
18. Projektmenedzsment Fórum 

Budapest, 2015. április 9. 

Portfolió menedzsment folyamatok bevezetése 
Kontra József ERSTE Bank Projekt Portfolió Menedzsment Iroda 
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Pár szó az ERSTE gyökereiről 

Alapítva: 1819. októberében 

• Alapötlet: Johann Baptist Weber (St. Leopold) 

• Tulajdonos: 100% Erste Alapítvány 

 

Nyíltpiaci bevezetés 1997-ben 

• Cél a terjeszkedés a kelet-európai régióba 

• Az alapítvány meghatározó tulajdonos maradt 

 

A Magyar leány 

• 1997. A Mezőbank megvásárlása 

• 2004. A Postabank és Takarékpénztár Rt. megvásárlása, a két bank integrálása 

 

 

• közösségek fejlesztése 

• kultúra 

• europai integráció 
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PM kultúra az ERSTE Group-ban 
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Portfoliómenedzsment előzmények – az E2015 program 

Wave I 

2011-2012 

Taking emergency 

measures 

Efficiency measures 

 2-round cost cutting in 2010-2011 

(HC, branches, OPEX) 

 Ceasing unprofitable lending activity 

Organizational changes 

 Management changes 

 Strengthened Risk Management, 

reshaped Retail 

Strategy development 

 

Improved operational efficiency 

 

Developed strategy and 

implementation roadmap 

 

Wave II 

2012-2013 

Fixing the basics & prepare 

to re-launch business 

Strategy implementation started 

 4 work streams (Retail, Corporate, 

Risk Management, IT/Operations) 

 40+ strategic projects 

Business-as-usual and other projects 

ongoing 

 Integrated subsidiaries 

 Increased self funding capability 

 Strong market presence maintained 

 

Regulatory confidence restored, 

portfolio under control 

 

First signs of business revitalizing 

 

Wave III 

2014-2015 

Creating a high  

performing organization 

Improve client facing operations 

 Focus on primary client relationships 

 Position bank as service champion 

 Add micro & private segment focus 

Improve internal safety and efficiency 

 Establish forward looking risk 

steering 

 Implement more efficient operations 

 

 

Healthy new business on strengthened 

foundations 
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Ahonnan indultunk 

Project Workstream Program 

Operative project  

meeting 

Project SC 

Scope: Escalate project 

related issues, make 

project level decisions 

 

Decision levels:  

• Budget: - 

• Time: -  

• Scope: closure of 

certain milestones 

 

Timing:  occasional 

Participants: Sponsor, BO, 

PM, PIB members 

Scope: Discuss project 

related topics, monitor 

projects tasks 

 

Decision levels:  

• Budget: - 

• Time: - 

• Scope: -  

 

Timing: occasional 

Participants: PM, relevant 

project team members 

Workstream portfolio  

governance 

Scope: Coordinate and 

monitor  functional 

portfolios within work 

streams 

 

Decision levels:  

• Budget: no effect on 

total budget 

• Time: internal milestone 

• Scope: no effect on 

resources 

 

Timing: biweekly 

Participants: Sponsor, 

relevant PPM, relevant B-1 

Program SC 

Scope: Monitor  EBH 

portfolio execution, control 

portfolio elements, 

program execution, decide 

on program priorities 

 

Decision levels: program 

priorities, program issues 

 

Timing: biweekly 

Participants: Board 

members, Program 

managers 

Project governance 
Program  

governance 

EBH Board 

CxO briefing 

Scope: Discuss any project 

related topic, ensure CxO 

is informed 

 

Decision levels:  

• Budget: - 

• Time: -  

• Scope: -  

 

Timing: biweekly 

Participants: Sponsor, 

relevant PPM 
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A cél: kisebb menedzsment fókusz a projekteken, 

nagyobb fókusz a portfolión 

Project governance 

• Project sponsoring can be 

delegated to „B-1”. 

 

• First „B” level involvement 

can be on the Work Stream. 

 

• Changes without effects on 

approved scope, budget and 

timing has to be delegated to 

Program Steering committee. 

Program governance 

• First priority: overall program 

level decision making. 

 Overall program budget. 

 Program KPI’s and 

alignment with program 

scope. 

 Decision on new program 

elements (scope or project). 

• Decision on issues escalated 

by project governance. 

• Approval of changes without 

effects on approved program 

scope, budget and timing 

without Board ratification. 

Portfolio governance 

• First priority: decision on 

EBH-s project portfolio. 

 Portfolio elements: 

programs, standalone 

projects. 

 EBH level issues: 

inter directorate resource 

conflicts, EBH level budget 

conflicts, scheduling 

conflicts related to multiple 

KPI’s and BAU tasks. 

 Approval of changes with 

effects on approved 

program/project scope, 

budget and timing with 

Board ratification. 

EBH Board members will get better insight on the overall project portfolio with less effort 

to be spent. Decision making on EBH level resource conflicts will be solved on Portfolio 

governance forum. 
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Governance területek szétválasztása 

Project 
Workstream Portfolio 

Operative project  

meeting 

Project/Program SC 

Scope: Escalate project 

related issues, make 

project level decisions 

 

Decision levels:  

• Budget: - 

• Time: -  

• Scope: closure of 

certain milestones 

 

Timing:  occasional 

Participants: Sponsor, BO, 

PM, PIB members 

Scope: Discuss project 

related topics, monitor 

projects tasks 

 

Decision levels:  

• Budget: - 

• Time: - 

• Scope: -  

 

Timing: occasional 

Participants: PM, relevant 

project team members 

Workstream portfolio  

governance 

Scope: Coordinate and 

monitor  functional 

portfolios within work 

streams 

 

Decision levels:  

• Budget: within the 

board member’s budget 

• Time: independent 

milestones 

• Scope: no effect on 

resources of other 

areas 

Timing: biweekly 

Participants: Sponsor, 

relevant PPM, relevant B-1 

EBH portfolio  

governance 

Scope: Monitor EBH 

portfolio execution, control 

portfolio elements 

 

Decision levels: enterprise 

priority setting, portfolio 

issues, portfolio budget 

 

Timing: monthly 

Participants: Board 

members, PPMs 

Project /Program  governance Portfolio governance 
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Projektportfolió-irányítás 

Az ügyvezetőség által elfogadott szabályzat (2014. december 17.) 

Delegált jogkör a projektportfolió-irányító testületnél 

Tagjai a projekt szponzorok (ügyvezetőségi tagok) 

Változás  

menedzsment 
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A PPMI szolgáltatásai 

Nem stratégiai  projektek 

„hozam ígéretei” 
„Kötelező” projektek 

hozamai 

Szervezet korlátos 

erőforrásai 

Külső szereplők 

korlátos erőforrásai Korlátos ideig fennálló 

lehetőségek 

Portfolión belüli 

projektek összefüggései 

Projektek végrehajtása során 

szerzett tapasztalatok 
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PM és PPM tudások hozzáadott értéke a banki 

eredményességhez 

The mission of the Project Portfolio Management Office is to optimise and 

secure EBH’s project investments with 

 

• supporting the governance of EBH’s project portfolio 

and 

• providing professional services in the field of  

Project Management,  

Project Administration  

and project related Business Consulting. 

In order to reach it’s strategic and business goals EBH – as a normal business activity – 

executes number of various size- and complexity projects. 

The invested value and the effects on the non-project business activities requires 

enterprise level project portfolio governance and industry standard- and high quality 

project management in place. 
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