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demanded exceptional communication, increased 
rework and slowed decision making.

•	 Some task teams were highly fragmented, splitting 
a relatively small amount of work among several 
individuals. For example, one project had ten persons 
assigned to less than three full-time equivalents 
(FTEs) of work. This structure demanded large 
amounts of coordination, caused decision delays and 
excessive rework, and elevated quality risks.

Optimize the Organization
ePM worked with the project mangers and company execu-
tives to analyze the conditions and decisions that caused 
the problems and formulate interventions to correct them. 
We simulated the proposed interventions to assure they 
would work as expected and recommended a coordinated 
set of actions to eliminate the schedule delays:

•	 Add staff to the most-constrained skill groups. The 
simulation model pinpointed where, when and how 
much manpower was needed to accelerate the work. 
Adding less than a dozen workers in the right places 
had a big impact.

•	 Coordinate the project work plans to optimize 
overall portfolio performance. Shift the timing 
of some non-critical path tasks to reduce peak 
demands, relieve backlogs and allow all the projects 
to proceed faster.

•	 Consolidate the fragmented teams. Assign fewer indi-
viduals from operating departments to the projects 
so that each person has a more accountable project 
role. Reduce coordination requirements and acceler-
ate decision making.

•	 Rationalize the use of subject matter experts. 
Leverage their expertise by leading and mentoring 
delegates and seconds. Add oversight and review 
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“They showed us exactly how far we were trying to 
stretch our people and what it was doing to our schedules. 
We’re glad we didn’t find this out six months from now 
when it would be too late.”

– Director of Commercial Systems
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Severe backlogs diminish productivity and increase rework, 
coordination and delays.

milestones to the project plans to assure that SMEs 
make direct, high-quality contributions.

Implementing these interventions relieved backlogs, 
reduced rework and coordination, and mitigated the most 
severe quality risks. All projects were able to finish on 
schedule.

Systematic Portfolio Management

The company subsequently engaged ePM to help manage 
its strategic portfolio of more than two dozen projects 
with more rigor and reliability. We designed a planning and 
oversight process that used a SimVision simulation model 
to analyze and inform all portfolio decisions. This scientific, 
quantitative approach assured that all project plans would 
coordinated and optimized for the benefit of the business’s 
objectives.

For More Information
Please visit our web site at www.epm.cc or e-mail 
marketing@epm.cc.

Work Breakdown
Overhead is a function of structure, skills, experience, 

leadership, and business environment
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Fragmented teams require more communication, rework and 
decision making efforts.
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