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5 Pitfalls When Implementing Tooling

for Lean Portfolio Management

“If only | had known this in advance”

When implementing Lean Portfolio Management (LPM), you will soon find out that in order to do this adequately,
supportive tooling is required. LPM tools support you in generating insights and overviews and linking strategy
with execution. An LPM tool should be the single source of truth and connect strategic themes, objectives and key
results (OKRs), work and prioritization, capacity and velocity, and also budgeting and organizational structure. An
LPM tool should bring added value to all users in different roles of the organization.

As a choice for atool is a longer-term decision, you want to make it carefully. Synergio has been implementing LPM
tools for many years. We would like to share the pitfalls we have seen so that you can benefit from our experience.

Pitfall: Try to set up the tool in one go

When you try to set up the system in one go, you will find out that you may have made many assumptions
that might not be correct. A system for LPM will be used by users in different roles who have different needs.
Implementing tooling for Lean Portfolio Management is like developing a product: develop in small increments and

in close collaboration with your customers (the users). We call this: think big, start small, scale fast.

Determine which elements need to be implemented and to which level. Important elements are OKRs, a
work breakdown structure, and your organizational structure. Figure 1 shows an example of elements and
their breakdown as available in Targetprocess. When you start implementing, you determine which levels of
these elements you want to implement and with which attributes and relations. Stepwise, you can grow in the
implementation of these elements.

When you start implementing, make sure that you define your minimum viable product (MVP) and create a
roadmap. Start, for example, by connecting only one Agile Release Train (ART) or tribe. And keep in mind that in
the end, you want this solution to work for all Agile Release Trains and/or tribes.

Choose a tool that can support this incremental implementation and grow in sync with how your organization

matures in its way of working.
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Figure 1: Example data model of a tool implementation of Targetprocess

Pitfall: Continue to work in Excel next to using

the tool =

The goal of a portfolio management tool is to create one single
source of truth. When all the data is in the tool, everyone will use it
and have real time updates. For example, when people (still) extract
Excel files from the tool to share information, this is a signal that
something is wrong. Either people do not know how to use the tool
or not everything they need is possible with the tool. When you see
this happening, try to find the reason behind this behavior and solve
it as it undermines the single source of truth.

5 Pitfalls When Implementing Tooling for Lean Portfolio Management

Objectives and key results

Ultimate objective

Strategic objective

Tactical objective

Key result

Release management

Apptio.com


https://www.apptio.com/

Pitfall: Think a portfolio management tool is only for portfolio managers

A portfolio management tool is set up to support portfolio management — which connects strategy with

execution. Execution is done by the ARTs or tribes and their teams or squads. It is therefore important to set up the

tool to support collaboration at different levels in the organization. For example: OKRs are aligned with strategy;

value stream budgeting is aligned with finance; and epics are aligned with the product managers and product

owners.

So, there are quite a lot of stakeholders that you need to involve while implementing the tool. This tool should have

added value for all users; otherwise, it will be experienced as an administrative burden. A tool will be more valuable

if it can deliver overviews, reports, and insights into gaps and risks. Involve different stakeholders to determine

which information adds value to their role and who are needed to provide the necessary information to make sure

that all roles will use the tool with satisfaction. You need everyone to use the tool for collaboration and information

sharing; otherwise, it will become an empty shell.
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Figure 2: Example of stakeholders and their needs
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Pitfall: Uncoordi

nated customizations

When everyone can adapt a system to their needs, it might become a monstrosity in the end. A tool for LPM should

support a standardized process to bring people together and have a clear and synchronized view on priorities and

work at hand. When everyone adapts the tool from their own perspective, this goal is not reached.

Appoint someone as a product owner for the tool. This needs to be a person that can make final decisions in order

to monitor the setup of the tool in line with the goals of LPM. This product owner should be part of the portfolio

management group or closely connected. When implementing a tool for LPM, make sure you involve people who

understand what Lean Portfolio Management is about. Therefore, the product owner should understand the

portfolio management goals and process.

The tool will need ownership even after the initial implementation. As the business changes, there may be

changes in needs regarding the tool. So, when starting the implementation, you also need to start thinking about

ownership, having resources, skills, and budget to maintain the LPM tool.
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Figure 3: Example of an Epic Template in Targetprocess
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Another way to make sure the system is not
becoming a monstrosity is by using available
templates and standards. There are multiple
frameworks for portfolio management and
Agile at scale. Make use of what already is
available and check which standards and
templates your tool can supply.

Figure 3 shows the Epic Hypothesis
Statement template from Scaled Agile
Framework® implemented as a template in
Apptio Targetprocess.

Apptio.com


https://www.apptio.com/

Pitfall: One size fits all process implementation

Even when you already have set up a clear process for LPM, implementing a tool always makes the process stricter.
Our lesson is that even when all processes have been documented and aligned up front, during implementation,
you will find that people have different interpretations and do things differently. A template in PowerPoint is not as

strict as a template in a tool.

Therefore, it is important to choose which processes should be the same company-wide and which processes can
divert per (for e.g.,) Agile Release Train or Agile team. At epic level, you want to align your way of working. On story
level, you might want to allow some flexibility for different types of teams on how to set up their processes. Some
teams work Scrum or Kanban; others might even work waterfall. If this occurs in your situation, try to determine a
minimum set of processes on team level that is required for the teams to work optimally. In Figure 4, you can see a
mapping of different workflows on team level. Mapping the processes allows aggregation of information towards

Agile Release Train of portfolio management level.

Example story workflow 1

Backlog Todo Doing Done

Example story workflow 2

Backlog Todo In developing In testing Done

Example story workflow 3

In

) Todo In developing In testing Done
analysis

Backlog

Figure 4: Example of mapping of workflows at team level

Make sure you accept what works best for which part of the organization and make deliberate choices on where to
be flexible and where to be strict. When you select a tool, make sure this gives you the options you need.
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About Apptio

Apptio gives you the power of trusted, actionable insights to connect your technology
investment decisions to drive better business outcomes. More than 60 percent of Fortune
100 enterprises trust Apptio to manage spend across the entire IT portfolio and beyond
so they can focus on delivering innovation. Apptio intelligently structures vast amounts

of technology spend and enterprise operational data to deliver actionable insights that
business, finance, and technology leaders can use to work better together. Apptio helps
you capture ideas and prioritize work, embrace the cloud, and optimize your technology
investments with confidence.

For more information, visit the Apptio website at  [alsJad{eXelelyy Vi e & TR e

About Synergio

Synergio implements Apptio Targetprocess for Lean Portfolio Management. By
implementing tooling for several years, we learned how to overcome these pitfalls. Both
Synergio and Apptio are partners of Scaled Agile®.

Curious about what we can do for you? Let’s talk!
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