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P
roject prioritisation in project management is not such day-by-day routine every Project Manager encounters during his/her career. For me it took several years since I moved to PM from systems engineering before I faced a dilemma, which project should I choose now and which can be put aside for the time being. In large companies, a special employee - Portfolio Manager normally deals with such issues, but that cannot remove practicing PM from knowing at least some very basic aspects, which shape such decisions. 
Rare you can see the company, which deals with only one project at a time. In my terminology Project pool is a working folder which feeds from Project Portfolio, another folder siting a level up manipulated by higher management. How projects get into the Portfolio folder is another question far from Project Manager headache. This goes to Marketing, Sales or may be some other resources your company using to survive. We leave this behind. Our problem is to choose, or assist or correct a Project Portfolio manager decision, to make a right choice with the right project at right time.
Also, I can’t avoid mentioning a great and very useful Portfolio Management tool from Microsoft now embedded into Project Server 2010. Those who utilize this instrument can appreciate the job done by Microsoft. The main idea is simple, define business drivers, prioritize them and then rate each and every project against those drivers. Generally, you have to add three types of data into Portfolio analysis system, such as coast data, strategic impact and if you wish a resource requirements data. Based on the data supplied, also taking into consideration some manual inputs on the way you might like to do, the system moves projects around, in and out from the final selection list. All jobs are very much automated and easy to use.
However, my effort here is to leave Project Server 2010 alone and briefly share my experience with project selection technic with the hope that some of my colleagues can use that thoughts or benefit from making valuable notes and suggestions at the next project selection meeting.
Aspects, which can directly or indirectly effect the right decision lying between two constrains: Budget and Politics. Obviously, having unlimited budget will remove any Project portfolio manager from his role, making his/her position quite redundant. Why to choose any if you can get all you want at the same time. No budget constraints - No resources constraints. Unfortunately, such companies are rare if exist at all and everyone forced to struggle with making a right choice from time to time by selecting next project to go.
To be honest, I must mention another matter which exists in real life – the Politics. Sometimes, to see the big picture one should see beyond the horizon and what seems as wrong for today proven to be a great benefit tomorrow. In this case the decision made somewhere on the upper level. But such cases are rare and not worth to mention in this paper. Just keep in mind that sometimes no matter how right you think you are you have to muzzle and listen.
OK, let’s see what aspects we have to take into consideration when making a decision to get the next project out of portfolio folder in the situation when most of them look similar, i.e. no obvious beneficial traits are present. 
No need to be an experienced Project Manager to fire out right away – the contract value. Next, resources load or may be expected delivery time. All this are very valid and must be considered, indeed. However, I would like to present you with other aspects which are not so obvious but still very important and must be taken into consideration, in my opinion.   
The first point to consider is Project return value, or so called Do-Nothing alternative. 
I mean, that we have to consider the value provided by doing the project. And very important here to understand that am not talking about money! Not only, anyway. We need to see, what our company will gain by doing this project along with the money it brings in as pure income. For example, our project “A” needs to develop the special skills in certain field, the skills we might and most definitely will utilize for other future development. To see what our personnel will be able to pick up along the way and how competitive we will look against others on the market after this project is done.
The return value can and should be considered in this context as a gradual parameter. Non necessary we have to wait until after the project is over. Perhaps, timeboxes is a valid point of view here. What can project bring back after say two to four weeks time? Can we assimilate and utilize this return values later on? Interesting aspect, indeed. 
Keep in mind The Return value of doing (or not doing this project) at this time as your first point to consider.    
The second point to consider is a time frame, sometimes called Time Horizon.
The practical question is when or using the incremental idea of the benefits from the project, over how many timeboxes a project will provide value? In this methodology, the net benefits provided by a project can be measured as far as the foreseeable future extends even to infinity. However, it is possible that even if the Do-Nothing alternative were selected, there will come a time when something will be done to address the situation that the project under consideration
addresses, i.e. by that time the incremental benefits provided will be nulled.

What I want to say is that there is a time associated with a project. Such time provides incremental benefits compared with the Do-Nothing alternative. Beyond that time our project provides no net benefits. Normally, the time period of 5 years considered to be a maximum valid time horizon for average project.  
Of course, the planned project completion time should be considered here as well as even may be primary parameter, but please do not discard the analysis of time horizon for the project return value.
Keep in mind the Time horizon as your second point to consider.    
The third point to consider is a deferred or delayed project.
After we made a choice that the project should be started as it brings us a benefit within foreseeable and approved time frame, we have to think about when exactly we should start the Project. Choosing the project for execution does not denote an immediate start. Is it possible to defer it? I anticipate your next question? Why would we delay the execution of the project if we already selected it and even we might have a time constraint – the delivery dead line? Well the interesting point to discuss is the following:

Every project can be evaluated by its own Net Present Value (NPV), which is in this case, can be presented as:

NPV = PV (Value) − PV (Costs)

PV here means discounted present value. The first term on the right is the present value of the benefits provided by a project. The second term is the present value of the costs.

[bookmark: _GoBack]Obviously, the cost here can be treated as a benefit if the project deferred. For example, if some
of already planned substation and important activities are delayed say 2 years because this project is selected, the cash flow associated with that deferral can be expressed as a benefit of undertaking the project. In other words, deferring the project at this time can bring more benefits to the company at the bigger picture.

However, we remember that according to our first point of consideration doing nothing “catches up” to the project, which means after some point the project can no longer be deferred and a project must be started.
Please also note, that deferred project changes both the present value of the benefits it provides and the present value of its costs. When a project is deferred to the next year, that deferral frees constrained budget dollars, so as to allow the selection of one or more additional projects in the current year. The opportunity provided by deferral is not monetary - it is instead the opportunity to do something else.
Keep in mind the Deferring projects over time as your third point to consider.    
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