


Delivering Value 
or Being Seen as Overhead? 
Henny Portman  
NN Group CPMO / Hedeman Consulting 



Biography: Henny Portman 
•                  Joined ING in 1981 
• Tiel Utrecht Verzekeringen: Developer/Analyst/Head System Development 
• Consultancy ING Fatum Paramaribo, Suriname 
• ING Investment Management Nederland: Head IT  
• ING Investment Management Europe: PMO Head 
• ING Insurance Central Europe: Regional PMO head  
• ING Insurance STO: Global PMO Head  
• I build hub and spoke PMO’s  in Europe and Asia 

 
 

Now: 
• PMO Consultant for NN Group 
• Partner Hedeman Consulting 
• APMG certified MoP, MSP, PRINCE2, PRINCE2 Agile, 

P3O trainer 
• Blogger 
• Author of PM articles and books 

https://hennyportman.wordpress.com/ 
https://www.linkedin.com/in/hennyportman 
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CoE standards and methods (processes 
& tools) 
• Lost in standards 
• Minimum standards, PoWoW 
o Best practices, good practices 
o Templates, tools 
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People 

Management of 
Portfolios (MoP) 

Managing 
Successful 
Programmes 
(MSP) 

PRINCE2 

Portfolio, programme and 
project management 
maturity model (P3M3) 

Agile 

Portfolio, Programme 
and Project Offices 
(P3O) 

PPM Standards and Frameworks Quick Reference Card 
Jan’2016: Henny Portman 

PMBoK 

The standard for 
Portfolio 

Management 

The standard 
for Program 

Management 

A guidebook of Project & 
Program Management  for 
Enterprise Innovation 
(P2M) 

Organizatio-
nal project 

management 
maturity 

model 
(OPM3) 

Code of ethics and 
professional conduct  

Project Manager 
Competency 

Development 
Framework  

IT Infrastructure 
Library (ITIL) 

Management of 
Risk (M_o_R) Practice 

standard for  
project Risk 

management 

Agile 
PM 

Managing 
Benefits 

Management of 
Value (MoV) 

Organization 
assessment 

Individual Competence Baseline 

Project Excellence 
model 

SAFe 

Scrum 
The Scrum 
Guide 
Scrum Body of 
Knowledge 
(SBoK) 

The Nexus 
Guide 

Value Management 
Practice 

Competence 
framework 

Code of 
professional 

conduct  

Project 
Risk 

Analysis 
and Mngt 

Guide 

The 
Scheduling 

Maturity 
Model 

APM 
BoK 

Introduction to 
Programme 
Management  

PRiSM™ 
(Projects 
integrating 
Sustainable 
Methods) 

Portfolio, Program 
& Project 
Sustainability 
Model (PSM3) 

Agile 
PgM 

Global Alliance for Project 
Performance Standards  Complexity  PBCS 

Capability Maturity model 

Critical Chain 
Project 
Management 

ISO 21500 Project (2012) 
ISO 21503 Programme (2017?) 
ISO 21504 Portfolio (2015) 
ISO 21505 Governance (2016?) 
ISO 21506 Vocabulary (t.b.d.) 

Change 
Mgt 
 
 
 
 
 
 
 

Project Management 
Programme Management 
Portfolio Management  

Champs2 CMBoK 

PRINCE2 
Agile 

http://www.pmi.org
https://www.managementboek.nl/boek/9780113312948/management-of-portfolio-s-engels-the-stationary-office?affiliate=4230
https://www.managementboek.nl/boek/9780113313273/managing-successful-programmes-2011-edition-engels-office-of-government-commerce?affiliate=4230
https://www.managementboek.nl/boek/9780113310593/managing-successful-projects-with-prince2-2009-edition-engels-office-of-government-commerce?affiliate=4230
http://www.p3m3-officialsite.com/P3M3Model/P3M3Model.aspx
https://www.managementboek.nl/boek/9780113311248/portfolio-programma-and-project-offices-engels-office-of-government-commerce?affiliate=4230
https://www.managementboek.nl/boek/9781935589679/a-guide-to-the-project-management-body-of-knowledge-pmbok-guide-engels-project-management-institute?affiliate=4230
http://marketplace.pmi.org/Pages/ProductDetail.aspx?GMProduct=00101388901
http://marketplace.pmi.org/Pages/ProductDetail.aspx?GMProduct=00101388801
http://www.docslide.com/pmi-code-of-ethics-and-professional-conduct/
http://www.pmaj.or.jp/ENG/P2M_Download/Booklet_P2M_060113.pdf
http://www.pmaj.or.jp/ENG/
http://marketplace.pmi.org/Pages/ProductDetail.aspx?GMProduct=00101463501
http://marketplace.pmi.org/Pages/ProductDetail.aspx?GMProduct=00101024401
https://www.managementboek.nl/boek/9780113313235/itil-lifecycle-suite-2011-engels-office-of-government-commerce?affiliate=4230
http://www.axelos.com
https://www.managementboek.nl/boek/9780113312740/management-of-risk-guidance-for-practitioners-engels-office-of-government-commerce?affiliate=4230
http://marketplace.pmi.org/Pages/ProductDetail.aspx?GMProduct=00101169201
http://www.apmg-international.com
http://www.amazon.co.uk/Managing-benefits-optimizing-return-investments/dp/0117081108
http://www.dsdm.org/product/agile-project-management-handbook-v12
http://www.tsoshop.co.uk/bookstore.asp?Action=Book&ProductId=9780113312764
http://ipma.ch
http://ipma.ch/certification/certify-organisations/
http://ipma.ch/awards/
http://www.ipma-nl.nl
http://scaledagileframework.com
https://www.scrum.org
https://www.scrumalliance.org
http://www.scrumstudy.com
http://marketplace.pmi.org/Pages/ProductDetail.aspx?GMProduct=00101470001
http://www.apm.org.uk
http://www.apm.org.uk/CompetenceFramework
http://www.apm.org.uk/BOK6
http://www.apm.org.uk/node/110898
http://www.apm.org.uk/sites/default/files/APM_code_of_professional_conduct_2011__.pdf
http://www.apm.org.uk/PRAMGuide
http://www.apm.org.uk/IntroToPM
http://www.vanharen.net/file/PDF/9789401800068.pdf
http://www.greenprojectmanagement.org/standards/ebook
http://www.greenprojectmanagement.org/standards/psm3
http://www.greenprojectmanagement.org
https://www.exin.com/US/en/exams/&exam=exin-agile-scrum-foundation
http://globalpmstandards.org/
http://cmmiinstitute.com/
http://www.isaca.org/cobit/pages/default.aspx
http://www.isaca.org/COBIT/Pages/COBIT-5-Framework-product-page.aspx


Many different trees in the agile forest 
 



Agile methods and frameworks 

Engineering level: XP, TDD, FDD, BDD 

Team level: Scrum, Kanban, Scrumban, DevOps 

 
 
 
 
 
 
 

Project level:  
DSDM AgilePM 
PRINCE2 Agile 

Programme level:  
DSDM AgilePgM (MSP) 

One-time programmes / projects 
 
 
 
 
 
 
 

Business as usual / indefinite 

Product based scaling level:  
SAFe 4.0 (scaled Agile Framework)  
Nexus (Scaled professional Scrum) 

SaS (Scrum at Scale) 
LeSS (huge) (Large Scale Scrum) 

DA 2.0 (Disciplined Agile) 



Minimum standards 

IT Risk 

Sourcing 

Benefits 
Mgt 

… 

Minimum 
set 

Compliance 
Checklist 

Portal 

NN Group Policies 

Standards 

Risk, 
Architecture, 
Information security 
… 



Advanced Management System 



PoWoW 
Agile - Direct

Idea Implementation Closure Operate

One-pager * Stakeholders Way of Working Roadmap
(Topdesk) Change 

registration* PA-I
End Period 

Report

Project Mgt
Project Risk 
Assessment

Business Case Programme Level

Outsourcing 
Feasibility Study

Cloud 
Notification*

Outsourcing 
Transition Plan

Service Management

Outsourcing Risk 
Assessment *

NN OSA+ Reqs * Contract Work Package

Requirements

Non-functional 
requirements

Definition of 
Ready

SOx email
FO/US - SOx 

Ctrls
Definition of 

Done
Legend

Risk
BIA *

Threat Analysis / 
SRA *

SRL *
Authorization 

Matrix * A-OSG *
Disaster 

Recovery
Mandatory / 

Required

ASVS TAA *
Deviation IT 

Standard
RCEC I-OSG *

Privileged 
Accounts

Conditional

Testing WoW - Test 
Strategy Test Results

Highly 
Recommended

Test Production 
Data

Non depers. 
Data*

Test in 
Production

* Mandatory template

SOx test
Security Testing 

(incl. pentesting)
PA-I deliverable

Configuration Proj. Document 
Repository (PCB)

Configuration 
List

CMDB 
Registration

Updated CI's in 
config tool

Or statement not 
changed

ATA (Agile Test Approach)

Product Backlog

non-mitigated risk / iRisk entry *

Agile Teams

Foundation

Risk Register

Benefits Tracking

Agile HLR

Delivery
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CoE internal consultancy 
• Quality assessments 
• Maturity scans 
• Start-up workshops 
• Temporary PMO, project, programme set-up 

 



  
    

     
 

    
      

  
    

     

 

CPMO QA year plan objectives are: 
• To develop in our role and impact to a strong risk 

partner for change programmes 
• To develop on personal and team capabilities towards 

market audit standards 
• To help BU’s to implement their QA review 

competence 
• To implement a quality assurance community in NN    

Realising the strategic targets of NN, needs  
substantial and effective change next years 

Increasing regulatory 
requirements 

 Increasing market 
requirements 

NN Strategic 
Targets 

Change  
Portfolio BU/FU’s  

Investments Revenues 
Change  

Each BU/FU has own responsibility  
to perform QA Reviews on  

own BU/FU Portfolio 

Quality Assurance Review 
by BU/FU 

CPMO performs  
QA Reviews on highest risk level  
programmes in BU/FU’s portfolio 

QA Review objectives are: 
• To help strategic change programmes to improve 

compliancy and control in order to realize their change targets for their customers 
• To perform formal reviews based on the agreed policies and standards delivering 

effective recommendations and improvements to the programme 
• On demand, to perform also Lessons Learned surveys and deep dives on specific 

change areas or topics 

Quality Assurance Review 
by Central PMO 

Central PMO 
QA Review team 

QA Review Framework 
 

Grown towards strong  
Risk partner for change  

and QA Reviewing 



  
    

     
 

    
      

  
    

     

 

QA Review Configuration Management 

Risk Based selection 
of programmes for  

QA Review 

QA Review 
Reporting to 
BU/FU and 
Portfolioboard 

QA Review approach and process 

Risk Based 
focus 

Professional 
judgement 

Intensive 
analysis 

Reporting 

Change 
Portfolio BU/FU’s  

CIO strategy 
QA Review strategy 

QA Review Goverance  

QA Review HR aspects 

QA Review 
planning 

Initial 
Project Risk 

QA Review policies and standards 

QA Review Communication plan 

QA Review Risk Management 

Overview of the QA Review Framework 

• AMS 
• ORM Policy house 
• Standards for Business 

Administration Controls 
• PAR, CAP 
• SDLC 
• IT procedures 

Knowledge base 

• Standard QA Review  
• Pre/post implementation review 
• OSA review on supplier 
• AMS compliancy check 
• Deep Dive  
• Lessons Learned survey 

Project 
Execution 

Risk 

ISACA audit standards 

Review benefits 
• Improving compliancy 

and control in changes 
• Identifying Risks and 

Recommendations 
• General improvement 

opportunities for 
change & IT 

• Add value to Portfolio’s 

Review types 
Requests for QA 

Review from 
Portfolioboard 

QA Review 
by BU/FU 

QA Review by 
 Central PMO 



P3M3 v2.0 Self Assessment ING Ins Central Europe
end 2009

5 5 5 5 5 5 Level 5 - optimized process
4 4 4 4 4 4 Level 4 - managed process
3 3 3 3 3 3 Level 3 - defined process
2 2 2 2 2 2 Level 2 - repeatable process
1 1 1 1 1 1 Level 1 - awareness of process

Our organization can 
be best characterized 
as having:

Maturity

Poland

C
zech &

 Slow
ak R

upublic

R
om

ania

H
ungary
G

reece
Spain

Total Maturity level 2 2 2 2 1 1  
Portfolio 3 3 2 3 2 2
Programme 1 1 1 1 1 1
Project 4 2 2 2 2 2
Portfolio 1 3 2 2 1 2
Programme 1 1 1 1 1 1
Project 2 3 2 2 2 2
Portfolio 3 2 2 2 1 1
Programme 1 1 1 1 1 1
Project 4 3 3 2 1 1
Portfolio 1 2 2 2 1 3
Programme 1 1 1 1 1 1
Project 3 2 2 2 2 3
Portfolio 2 3 2 2 1 2
Programme 1 1 1 1 1 1
Project 3 3 2 2 2 2
Portfolio 3 3 2 2 2 2
Programme 1 1 1 1 1 1
Project 4 3 3 2 2 2
Portfolio 2 2 2 2 1 2
Programme 1 1 1 1 1 1
Project 3 2 2 2 2 2

Programme Management out-of-scope
highest score (max 2 countries)
lowest score (max 2 countries)

Our approach to 
stakeholder management 

is best described by:
We deliver organizational 

governance by:

Our resource 
management is best 

described by:

Our management control 
is best described by:

Our benefits 
management is best 

described by:
Our financial 

management is best 
described by:

Our risk management is 
best described by:

Country: 

 

Question Focus Level 1 - 
awareness of process

Level 2 - 
repeatable process

Level 3 -
defined process

Level 4 - 
managed process

Level 5 -
optimized process

Select Level

1 Our organization 
can be best 
characterized as 
having:

Maturity 1 1 0 0 0

2

Portfolio 1 1 1 0 0 3
Programme 1 0 0 0 0 1

Project 1 1 1 1 0 4
Portfolio 1 0 0 0 0 1

Programme 1 0 0 0 0 1
Project 1 1 0 0 0 2
Portfolio 1 1 1 0 0 3

Programme 1 0 0 0 0 1
Project 1 1 1 1 0 4
Portfolio 1 0 0 0 0 1

Programme 1 0 0 0 0 1
Project 1 1 1 0 0 3
Portfolio 1 1 0 0 0 2

Programme 1 0 0 0 0 1
Project 1 1 1 0 0 3
Portfolio 1 1 1 0 0 3

Programme 1 0 0 0 0 1
Project 1 1 1 1 0 4
Portfolio 1 1 0 0 0 2

Programme 1 0 0 0 0 1
Project 1 1 1 0 0 3
Portfolio 1 0 0 0 0 1

Programme 1 0 0 0 0 1
Project 1 0 0 0 0 1

PfM3

Level 1 - 
awareness of process

Level 2 - 
repeatable process

Level 3 -
defined process

Level 4 - 
managed process

Level 5 -
optimized process

Management Control
1 1 1 0 0

Benefits 
Management

1 0 0 0 0

Financial 
Management

1 1 1 0 0

Risk      
Management

1 0 0 0 0

Stakeholder 
Management

1 1 0 0 0

Organizational 
Governance

1 1 1 0 0

Resource 
Management

1 1 0 0 0

PgM3

Level 1 - 
awareness of process

Level 2 - 
repeatable process

Level 3 -
defined process

Level 4 - 
managed process

Level 5 -
optimized process

Management Control
1 0 0 0 0

Benefits 
Management

1 0 0 0 0

Financial 
Management

1 0 0 0 0

Risk      
Management

1 0 0 0 0

Stakeholder 
Management

1 0 0 0 0

Organizational 
Governance

1 0 0 0 0

4 Our financial 
management is best 

described by:

P3M3 v2.0 Self Assessment Poland

2 Our management 
control is best 
described by:

7 We deliver 
organizational 

governance by:
8 Our resource 

management is best 
described by:

9 Does the 
organization:

5 Our risk 
management is best 

described by:
6 Our approach to 

stakeholder 
management is best 

 

3 Our benefits 
management is best 

described by:

Level 1 - 
awareness of process

Level 2 - 
repeatable process

Level 3 -
defined process

Level 4 - 
managed process

Level 5 -
optimized process

Management Control
1 1 1 1 0

Benefits 
Management

1 1 0 0 0

Financial 
Management

1 1 1 1 0

Risk      
Management

1 1 1 0 0

Stakeholder 
Management

1 1 1 0 0

Organizational 
Governance

1 1 1 1 0

Resource 
Management

1 1 1 0 0

PjM3

Develop 
local 
Action 
Plans 

Maturity scans (P3M3) 
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CoE Organizational learning and 
knowledge management 
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CoE People & skills 
• Learning paths 
• Training classes and Workshops for: 
o PMs, PgMs, PfMs, PMO staff 
o SMs, POs 
o Pj/Pg/Pf Board members 

• Coaching 
o Coach the coach 
o Individuals  



Project Manager 

Com
plexity 

Level 
Low

 

Project & Change 
Manager 

M
edium

 
H

igh 
Strategic, 
H

igh visibility 

Timeframe > 2 years > 5 years > 8 years 

PRINCE2 foundation 
PRINCE2 practitioner 
PoWoW workshop (NN-Group) 
LSS/Lean Awareness Training 
Agile / Scrum introduction 
Basis Insurance knowledge 
E-learning 

IPMA-D 
Business Case (NN-Group) 
MSP foundation 
Project team leadership 
Personal effectiveness 
Facultative: 
Scheduling techniques 
Test management 
E-Learning 
 

IPMA-C 
MSP Practitioner 
Facultative: 
Negotiation 
Conflict management 
Politics around projects 
Abilene workshop (NN-Gr) 
E-Learning 
 

IPMA B 
Programme Master Class 
Consultancy skills 
MoP Foundation 
E-Learning 
 

Module 2 

Module 3 

Module 4 

Module 5 

IPM
A-C 

Certification 

External Re- 
Certification 

External Re- 
Certification 

IPM
A-B 

Certification 

Ext. Cert. 
Ext. Cert. 

Sr. Project & Change 
Manager 

Programme & 
Change Manager 

Ext. Cert. 

Module 1: 
Generic module focusing 
on working in projects 

Ext. Cert. 

Ext. Cert. 

External Re- 
Certification 



Project Board member 
Issues regarding the Project Board  
• Unclear roles and responsibilities 
• Unclear tasks and competencies 
• Incorrect composition 
• Unsatisfactory expertise 

Project 
Board 

Awareness 
Workshop 

Step 1 
From outside 
to inside 

Learning on 
the job 

Putting the theory 
into practice 

Step 2 

How to 
keep the 
PM under 

control and 
on track 

Step 3 
From inside 
to outside 

practice, 
practice, 
practice 

Maturity assessment 

Step 4 
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Senior management commitment 



 

Take small steps 
Start with low hanging fruit 



 

Experts 



Don’t 
Push 

Wait for 
the pull 



 

Follow up 



 

Processes 
tools 
templates 



Ask for feedback 



Closure 
  



Further reading 

For project, programme, and portfolio management related 
articles, reviews etc. (mostly in English): 
 
 
See my blog: https://hennyportman.wordpress.com/ 

https://hennyportman.wordpress.com/
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