the alignment of spending with 

strategy by maximizing resource utilization. 

Portfolio Optimization and Capacity Planning 
Project Server 2010 includes a best practiceςbased methodology that helps organizations identify and 

select project portfolios that best align with their business strategy. 
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In the following sections, we walk through four key phases of portfolio optimization and capacity 

planning. 

Á Business driver definition and prioritization 

Á Project portfolio prioritization 

Á Portfolio optimization: cost constraint analysis and optimization 

Á Capacity Planning: Resource constraint analysis and utilization 

Clearly Define and Prioritize Business Strategy 
The first step in aligning spending with business strategy is to define a set of actionable, measurable, 

ŀƴŘ ǳƴƛǉǳŜ ōǳǎƛƴŜǎǎ ŘǊƛǾŜǊǎ ǘƘŀǘ ŎƭŜŀǊƭȅ ŎƻƳƳǳƴƛŎŀǘŜ ǘƘŜ ƛƴǘŜƴǘ ƻŦ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ōǳǎƛƴŜǎǎ ǎǘǊŀǘŜƎȅΦ 

PMOs can facilitate a workshop with executives to define business drivers and to translate the 

ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ƻōƧŜŎǘƛǾŜǎ ƛƴǘƻ ŀŎǘƛƻƴŀōƭŜ ǘŜǊƳǎΦ ! ǊƻǳƎƘ ǊǳƭŜ ƻŦ ǘƘǳƳō ƛǎ ǘƘŀǘ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴ ǎƘƻǳƭŘ 

select between six and twelve business drivers. Fewer than six drivers usually results in drivers that are 

too broad to be effective, and more than twelve results in driver overlap and redundancy. 

Using the Project Server 2010 Driver Library, PMOs can capture and communicate business drivers 

defined by the executive team. Using the New Business Driver form in Project Server 2010 (see Figure 

15), it is easy for PMOs to publish drivers. The New Business Driver form captures the following 

metadata: 

Á Driver name and description. By capturing a name and description for each business driver, analysts 

can better communicate the intent of each driver and reduce ambiguity. 

Á Departments. Because the solution is flexible, organizations can have a single set of business drivers 

to implement throughout the organization. At the same time, the solution gives organizations the 

freedom to associate specific sets of drivers with multiple departments. 

Á Project impact statements. Ultimately, organizations use business drivers to assess the strategic 

contribution of each competing initiative by deriving a strategic value score during business case 

development. Organizations can use the values Extreme, Strong, Moderate, Low, or None to 

indicate the impact that competing requests have on one or more business drivers. PMOs use 

project impact statements to ensure the objectivity of this assessment and to clearly communicate 

the threshold of each impact rating. Project impact statements are derived from the key 

performance indicators (KPIs) used to measure each business driver. 
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CƛƎǳǊŜ мрΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς bŜǿ .ǳǎƛƴŜǎǎ 5ǊƛǾŜǊ ŦƻǊƳ 

After defining business drivers and specifying departmental associations, the driver name, description, 

and impact statements populate the Project Strategic Impact form (see Figure 16). The organization uses 

the Project Strategic Impact form to collect the impact ratings to derive a common currencyτa strategic 

value scoreτfor competing requests. 
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CƛƎǳǊŜ мсΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς tǊƻƧŜŎǘ {ǘǊŀǘŜƎƛŎ LƳǇŀŎǘ ŦƻǊƳ 

When strategy has been defined, the next step in the process is to objectively prioritize business drivers 

and to drive consensus within the executive team. PMOs can use the new driver prioritization module in 

Project Server 2010 to support a workshop in which executives openly discuss the importance of each 

business driver to prioritize strategy. The organization can prioritize business drivers at any level in the 

organizational hierarchy. For example, it can define a standard set of business drivers across the 

enterprise, but also prioritize business drivers independently by LOB or department. 

Project Server 2010 includes a pairwise comparison technique for comparing the importance of, and 

prioritizing, the business drivers. The Compare Drivers table guides executives through the business 

driver prioritization process. The design makes it easy for the team to complete the assessment by 

displaying a single business driver in the left column, importance ratings in the center, and the drivers in 

the right column (see Figure 17). This intuitive view ensures that executives can frankly discuss and 

assess the importance of each business driver pairing and clearly review driver descriptions to mitigate 

ŀƳōƛƎǳƛǘȅΦ CƻǊ ŜȄŀƳǇƭŜΣ ά9ȄǇŀƴŘ ƛƴǘƻ ƴŜǿ ƳŀǊƪŜǘǎ ŀƴŘ ǎŜƎƳŜƴǘǎέ ƛǎ ƳƻǊŜ ƻǊ ƭŜǎǎ ƛƳǇƻǊǘŀƴǘ ǿƘŜƴ 

ŎƻƳǇŀǊŜŘ ǘƻ άLƳǇǊƻǾŜ ǇǊƻŘǳŎǘ ǉǳŀƭƛǘȅΦέ To step through the pairwise comparison assessment and move 

to the next driver, the analyst simply clicks the Next Driver button. 
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CƛƎǳǊŜ мтΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς /ƻƳǇŀǊŜ 5ǊƛǾŜǊǎ ǘŀōƭŜ 

Using the input from the pairwise comparison assessment, Project Server 2010 derives a relative priority 

score for business drivers (see Figure 18). The team can then use the normalized score to assess the 

relative importance of each business driver. In addition, a normalized score provides the team with a 

scale to proportionally measure investment alignment with strategic priorities. Objectively deriving this 

relative score is a crucial step to being able to accurately measure how closely a resulting project 

ǇƻǊǘŦƻƭƛƻ ŀƭƛƎƴǎ ǿƛǘƘ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ōǳǎƛƴŜǎǎ ǎǘǊŀǘŜƎȅΦ 

In addition, Project Server 2010 provides a consistency ratio score that indicates how consistent a 

ǘŜŀƳΩǎ ǊŜǎǇƻƴǎŜǎ ǿŜǊŜ ƛƴ ǘƘŜ ǇŀƛǊǿƛǎŜ ŀǎǎŜǎǎƳŜƴǘ όǎŜŜ Figure 18). A score lower than 75 percent 

indicates inconsistencies and suggests that the analyst should work with the team to refine the pairwise 

assessment to improve the consistency of responses. The following example demonstrates how 

inconsistency can be introduced during the assessment and result in a low consistency ratio. The team 

might independently come to the following conclusions, which considered collectively, are inconsistent: 

Á Driver 1 is AS IMPORTANT as Driver 2. 

Á Driver 1 is AS IMPORTANT as Driver 3. 

Á Driver 2 is MORE IMPORTANT than Driver 3. 
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CƛƎǳǊŜ муΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς .ǳǎƛƴŜǎǎ 5ǊƛǾŜǊ tǊƛƻǊƛǘȅ {ŎƻǊŜ ŀƴŘ /ƻƴǎƛǎǘŜƴŎȅ wŀǘƛƻ 

The pairwise comparison technique helps organizations objectively prioritize their business strategy. 

However, Project Server 2010 also offers the flexibility to assign manual priorities to business drivers. 

As mentioned earlier, executives from various functional areas naturally will have different opinions 

ŀōƻǳǘ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘǊŀǘŜƎƛŎ ǇǊƛƻǊƛǘƛŜǎΦ hǾŜǊŎƻƳƛƴƎ ǘƘƛǎ ŘƛǎŎǊŜǇŀƴŎȅ ŀƴŘ ŘǊƛǾƛƴƎ ŎƻƴǎŜƴǎǳǎ ƘŜƭǇǎ 

organizations more effectively assess competing initiatives and compile the optimal portfolio. The open 

discussion that occurs when undertaking the pairwise comparison is an effective way to debate the 

importance of each business driver pairing, and to drive consensus across the executive team. Another 

useful approach is to prioritize business drivers by using the pairwise technique independently with each 

executive. The PMO can then compare and contrast driver priorities for each executive, identify 

divergence of opinion ahead of a driver prioritization workshop, which would include all executives, and 

focus on the areas of discrepancy during the session to drive consensus across the team. 

A Better Experience with the Intuitive Analysis Wizard 
After engaging the executive team to better understand and communicate its strategic priorities, the 

next steps are to prioritize competing requests and to select the optimal portfolio of projects under 

varying cost and resource constraints. 
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Project Server 2010 includes an intuitive wizard that guides analysts through the Project Server 2010 

portfolio selection methodology (see Figure 19). Using the New Portfolio Analysis wizard, analysts simply 

move through the analysis steps by clicking the Next button, or by selecting a sequential step in the 

Ribbon. The simplicity and intuitive nature of this wizard reduces training costs and ensures that 

analysts can quickly demonstrate value derived from the solution. 

An analyst uses the New Portfolio Analysis form to define the properties for a new analysis. The form 

offers the flexibility to run the analysis at the enterprise level or by department; to filter projects to 

include in the analysis; and to specify the prioritization criteria, primary cost constraints, and the time 

horizon for the capacity planning assessment. 

 

CƛƎǳǊŜ мфΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς bŜǿ tƻǊǘŦƻƭƛƻ !ƴŀƭȅǎƛǎ ŦƻǊƳ 

The following sections provide an overview of the Project Server 2010 project prioritization, cost 

constraint analysis, and resource constraint analysis capabilities. 
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Objectively Prioritize Competing Requests 
With potentially hundreds of projects competing for the same limited budget and resources, formulating 

common scoring criteria is essential to effectively prioritizing and evaluating investment requests. 

Using Project Server 2010, analysts can select the prioritization criteria that will drive portfolio analysis 

(see Figure 19). An analyst can choose to prioritize requests based on their strategic value or to create 

custom fields that include other prioritization metricsτfor example, net present value (NPV), ROI, Risk, 

and Total Cost. The remainder of this section will focus on deriving a strategic value score to effectively 

compare and contrast competing investments. 

After defining the New Portfolio Analysis properties, the next step is to prioritize projects based on their 

impact on business drivers. In the Ribbon, click the Prioritize Projects button to display the Project 

Strategic Impact matrix (see Figure 20). This heat map shows how competing projects (in rows) support 

business drivers (in columns) defined by the executive team. This matrix is prepopulated with the 

valuesτfor example, Extreme, Strong, Moderate, Low, or Noneτcaptured in the Project Strategic 

Impact form (included in the business case; see Figure 20). Because this analysis is conducted offline, 

analysts can make changes to the impact matrix by selecting the appropriate rating for each cell. 

 

CƛƎǳǊŜ нлΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς tǊƻƧŜŎǘ {ǘǊŀǘŜƎƛŎ LƳǇŀŎǘ ǾƛŜǿ 



 

Microsoft EPM Solution Guide |36 

The primary purpose of the matrix is to derive a priority score for competing requests. 

When clicking the Review Priorities button, Project Server 2010 automatically derives a normalized 

priority score for competing projects (see Figure 21). The score measures the strategic value that each 

project will deliver based on its contribution to prioritized business drivers. The strategic value score 

provides a common currency for comparing different types of projects. Another important way to 

interpret this score is that completing all projects in the portfolio would deliver 100 percent of the 

strategic value of the portfolio. The importance of this perspective will become evident in the following 

section. 

 

CƛƎǳǊŜ нмΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς wŜǾƛŜǿ tǊƛƻǊƛǘƛŜǎ ǾƛŜǿ 

Portfolio Optimization and Cost Constraint Analysis 
For most organizations, scarcity is a reality, and the number of project requests received by 

ƳŀƴŀƎŜƳŜƴǘ ƻŦǘŜƴ ŜȄŎŜŜŘǎ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ōǳŘƎŜǘ ŀƴŘ ǊŜǎƻǳǊŎŜ ŎƻƴǎǘǊŀƛƴǘǎΦ Lƴ ŀƴ ǳƴǇǊŜŘƛŎǘŀōƭŜ 

economic environment, the importance of recommending and selecting the right projects to undertake 

becomes even more critical. Project Server 2010 includes a portfolio optimization engine that helps 

analysts model different scenarios to identify the optimal project portfolio under various constraints. 
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After successfully prioritizing competing project requests as outlined in the preceding section, the 

analyst moves forward in the portfolio selection wizard to the Cost Constraint Analysis view (see Figure 

22). This powerful what-if analysis tool uses sophisticated optimization algorithms and embedded best 

practices to help executives quickly determine the optimal project portfolio under a variety of budget 

and business constraints. In Project Server 2010 the Cost Constraint Analysis view provides steering 

committees with a single decision-making portal. For example, Efficient Frontier and Strategic Alignment 

charts are embedded in the Cost Constraint Analysis view to provide valuable insight. In addition, the 

analyst can configure views that include custom fieldsτtype, phase, risk, and so onτto provide 

additional clarity. 

 

CƛƎǳǊŜ ннΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς /ƻǎǘ /ƻƴǎǘǊŀƛƴǘ !ƴŀƭȅǎƛǎ ǾƛŜǿ 

When configuring a new portfolio analysis, the analyst is required to specify a primary cost constraint to 

be used in the scenario. The Cost Constraint Analysis view displays competing project requests in 

priority order (based on their strategic value), and indicates the total cost estimate to complete all 

projects in the portfolio. Project Server 2010 automatically creates a baseline scenario that shows the 

organization can gain 100 percent of the portfolio value if it funds every project on their wish list. This 

baseline scenario is plotted on the Efficient Frontier chart and used as a benchmark to compare all 

subsequent scenarios (see Figure 23). 
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CƛƎǳǊŜ ноΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς 9ŦŦƛŎƛŜƴǘ CǊƻƴǘƛŜǊ ŎƘŀǊǘ 

The Efficient Frontier helps analysts identify the project portfolio that will deliver the maximum value 

under various constraint thresholds. The Efficient Frontier chart includes value criteria on the y-axisτfor 

example, strategic valueτand cost on the x-axis (see Figure 23). Each point on the Efficient Frontier line 

represents a different bundle of projects from the proposed portfolio. The Efficient Frontier line 

represents the most bang for the buck, or highest ROI. For example, Figure 23 shows that for a $10 

million budget (the x-ŀȄƛǎύ ƛǘ Ŏŀƴ ŀŎƘƛŜǾŜ ŀǇǇǊƻȄƛƳŀǘŜƭȅ тф ǇŜǊŎŜƴǘ ƻŦ ǘƘŜ ǇƻǊǘŦƻƭƛƻΩǎ ǎǘǊŀǘŜƎƛŎ ǾŀƭǳŜ όǘƘŜ 

y-axis). 

Organizations can use the Efficient Frontier chart in two ways: 

1. To identify the point of diminishing return. Find the point where the curve begins to flatten, which 

indicates that you are paying more to achieve a disproportionately lower amount of strategic value. 

2. To benchmark the selected portfolio against the Efficient Frontier. Compare the position of the 

selected portfolio in relation to the line that represents the Efficient Frontier. 

In reality, because of constraints like interdependencies, project alternatives, and mandatory 

investments, most portfolios are suboptimal and fall below the Efficient Frontier. Analysts can identify 

and work toward removing these constraints to move closer to the Efficient Frontier. 
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Next, the analyst simply enters a cost constraint, clicks the Recalculate button, and Project Server 2010 

recommends the optimal project portfolio. The sophisticated Project Server 2010 optimization algorithm 

maximizes the value gained from the portfolio under the indicated cost constraint, and considers inter-

project dependencies. The recommended portfolio of projects is displayed in the Selected Projects 

group, and initiatives that were excluded are listed in the Unselected Projects group (see Figure 24). The 

analyst can immediately see how much value the selected portfolio will deliver and visually assess the 

scenario against the Efficient Frontier. 

 

CƛƎǳǊŜ нпΦ tǊƻƧŜŎǘ {ŜǊǾŜǊ нлмл ς {ŜƭŜŎǘŜŘ tǊƻƧŜŎǘǎ ŀƴŘ ¦ƴǎŜƭŜŎǘŜŘ tǊƻƧŜŎǘǎ 

Using Project Server 2010 what-if analysis capabilities, analysts can easily model different scenarios by 

further refining cost constraints or by forcing projects in or out of the portfolio. The Force In and Force 

Out options help ensure that analysts can override the algorithm and specify projects that should be 

ŀǳǘƻƳŀǘƛŎŀƭƭȅ ƛƴŎƭǳŘŜŘ ƛƴ ƻǊ ŜȄŎƭǳŘŜŘ ŦǊƻƳ ǘƘŜ ǇƻǊǘŦƻƭƛƻΦ tǊƻƧŜŎǘ ǊŜǉǳŜǎǘǎ ŀǊŜ ƻŦǘŜƴ άŦƻǊŎŜŘ ƛƴǘƻέ ŀ 

portfolio if they represent compliance initiatives or are even projects sponsored by a specific executive 

who wants to see them undertaken όάǇŜǘέ ǇǊƻƧŜŎǘǎύΦ CƻǊŎŜ Lƴ ŀƴŘ CƻǊŎŜ hǳǘ ƻǇǘƛƻƴǎ ƘŀǾŜ ōŜŜƴ 

enhanced in Project Server 2010 so that analysts can select a descriptive value to better communicate 

why a project is being included in or excluded from the project portfolio (see Figure 25). 
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