[bookmark: _GoBack]Our goal is to leverage the value criteria matrix for the Identification of decision-making drivers relative to establishing multiple project priorities when there exists different stakeholder cross-influence.
The objective of our solution is to set value criteria and weights at the beginning of the projects in order to rank them. The idea is:
·  To give the priority to some of the most important (and not necessary urgent) for the organization. This means that this template is valid only for one organization.
· To avoid conflicts that can adversely influence the whole project(s).
· To engage the Top Management and facilitate frequent buy in of our approach.
· To continuously define the financial metrics as well as project success criteria and to adapt to changes in the organization’s approach to projects as well as changing priorities.
	
	Value criteria
	Weight
	Value x Weight

	Scope Mgt.
	1- Not clearly defined yet
2- Major topics defined
3- More than 90% of the requirements are defined
	/ 3
	

	Schedule
	1- Completion of the project within 18 months
2- Completion of the project within 12 months
3- Completion of the project within 9 months
	/ 3
	

	Costs Assessment
	1- > 1 M€
2- Between 400 k€ and 1 M€
3- < 400 k€
	/ 3
	

	Risk Management
	1- More than 2 risks in the red area of the risk matrix
2- Majority of risks (75%) in the yellow and green areas
3- Majority of risks(75%) in the green area
	/ 3
	

	R&D Resources
	1- 60% of the technical team involved in the project
2- 40% of the technical team involved in the project
3- < 40% of the technical team involved in the project
	/ 3
	

	Estimated Margin
	1- < 3%
2- Between 3% and 6%
3- > 6%
	/ 3
	

	Corporate Image
	1- Jeopardizes the image of the company in case of failure
2- Neutral impact
3- Improves the visibility of the company on historical/new markets
	/ 3
	

	Organizational Competencies
	1- We have never done this
2- We have done it once or twice years ago
3- We do this well and consistently
	/3
	

	Total
	
	
	/ 72



We would look to receive signoff on the matrix from AT LEAST 2 Top Managers :
Comments:
· Schedule: We would give priority to short term completion projects.
· Costs: We would give priority to small projects that don’t engage too much energy. Costs MUST be defined properly inside the organization.
· Risks: it is necessary to have a preliminary work on the risk matrix. It is better if the Managers participate and understand how the matrix is filled for this project in particular.  It is also important to point out here that Risk Management is an ongoing process, risks should be reviewed on a weekly basis with the project team to determine if new ones have appeared or current risks can be removed. You also must always assess risks against the probability of occurrence AND the impact to the project.  High Probability/High Impact risks should be actively mitigated. Lower risk items can simple have defined contingencies.
· R&D resources: These can be the most costly resources and they work towards future organizational endeavors. If their current project involvement is too high due to the highly technical level of the deliverables of the project, we jeopardize the future products of the company. The less they are involved, the better the project is driven.  This is probably more an issue within a more technical organization such as a software company, a pharmaceutical company or technical equipment manufacturer.
· Estimated Margin: This financial metric is very important for the organization but it MUST be clearly defined and communicated. In a previous organization with which we have experience, project margin was defined at the offset and we were measured both relative to actual dollars being spent against the budget and that we were maintaining the Profit Margin that was defined.  The Finance Department can provide this formula to all Project Managers in order to compare and measure current results against the original baseline.
· Organizational competencies: are we sufficiently organized to support that kind of project?
· 


