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INDEPENDENT DELIVERY ASSURANCE - SERVICE BRIEF

Portfolio Risk Assurance

When the portfolio still looks active and funded but no longer feels fully
prioritized, an independent view on whether real strategic choice is still being
made — or whether risk is accumulating below the line of sight.

Activity is not priority. Confirm the difference before it

costs you.

Executive scan

The problem

A portfolio that is still active, still funded,
still sponsored — but no longer feels
coherent, prioritized, or absorbable by the
execution system underneath it.

When to use

Ahead of a planning cycle, a funding
round, or a board review. When too many
initiatives are carrying "must-deliver"
status at the same time.

Decision supported

Where to protect, slow, resequence, or
exit. A clear view of what the organization
should actually be backing.

What you receive

A Portfolio Risk Posture Signal, a 30-
day intervention plan, and four supporting
analyses — see page 4.

Timeframe

3 to 6 weeks. Scaled to the planning
cycle, funding round, or board decision in
front of you.

Who commissions

CIO, CTO, or CDO - CFO or investment
committee - transformation lead - board or
audit committee.

Portfolios rarely fail in a single event. They erode — through diluted priority, fragmented capacity, unmanaged dependency
pressure, and the quiet continuation of work no one would start again today. By the time the erosion shows up in missed
outcomes or delayed benefits, much of the damage has already been absorbed — and the option to reconcentrate has

narrowed.
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The failure we address — funding more ambition than the system can
absorb

Portfolios rarely break because the wrong things are on the list. They break because too many of the right things are on the list
at once — and the execution system underneath them is being asked to do more than it can realistically protect.

What we prevent
False Prioritization

When too many initiatives carry strategic protection at the same time, real choice stops happening. Capacity gets spread thin.

Dependency pressure absorbs silently. Work that no one would deliberately start again — but which is harder to stop than to
continue — quietly consumes the attention that should be protecting what matters. This service exists to restore real priority
before drift becomes visible loss.

Sound familiar?

These are sentences executives say to us in the first ten minutes of a briefing. Any one of them — present across two or more
reporting cycles — is reason to commission an independent view. Three or more is rarely a coincidence.

"Everything is a priority." "The same five names show up on every plan.”
The protected list keeps growing. The execution base has not. Critical capacity is being distributed across too many active
commitments to protect any of them well.

"We approved this two years ago. Would we start it "Three programs all need the same release window."
today?" Concurrency has crossed what the delivery system can absorb.
Work continues because stopping it is harder than continuing — Local viability is being undermined by portfolio interlock.

not because it still earns its place.

"I cannot tell the board which five things must land."” "We have momentum. We do not have control.”
If priority cannot be named, it is not actually operating as priority. Activity remains high. Confidence that the right things are being
protected has weakened.

Why this is hard to see from the inside

Portfolio drift rarely looks like disorder. Initiatives stay funded, roadmaps stay active, governance forums keep meeting — while
the underlying execution system quietly becomes overstretched.

01 02 03 04 05

Activity is mistaken for Sponsors protect their Dependency pressure  Reporting stays orderly No one owns the cut
priority own work absorbs silently The portfolio looks well line

When everything is moving,  Each sponsor has earned Cross-initiative interlock and  managed at governance Slowing, resequencing, or
nothing has to be chosen. the right to defend a timing fragility grow faster level while the execution stopping is harder than
The need to make real program. No one is than leadership visibility into  layer becomes strained. continuing — even when
trade-offs gets deferred. accountable for the cut line.  them. continuing is no longer the

strongest move.
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What we test — four questions, led by evidence

03 - How we work

We do not assess whether the portfolio is busy. We answer four questions that determine whether it still functions as a credible

strategic investment system — and whether that position holds under board scrutiny.

G Where is strategic value actually being

protected?

Does the real pattern of spend, sponsor attention,
and protection match the initiatives leadership says

matter most?

Where are capacity, dependency, and execution
pressure clustering — and is that clustering visible in

reporting?

Where does risk truly concentrate?

e Can the system absorb what we have

asked of it?

Does the current concurrency, timing, and structural
load remain executable under real delivery
conditions?

If we needed to slow or stop, could we?

Are clear, operationally realistic options to
reconcentrate available — without collapsing the

wider system?

Each question is supported by sub-tests across the five dimensions of Priority Integrity: strategic concentration, capacity sustainability,
dependency containment, sequencing realism, intervention readiness.

Three methods, every engagement

Evidence-led, system-framed, and built to produce a position that holds in any forum.

We pressure-test the portfolio, not
individual sponsors

Findings are framed as properties of the
portfolio system — priority rules,
sequencing logic, capacity constraints,
dependency structure. That makes the
review safe to commission in politically
loaded environments.

We rebuild the real load on the
delivery base

We map where the same critical people,
teams, and enabling functions are being
repeatedly overdrawn — the strain that
does not show up in portfolio dashboards.

Scope — scaled to the decision you are facing

We talk to the people who know

Confidential, structured interviews with
sponsors, delivery leads, and enabling-
function heads — to surface where the
system is actually under pressure, not
where it is being reported as under
pressure.

The constant: a position you can stand behind, in time to act. The variable: how much of the portfolio needs to be inside the

review.

Focused
2 to 3 weeks - top initiatives

A rapid review of a defined subset — the
top ten, a strategic theme, or a constrained
delivery layer — where leadership needs a
fast answer.
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Multi-stream
3 to 4 weeks - cross-portfolio strain

A broader review where dependency
pressure, shared capacity, or concurrency
is propagating across the wider execution
environment.

Strategic
4 to 6 weeks - planning or board review

An executive-level intervention ahead of a
major funding round, planning cycle, or
board-level reset of the strategic
investment book.
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What you walk away with

Every output answers one question — in language you can defend at the next gate: what should we keep protecting —
and what should change now?

The decision-ready position
Portfolio Risk Posture Signal

A clear position on whether the portfolio is intact, overstretched, or unstable — and what to do next. Backed by the
evidence trail you would want on a board pack. Expressed across six positions:

@ Sustain with Conditions Slow & Resequence @
Exit Zombie Work

30-Day Portfolio Plan Priority Integrity View Capacity Pressure Map Strategic Protection View
5 to 10 immediate moves to Where priorities are sound, Where the same critical people, ~ Which initiatives must be
restore real priority — deferrals,  where they are diluted, and teams, and enabling functions protected, which can be slowed
consolidations, exits, and where work persists that no one  are being asked to do more than  or resequenced, and which
reinforcements — with named would deliberately start again the system can realistically should be exited — anchored in
owners and timing. today. protect. value, risk, and absorbability.

If the situation is bigger than one portfolio — this is one of five Delivery Assurance services. Program health, recovery,
governance, or vendor concerns connect, but this brief stands alone. Ask, and we will tell you the right place to start.
itdeliveryassurance.com/services

Who commissions this review

ClO, CTO, or CDO CFO or Investment Transformation Lead Board or Audit Committee

"The portfolio looks active. | am Committee "The same people keep showing  "Boards ask where value and risk

no longer confident we are "We are about to fund another up on every critical plan. | need are really concentrated. | want an

protecting the right things." cycle. | want to know what we are  an independent view of what we evidence-based answer in my
really backing before we sign." can actually absorb." hand.”

itdeliveryassurance.com
Canada - US
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