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Dependency Management – Generic Blueprint
Assumptions

Input / Output

Interfaces

Governance

PMO   Team

2 FTE
(Distributed among
4 PMO Colleagues, 
to spread the risk &

to have complementary
skills in each person )

Dependency Managers

Capabilities

Responsibilities

PM delivery experience
Professional PMO 
experience
Process improvement 
experience
Balanced mix of analytical 
and relationship skills 

Pinpoint sources of risk due to 
dependencies
Ensure that the right people are acting 
on emerging risk
Contribute to the increase in the level of 
maturity of the PM community in the 
organisation

The Portfolio Plan has clear 
levels of escalation,  driven by the 
level at which action needs to be 
taken
There is a tiered Change Control
process aligned to governance 
forums 
The Plan has Outcome 
Deliverables, which are clearly 
scoped sets of deliverables; they 
have attributes such as defined 
benefits, costs, deadlines, risks 
and often dependencies 

A dependency is a relationship 
between Outcome Deliverables, 
and it affects the risk rating of at 
least one of them
There are defined types of 
dependencies, which may need 
to be managed differently (e.g., 
transitive, cyclic, arising from 
constraints or strategies, etc.)
The severity of a dependency is 
driven by the level of escalation 
required, which is linked to the 
rules for escalation

Plan data relating to Outcome 
Deliverables, centrally available
Governance data relating to the 
control of the Outcome 
Deliverables affected by 
dependencies, at the point of 
ownership of each Outcome 
Deliverable
Dependency Agreements (signed 
by involved parties) that define 
each dependency, and that 
assign a weight to it that reflects 
the escalation level required to 
resolve it.
Dependency Log, centrally 
maintained, with status and 
progress information

These are examples. It makes the 
distinction between analysis 
information and decision support 
information:
Analysis set 1: Ranking of 
dependent Outcome Deliverables 
by stability (ratio of ‘give’ to ‘get’) 
and by escalation required
Analysis set 2: Status of 
dependencies – open vs. signed-
off, percentage completion, rate 
of delivery, actions persistently 
delayed
MI set 1: Dependency view of the 
Transformation Plan, showing 
RAG rated Outcome Deliverables 
and key dependency links

Portfolio 
Plan

Project Plans

Risk Management

Change 
Control

Dependency 
Management

Issues
Assumptions
Constraints
etc.

Analyse plan (not just schedule) 
data
Research through relationships
Draft & manage Dependency 
Agreements

Highlight hotspots 
Trigger changes as 
appropriate

Portfolio Plan level

Intermediate level

Project Plan level

Context of benefits
Shaping / Phasing
Change Control

Fixed parameters
Trade offs
Change Control

If required by span of control stretch

Increasing level of PM maturity

Manual
MS Office

Database (expandable)
 Query front end
Standard reports

Tools

Projects
Full Org. Portfolio

Operational 
Change & Risk

Organisational
Reach

Organisational 
Reach

Decision SupportRisk Analysis

PMO required outlook re 
dependency management:
Maintain relationships with 
Projects
Informed Analysis and 
Challenge
Portfolio Plan Driven
Informative, Complete & 
Meaningful Data Set
Stakeholder Driven MI
Accurate and Assured

Portfolio Plan

Project Kick Off
Including initial dependency 

identification exercise

Project 
Updates

Strategic  
Updates

Risk / Issue 
Mgt

Change 
Control

Dependency 
Analysis

“Live” Projects
Draft Dependencies

Agreed Dependencies

Dependency MI

New 
Project 

Requests

Portfolio Plan

Project Kick Off
Including initial dependency 

identification exercise

Project 
Updates

Strategic  
Updates

Risk / Issue 
Mgt

Change 
Control

Dependency 
Analysis

“Live” Projects
Draft Dependencies

Agreed Dependencies

Dependency MI

New 
Project 

Requests Project 1 Project 2

CBA YX

B X
Identify / Analyse

Description
Timescale
Confidence
Dep-Out = X
etc..

Benefits
Risk Impact
Dep-In = B
etc..

… an attribute
of a milestone…

Agree
Delivering – Dependent
Committed date – Expected date
Dependency Detail (nature of deliverable, etc.)
Critical Path (Y/N)
etc..

Track / Report
Type
Delivering Status
Delivering Date RAG
Dependent Date RAG
etc….

Portfolio Plan

Dependency 
Management

A
ttr

ib
ut

es

Dependency Log

etc.…Project 1 Project 2

CBA YX

B X
Identify / Analyse

Description
Timescale
Confidence
Dep-Out = X
etc..

Benefits
Risk Impact
Dep-In = B
etc..

… an attribute
of a milestone…

Agree
Delivering – Dependent
Committed date – Expected date
Dependency Detail (nature of deliverable, etc.)
Critical Path (Y/N)
etc..

Track / Report
Type
Delivering Status
Delivering Date RAG
Dependent Date RAG
etc….

Portfolio Plan

Dependency 
Management
Dependency 
Management

A
ttr

ib
ut

es

Dependency Log

etc.…

Impact and 
recovery actions

Critical Path

Name
Name

Name
Name

Name
Name

Name

Name
Name

Impact and 
recovery actions

Critical Path

Name
Name

Name
Name

Name
Name

Name

Name
Name

BAU Business 
Change

Phase 1 Phase 2

Develop Project Manager/Analyst Maturity

Devolve more 
responsibility to PMs

Engage Business Reps and include business 
driven change in overall plan

Design MI Outputs

Issue draft MI

Full Analysis of 
all projects

Hot Spot Analysis

Issue Resolution

Issue MI First Cut
Steady State Achieved

Embed & Refine

Build & Enhance Relationships

Stakeholder 
Engagement

Embedding dependency management into business BAU activities is key to 
long term success.  Project activities can then be linked to business initiatives 
& activities outside of the Portfolio Plan to provide the complete picture.

Implementing Effective Dependency Management
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