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Let Rego be your guide. 
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Agenda

• Who is Eaton

• Overview of Eaton’s Global Engineering Portfolio Budgeting & Profit Planning

• Eaton – rego consulting partnership: Implementing SPM & Clarity® Roadmaps
o Implement Roadmap module

oDocumenting Projects and Ideas into Clarity®

oPortfolio Prioritization

oPortfolio Reporting

• Conclusion

• Q&A
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Who is Eaton?

We are an intelligent power 

management company doing 

business in more than 

160 countries with annual sales 

of over $24.9 billion USD. 
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4



© 2025 Eaton. All rights reserved.. 5

Source: Eaton’s 2025 Annual Investor Conference - Technology and Innovation Strategy

https://www.eaton.com/content/dam/eaton/company/investor-relations/financial-reports/aic-2025/eaton-technology-macha-2025.pdf
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Source: Eaton’s 2025 Annual Investor Conference - Technology and Innovation Strategy

https://www.eaton.com/content/dam/eaton/company/investor-relations/financial-reports/aic-2025/eaton-technology-macha-2025.pdf
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Yearly Global Engineering Portfolio Budgeting & Profit Planning

• E    ’        p profitability goal for a yearly budgeting 

period and identify the steps undertaken by all business 

units to achieve it.

• Profit Planning and Engineering Portfolio Budgeting 

are closely interlinked, with the latter being a significant 

component of the former. 

o It begins with strategic portfolio planning, which includes 

identifying initiatives, understanding mega trends, and 

developing product and technology roadmaps.

o This is followed by budgeting and forecasting, where initiatives 

are prioritized based on their alignment with strategic goals, 

resource availability, and cost considerations.

Strat plan 
[Identification of 
Initiatives]

•Mega trends

•Product roadmaps

•Technology Roadmaps

Strategic portfolio 
planning

•Budgeting

•Forecast

Prioritization of 
Initiatives [Portfolio 
Waterlining]

•Strategic alignment

•Resources availability

•Timing

•Cost

GL consolidation

•Baselining

•Project costing (labor 
& non-labor)

•Capital

Leadership 
Approval

•Business unit 
expenses 

•Prioritization based 
on BU goals

Adjustment of 
Priorities based on 
approved budget

Segment & Business 

Units Goals 
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Yearly Global Engineering Portfolio Budgeting: Bottom-Up approach

• Creating a precise investment budget is crucial for effective profit planning

• The investment budget reflects the overall projected expenses needed to complete a proposed 

project within a defined period (e.g. FY2026), especially the labor resources needed: 

o What essential technical skills       q          cc  p   h  h            ’              ?

o Which organization/division has the necessary technical knowledge?

o Who will execute the tasks and possess the requisite technical competencies    f  f     h            ’              ?

• Prioritization perform at 

portfolio level

• Currently more than 200 
portfolios for prioritization

• Portfolio structure driven by 

P&L structure and product 
lines
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Yearly Global Engineering Portfolio Budgeting: Bottom-Up approach

Project Engineers documents Project/Idea resources 

and financial details in Excel:
• A project usually is consolidated in multiple rows (5-10 rows)

• Files consolidating several portfolios have thousands of rows

• Separate files are created for portfolio prioritization (not 

standard formats/process across BUs),  project details are 

extracted from initial files but not sync consistently 

• Project funding/cost can be adjusted in the files based on 

discussions, and not pushed back to initial excel file

• N   c       z      c          (          E    L      ’ 

laptops)

• Customized KPIs/Metris used in excel by different division 
that are not consistent

• Once portfolio prioritization is done, information of 

investments (priority/ranking, above/below waterline) is 

transferred into Clarity® from Excel file“Portfolio Module” 

Classic Mode

Waterline (Budget baseline)
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Yearly Global Engineering Portfolio Budgeting: Bottom-Up approach
Many challenges with this approach:

• File Locking and Conflicts: 
When multiple users try to edit the file simultaneously, it can lead to file locking 

or conflicts, causing some users to be unable to save their changes

• Version Control: 
Managing different versions of the file can be challenging, especially if users are 

not aware of the latest version or accidentally overwrite each other's changes

• Data Corruption: 

Simultaneous edits can sometimes lead to data corruption, where the file 

becomes unusable or contains incorrect data

• Access Permissions: 
Ensuring that all users have the correct access permissions can be difficult, 

leading to unauthorized changes or restricted access for some users

• Network Issues: 
Slow or unstable network connections can cause delays in saving or accessing 

the file, leading to frustration and potential data loss

• User Errors: 

Mistakes made by users, such as incorrect data entry or accidental deletion of 

important information, can affect the integrity of the shared file

• Synchronization Problems: 
Changes made offline may not sync properly when the user reconnects, 

causing discrepancies between the local and shared versions

Big Problem to Solve: 

• High Complexity and inefficiencies in the current 

profit planning process. 

• Issues include difficulties in waterlining, portfolio 

prioritization, cost aggregation, and reporting. 

• Challenges lead to a cumbersome and time-

consuming profit planning process, which affects 
the overall efficiency and effectiveness of the 

organization with an overall engineering NVA cost 

of approx. $8M~$10M per year

Great  Opportunity: 

• use of Clarity® has been focused on traditional 
PPM: P  j c     c           p       (“A            

 h     RIGHT?”)

• Expand its use for Portfolio Prioritization and 
Strategic Portfolio Planning by implementing new 

“R     p” f      
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• Eaton and rego consulting partnered to streamline and enhance the profit planning process by 

leveraging the Clarity® Roadmaps functionality for strategic portfolio planning, portfolio 

prioritization, Waterlining and engineering expenses & resources aggregation

• Benefits of Clarity® PPM – Roadmaps:

1. CENTRALIZED DATABASE – Once stop shop for all projects & portfolios information

2. h    f’ , C      V    ,     D ff      L                  ff              f      h  

3. Decision planning from synced real-                c          ’        (           )

4. Interactive planning: Supports different levels of planning, from strategic to tactical, all in one place

• Process change: Documenting Projects & Ideas in Clarity® PPM first!

1. Centralize database for all Projects & ideas with budget needs and resources

• Instead of working on separate spreadsheets that are housed in different departments/divisions and only merged 

toward the end of the budget process, everyone can access the single version of the budget and make changes 

in real time.

2. Portfolio budgeting is centralized and being updated in real time with advantage of having an always-

current big picture view of how company is doing.

11

Implementing Clarity’s SPM-Roadmaps
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• Clarity®  Roadmap module extracts the information from each Project/idea documented in the 

investment modules for portfolio Prioritization

• Several Rego Innovations developed to enable:
• Import transaction classes granularity at Roadmap scenario beyond just capital or operating cost

• Allocations per role (in FTE or hours per year) by project beyond just Total Allocations

Portfolio-Based Profit Plan & Budgeting using Roadmaps
Process to implement Roadmap module: roadmap per Portfolio OBS leaf

From Investment
• Categorization fields
• Resource plan (Staff)

• Financial Cost plan (POR)
• Financial Benefits

From Roadmap Scenario (POR)
• Investment Ranking

• “In Plan” status

• Adjusted Cost plan (if applicable)

Power of roadmaps rely on the details 

at investment level
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Product Lines (Portfolio Leaves)

(One roadmap per portfolio Leaf)

Eaton 
Engineering

Electrical

ES-Americas ES-EMEA ES-APAC

Industrial

Aerospace
Vehicle 
Group

Commercial 
Powertrain

Product 
Line 1

…
Product 
Line n

ePowertrain

Product 
Line 1

…

Valve

Product 
Line 1

…

Fuel

Product 
Line 1

…

eMobility

Divisions

Business Unit

Sector

Roadmap Group: use for Global 

Engineering, Sector, BU and Division
(Reporting Roadmap)

Portfolio-Based Profit Plan & Budgeting using Clarity® Roadmaps
Use of Clarity® Roadmaps to replicate Organization Breakdown Structure
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Portfolio-Based Profit Plan & Budgeting using Clarity® Roadmaps
Example Hierarchy: Roadmap and Roadmap group
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• To ease the transition and enable faster 

adoption of the new process and the 

Roadmaps module, all ongoing projects 

and ideas with their details were  pre-

uploaded into Clarity® for all existing 

portfolios. 

• Each roadmap was created using a 

predefined template with a set of views 

including a set of columns and widgets for 

data visualization 

• Additionally, a set of Dashboards views 

were created to provide a common data 

visualization across all divisions and 

business units

• This will significantly reduce the 

onboarding effort and ensure a proper 

consolidation of the existing engineering 

budget.

Portfolio-Based Profit Plan & Budgeting using Clarity® Roadmaps
Implementation of Clarity® Roadmaps



© 2025 Eaton. All rights reserved..

Investment Module

[Centralize Database]

Project/Idea 

Cost Plan

Labor
Labor 
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p
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n

g
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o
s
t 

Temp 

Non-Labor

Inter-Company 

Travel 

Services 

Materials 

Supplies and Other 

Subcontract R&D 

Recovery

Customer

Government

Eng Division

Non-Eng Division

Capital

Services 

C
a
p

it
a
l 
C

o
s
t

Materials 

Supplies and Other 

Subcontract R&D 

Resource Demand
Resources Roles

Benefits
IRR, NPV, ROS MY Increm.Sales

Every initiative (Project and/or Idea) that will be part of the portfolio prioritization 

and Waterlining for next Fiscal Year needs to be documented in Clarity®:

• Project Categorization

• Resource Allocation

• Financial cost plan and Benefit plan

Portfolio-Based Profit Plan & Budgeting using Roadmaps
Process to document projects/ideas into Clarity®
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Project/Idea 
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• Project/ideas Categorization: 

• Well-organized projects can help management see the bigger picture of 

        ’                ch            ,                      p    

• Categorization also improves decision-making and external reporting

Portfolio-Based Profit Plan & Budgeting using Roadmaps
Process to document projects/ideas into Clarity®

• Portfolio OBS

• Department OBS (financial responsibility)

• Short Description

• Project Type & subtype

• Sustainability Category

• Strategic Alignment

• Technology Domain​

• Risk
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Project/Idea 
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• Project/ideas Resources plan*: 

o Roles (Technical skills)   q          cc  p   h  h            ’  

deliverables and the organization/division with such technical skills

o Resource(s) who possess the required technical skills to fulfill the 

          ’              

Portfolio-Based Profit Plan & Budgeting using Roadmaps
Process to document projects/ideas into Clarity®

*Hours allocated are used to calculate labor cost. 

• calculate from allocation in Clarity® using defined 

labor rate matrix by Department OBS
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Project/Idea 
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• Project/ideas Financial cost plan: 

• Every Project/Idea must have a Detail Cost plan documented in 

Financial section of ProPM

Portfolio-Based Profit Plan & Budgeting using Roadmaps
Process to document projects/ideas into Clarity®
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Project/Idea 
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• Project/ideas Sales/Benefits Summary: 

Detail benefits is crucial for project prioritization because it provides a clear 

understanding of the value and impact of each initiative

Portfolio-Based Profit Plan & Budgeting using Roadmaps
Process to document projects/ideas into Clarity®
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Portfolio-Based Profit Plan & Budgeting using Roadmaps
Portfolio Prioritization using Clarity® Roadmaps

• Each entity (BU, division, department) has its own method for prioritization using Different 

KPIs/OKRs*    “rank”                h    p   f     

• Some examples of these methodologies are:

o Use product & technology road maps and Division strategy, with ranking based on projected revenue, what customers 

want and the market needs

o Use of cost/benefit analysis model use ROS, NPV, and Payback as the primary metrics

o  Voting and ranking using attributes like NPV, ROS, MY Gross Sales, In Profit Plan/ Strat Plan, & Risk Level. 

o  Funding source (e.g. Customer Committed,  Awarded government contract projects, confirmed business unit funding)

• Clarity® Roadmaps enables customizable metrics to support ranking as well as flexibility to 

add any KPIs/OKRs to support prioritization
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Portfolio-Based Profit Plan & Budgeting using Roadmaps
Portfolio Prioritization using Rank and In Plan columns 

• Portfolio Ranking: Excel-like interface to modify Data 

and re-organize content 

Targets are used for both goals and constraints to make sure you are in alignment with your business 
• Targets can be set for any cost field as well as resources allocation

• This approach allows you to define beyond the waterline level as “Net Operating Cost”

• Customizable benefit metrics to support ranking

• Flexibility to add any KPIs/OKRs to support 

prioritization
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Portfolio-Based Profit Plan & Budgeting using Roadmaps
Portfolio Prioritization using Rank and In Plan columns 

R                     f “I -p   ”    “N   I  P   ”    

resources (per role and total allocations)

Targets allows to identify the existing capacity per Role
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The multiple portfolios of each division can be group and reported using 

Roadmap Group with cost aggregation for In plan (above waterline) 

and not-in-plan (below waterline)

Portfolio-Based Profit Plan & Budgeting using Roadmaps
Division, Business Units, Sector Portfolio reporting using Roadmap Groups
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Enterprise Dashboards

• Zero Based Budget 
• Demand/Capacity
• Financial reporting

Project/Idea 
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Government
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p
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Subcontract R&D 

Resource Demand
Resources Roles

Benefits
IRR, NPV, ROS MY Increm.Sales

Inputs

Outputs

• Project/ideas Categorization fields

• Resource plan (Staff)

• Financial Cost plan (POR)

• Financial Benefits

• Roadmap Scenario POR
o Ranking, “In plan” status & budget

From Investment

• Categorization fields
• Resource plan (Staff)

• Financial Cost plan (POR)

• Financial Benefits

From Scenario (POR)

• Investment Ranking
• “In Plan” status

• Adjusted Cost plan details

   (if applicable)

Portfolio-Based Profit Plan & Budgeting using Clarity® Roadmaps
New Strategic Portfolio Planning approach
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• High complexity on Eaton’s engineering portfolio
o More than 60 divisions

o More than 200 portfolios with w/ multiple project each and different strategic alignments (~2000 investment per year)

o >6000 resources to balance globally

o Multiple source of funding/revenues

• P             ’ p  f   p    c  p           xc   & powerpoint
o Challenges with consolidating information reliably with quick turn around

o Final shared file multiple times got corrupted, copy & paste nightmare, hard to audit

o Multiple source of truth

• With the implementation of Clarity® roadmap module and documenting all investments in Clarifty® 

investment module respectively, it was possible to execute a bottom-up budget consolidation 

effectively and efficiently: 
o Centralize database of all initiatives

o R   c      f ~$10M “N  -           ”  c                         z      

o Easy comparison with previous year budget

o Benefit of transaction classes, labor cost calculation via labor rate/staff hours & recoveries

o Matching between Project costing and P&L costing

Portfolio-Based Profit Plan & Budgeting using Clarity® Roadmaps
New Strategic Portfolio Planning approach
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Questions?



Master Clarity with
Rego University
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Let Rego be your guide. 

Earn Certifications in 
Administration, Leadership, 

and Technical Proficiency



Rego is excited to introduce our new certification programs, designed to enhance your expertise in Clarity administration, leadership, 
and technical skills. These certifications provide hands-on experience and knowledge to excel in your career.
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Elevate Your Professional Expertise with Rego University Certifications

Certification Requirements:

Completion: 12 units per certification track Eligibility: Open to all Rego University attendees

Important Reminder:

To have your certification credits tracked, ensure you complete the class surveys in the app after each session. This step is critical for 
certification progress.

Let Rego be your guide. 



Instructions for PMI credits 
• Access your account at pmi.org

• Click on Certifications

• Click on Maintain My Certification

• Click on Visit CCR’s button under the Report PDU’s

• Click on Report PDU’s

• Click on Course or Training

• Class Provider = Rego Consulting

• Class Name = regoUniversity

• Course Description

• Date Started = Today’s Date

• Date Completed = Today’s Date

• Hours Completed = 1 PDU per hour of class time

• Training classes = Technical

• Click on I agree and Submit

Let Rego be your guide. 
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Thank You For Attending Rego University

Phone
888.813.0444

Email
info@regoconsulting.com
 

Website
www.regouniversity.com 

Let us know how we can improve! 
Don’t forget to fill out the class survey.

mailto:info@regoconsulting.com
http://www.regoconsulting.com/

	Slide 1
	Slide 2: Agenda
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7: Yearly Global Engineering Portfolio Budgeting & Profit Planning
	Slide 8: Yearly Global Engineering Portfolio Budgeting: Bottom-Up approach
	Slide 9: Yearly Global Engineering Portfolio Budgeting: Bottom-Up approach
	Slide 10: Yearly Global Engineering Portfolio Budgeting: Bottom-Up approach
	Slide 11: Implementing Clarity’s SPM-Roadmaps
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16
	Slide 17
	Slide 18
	Slide 19
	Slide 20
	Slide 21
	Slide 22
	Slide 23
	Slide 24
	Slide 25
	Slide 26
	Slide 27
	Slide 28: Master Clarity with Rego University
	Slide 29: Elevate Your Professional Expertise with Rego University Certifications
	Slide 30: Thank You For Attending Rego University

