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PROJECT PRIORITISER 
Take the guess work out of prioritising projects 

 

 Unsure which projects to work on next? 

 

 Unsure which projects provide the best benefits to your organization? 

 

 Having trouble prioritising projects? 

 Want a consistent and independent way to prioritise projects? 

The Project Prioritiser, a spreadsheet-based tool, is 
specifically designed to help you answer the above questions.  
It has been develop based on 20 years of experience helping 
organisations rank and prioritise projects. 

The Project Prioritiser uses simple, common-sense ideas and 

practices to rank projects based on benefit cost ratio. 

What are the benefits of using Project Prioritiser? 

Project Prioritiser allows you to rank projects against each other, 

based on your specific benefits and costs criteria. It ensures that 

projects which deliver the highest benefits, for least amount of 

cost, are given the highest ranking.  
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Further, Project Prioritiser:  

• Enables you to align investments in projects with your 

organisation’s plans. 

• Provides an independent way to rank projects rather than 

relying on people’s opinions. 

• Assists with and feeds into other essential activities including 

project management, benefits realisation and change 

management. 

• Enables your organisation to take a methodical approach to     

scheduling work. 

• Assists with project budgeting and scheduling. 

• Has an options analysis feature that allows the comparison 

of different options for an individual project. 
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How does it work? 

The initiative and project rankings are based on the ratio of 

benefits / costs. 

 

The first step is to determine the weighting or bias for the eight standard 

benefit areas and the five standard cost areas. An example of these areas 

is shown in the table below.   

Benefits Costs 

Image – Improvement of your 

organisation’s brand or image.  

Project duration.  

Improvement in productivity.  Financial Costs.  

Improved or new services.  Technology required.  

Financial impact – Reduction in budget or 

increase in revenue.  

Organisation’s readiness to change.  

Change in risk – Reduction in risks or 

liabilities, compliance to legislation etc.  
Extent of process changes.  

Staff numbers affected.   

Customer numbers affected.   

Alignment to your organisation’s business 

direction, e.g. strategic plans.  
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Weighting the areas 

The weighting of each area is critical to establishing which 

initiatives or projects your organisation will bias.  For example, do 

you bias projects that deliver benefits to the customer over ones 

that reduce risk? 

An example of weightings is shown in the table below. 

Benefit Areas Costs Max Weight % Max Weight % 

Image  Project duration  10 5 

Improvement productivity  Financial Costs  20 10 

Improved or new services  Technology required  15 5 

Financial impact  Organisation readiness  25 30 

Change in risk  Extent of process changes.  30 5 

Staff numbers affected    5 

Customer numbers affected    15 

Alignment business 

direction  

  25 

 100  100 

In this example, projects that deliver more financial benefits and 

align with business direction will receive a higher score than other 

projects – a positive bias. Projects that have a lot of process changes 

will score lower than other projects – a negative bias. 

Scoring Criteria 

Next setup the scoring criteria for the weights. Using the Improves 

or new services the scoring criteria could be: 
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Financial Impact  Score 

No Financial benefits  0 

Minor unmeasured financial benefits  5 

Unmeasured financial benefits  10 

Measured financial benefits < c100k  15 

Measured major benefits > 100k  30 

In the above example projects that require significant changes would 

receive a higher cost and be ranked lower – a negative bias. 

The following is an example of a project ranking sheet and the 

scores. 

Extent of process change  Max Weight % 

No change  0 

Minor process changes  2 

Several processes changes  5 

New or significantly changed processes  20 

Change to Division operating model  30 

So a project that has measurable financial benefits of over $100,000 

will receive the maximum score of 30 out of 100. 
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Project Ranking 

This enables you to rank your initiatives and projects based on the 

benefit/cost ratio. 

Project High-Level Schedule 

If you add the start dates and duration, the IMSF will create a 

simple high-level schedule. 



Project Mentors -  Empowering teams to success  7 

Article Heading 

A high-level budget is created using the capital costs, operational 

costs and on-going costs. 

The Prioritiser has many other features that are designed to assist 

a governance committee to manage their portfolios of initiatives 

and projects. 

Who uses it? 

The Prioritiser is used across private and government 

organisations.  It has been developed with users input to provide a 

practical and simple way to rank initiatives and projects. 
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It has been used to prioritise projects for: 

0487 410 772 

admin@equalbytes.com.au 

     Equal Bytes 

Water Authorities Local Governments 

Health & Education Private Industry 

What’s Next? 

If you are interested in having a method to manage your portfolio of projects and 

initiatives, to ensure they deliver benefits, then please contact Equal Bytes to see if 

the Prioritiser is right for your organisiation. 

 

Generally, we provide the following services to our customers: 

• Consultation – to understand how you manage initiatives and projects. 

• Developing the IMSF – assist with the ranking and weightings and to score 

projects. 

• Ongoing support – to ensure the Prioritiser works for you and to adjust things 

http://www.equalbytes.com.au

