Key Skills in Programme Management   -   User Guide
Page 46
__________________________________________________________________________________

What is Programme Management?

The fact that Programme Management is a comparatively new technique and that its exact meaning can be dependant on the environment means that there is no one agreed definition of what it is. 

Here are a few which have been put forward:
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One of the reasons why there are several definitions of Programme Management is because there are a number of different ideas about what constitutes a programme.

There a four main programme types, namely:

The Multi-Project Organisation


The Mega Project


Many projects for one client


The Programme Management Organisation

The Multi-Project Organisation is characterised by having many projects which run simultaneously, sharing the same resources and generating value for the organisation.

The Mega-Project type of programme refers to a project which is so large that it has to be broken down in to a series of smaller projects – each of which may be a major project in its own right.

The American moon landing project was a good example of this type of programme.

Many-Projects-For-One-Client. Consider a supplier company which works for a limited number of clients, with whom it has  very close working relationships.

This supplier may have several projects in hand at any one time for the same client. 

Good examples of this kind of programme can be found in the motor industry.

The Programme Management Organisation has some similarities with our first type of programme – The Multi-Project Organisation.  

The main difference is that the projects within a Multi-Project Organisation are usually carried out on behalf of an external customer – and are not logically linked.

Whereas in a Programme Management Organisation, the projects are usually aimed at bringing about internal changes to benefit the business as a whole.

Operations v’s Projects v’s Programmes
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Programme Lifecycles

One very useful view on a programme’s lifecycle is to consider it as having four separate phases:

The Programme Identification phase should take place at a high level since this is where the overall direction for , not just the programme, but the whole organisation is determined. 
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Often there will be a need to assign priorities between competing programmes.
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The Programme Definition phase is where the programme management team undertake the detailed planning and initiation of the various projects making up the programme.
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In the Programme Execution phase, the individual projects are all taking place, under the control of each Project Manager.  The activities of the Programme Manager at this stage focus on maintaining alignment and managing shared resources.

The Benefits Realisation phase is where activity focuses on maximising the returns on the investments – financial and otherwise - which have been made in the programmes.
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Organising Programmes

The way in which you choose to organise for programme management depends on many varied factors and is often limited by current management structures within the organisation as a whole.

The best structure for your company will depend very much on where you are now and where you want to be.

Implementing a programme management regime should not be an excuse for building up additional management structures – rather it should imply a re-alignment of management resources which are already in place.  

Only in very large programmes may the establishment of a dedicated programme management structure be justified.

Programme management functions often have to operate alongside, or be combined with, the activities of functional departments.  

It is for this reason that matrix structures are commonly used to represent the relationships which exist between programme, project and functional  managers.

Multi-Project Organisations tends to be arranged on the basis of functional departments providing services and resources to the individual project managers.
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In the Mega Project situation, the main focus is on the programme itself – since that is the only reason the organisation exists.
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Unlike the Multi-Project Organisation – there are no “business as usual” activities to be supported.  “Business as usual “ is the Mega Project.

With “Many Projects for One Client” the programmes are defined according to the customer.
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And the organisation as a whole will usually be dealing with several different clients.

Such programmes usually imply a very high degree of commercial  confidentiality and so “brick walls”  - literally as well as metaphorically, often exist between the different programme teams.

The focus for the Programme Management Organisation is, in most cases, wholesale change within the organisation itself.

So this kind of programme has to be run alongside the “business as usual” activities of the company – but the end-product of the programme may well be changes to the way those activities are performed.
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As the programme progresses, it will call on resources from the operational departments, as well as from external sources.

In many cases like this, the programme organisation will only be a temporary and a part-time structure.  The people managing and executing the activities within the programme will be doing so in addition to their normal operational responsibilities.

Roles & Responsibilities

In defining the roles and responsibilities of people involved in programme management it is necessary to attach titles to the various roles.

In the following pages we will use the titles which are suggested by the CCTA in their guide for programme management.

If you have any involvement with Prince or Prince 2 you will find the titles used very familiar.

The impetus for all programmes, whatever their type, should come from the very highest levels of the organisation.

Depending on the organisation, the highest level of authority could be either an individual, a board of directors, a government minister, or whatever.

These are the people who have the vision of where they want the organisation to be, and the authority to make the necessary investments to take it there.

Based on their “blueprint” for the future of the organisation, the senior management will identify the programme or programmes which are necessary and produce the Programme Brief.  

Just as importantly they will also appoint a Programme Director – to take responsibility for every aspect of the programme’s success in meeting it’s objectives..

In some circumstances, it may be beneficial to form a Programme Directorate – a committee of senior people with a mixed range of experience and skills.  

There will almost always be need for a management team to work under the Programme Director in order to execute the programme.

This team are known as the Programme Executive.

The CCTA’s model recommends three main roles within the Programme Executive, they are:


The Business Change Manager


The Programme Manager


The Design Authority.

Resource Allocation

For most programmes, a key consideration is the allocation of resources to the various projects.

In a Sub-Contract Matrix arrangement,  the Project Manager effectively invites the functional departments to tender for the various jobs or “Work Packages” which have been identified.

A fundamentally different, and much more personal approach is what is known as the Full-Time Assignment matrix.

With this approach, the project manager will borrow staff from the functional departments on a full-time secondment basis – and pay for their time while they are seconded to the project.

One way of improving the resources utilisation problem which can occur with the Full-Time assignment matrix is to assign resources on a Part-Time basis.

Yet another approach can be to collect all the resources, of mixed specialisms together into a central Resource Pool.  The resources are then loaned out from that pool to the project teams.

Only very large organisations, with many long-running programmes tend to benefit from the Resource Pool Arrangement.

Programme Planning

For the project manager, planning is about deciding which activities have to take place, and when.  And then allocating resources to enable the deadlines to be met.

The focus for the project manager tends to be the activities themselves and the deadlines for their completion. In other words, What have I got to do?, When have I got to do it? What resources  do I need to do it?

The programme planner is also concerned with the same parameters.  But the focus tends to be reversed.  In other words What have I got to do?, What resources are available to do it? When can it be done?

For the programme planner, therefore, the main objectives are to:

Match the workload to the available resources.

Take account of project interdependencies, which will not be apparent to the individual project managers.

To begin to appreciate the issues involved in programme planning let’s start by looking at a single very simple project.  We’ll call it Project A.

This only has eight activities and is planned to last for 10 days. The critical activities are highlighted in red.

The only resources which we need to control for this project are people and the number of people needed to complete each activity on time is as shown by the white numbers on the activity bars.
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From this simplified Gantt Chart – the project manager can easily produce a resource histogram, showing the total resources needed for each day of the project.

Now, let’s make this simple project into a programme, by adding another very simple project, Project B, which is to run concurrently.

You can see that the resource profile for Project B is different from Project A, but follows the same general pattern of a ramp up, a plateau in the middle and then a ramp down.  This is fairly typical for most projects.

As the programme manager for this little programme, what you would really want to see is the resource profile for each project combined, or consolidated. as this process is sometimes called.

A computer system which is simply able to consolidate many individual project plans to spot dependency and resource conflicts may be of some assistance, but it is unlikely to allow fully realistic plans to be produced.

Unfortunately, most of the software programmes which are on the market claiming to have programme management capability are based on a simplistic centralised consolidation approach – we will call it the Consolidation Model.

The reason for this is that many vendors of single-project planning tools have found it easy to implement a “roll-up” routine to allow their software to consolidate several plans. Many can then de-consolidate the individual plans with modifications to remove any obvious problems.

Another reason why the Consolidation Model is used is that it is relatively easy to understand in principle and does produce benefits in some circumstance.

The Consolidation Model for programme planning has six identifiable stages.

Planning.   The process of planning each individual project in terms of its resource requirements and timing.

Transmission.  This is where all the individual plans are transmitted to some central point, possibly the Programme Support Office. This is usually done electronically by transferring data files from one computer to another.

Consolidation.  The number-crunching exercise in combining all the individual plans into a single plan for the whole programme.

Decision Making.  The consolidation stage will almost always expose resource shortfalls and inter-project inconsistencies.  This stage is where decisions are taken by the Programme Manager on how best to resolve the conflicts.  Usually this will involve a process of trial and error and several re-runnings of the consolidation routine until a workable plan is reached.

De-Consolidation.  Once a realistic programme plan has been agreed, it is necessary to separate out all the individual project plans, some or all of which will have been modified – and transmit these back to the individual project managers.

Monitoring & Control.  This were the actual progress which takes place is somehow fed-back to ensure that the plan maintains some relationship with the real world. This stage is so important to the overall process that we have devoted the whole of the next lesson to just this topic.

An alternative approach is called the Delegation Model, and this tends to produce far better results in the other three kinds of programme - particularly the Programme Management Organisation.

The philosophy of the Delegation Model is to use the organisational structure itself as a starting point, and to de-centralise the planning and consolidation activities across the organisation.

Instead of concentrating planning and consolidation into one area, the Planning Office for example, and a discrete point in time, everyone is involved in a constant cycle of planning their own workload.

The reason for having an organisational structure in the first place is to delegate work.

Senior Managers delegate work to Middle Managers, Middle Managers delegate work to Line Managers, Line Managers delegate work to Specialists and so on.  This “Top-Down” principle is both logical and widely understood.

Because of this it makes sense to use the principle as a foundation for planning programmes within an organisation.

The way it works is like this.

The Senior Managers plan at the overall level, deciding which programmes they want implemented and the order in which they are required – in other words the high-level priorities.

The Senior Manager then delegates the responsibility for planning and execution of each programme to an appointed programme  manager, or Programme Director, depending on the terminology you are using.

Once the Programme Manager has identified all the constituent projects which are necessary for the programme, a programme plan will be produced. 

At this stage the Programme Manager will not be concerned with  the detailed planning for each project.  Project interdependencies will be a consideration, as will duplicated products,  but resources will not.

For each project within the programme plan, a Project Manager will be appointed and the Programme Manager will delegate the whole project workload, including its planning, to the Project Manager.

Having accepted the project the Project Manager now sets about it’s detailed planning and the end result of this process will be, amongst other things, a traditional Gantt Chart, where the bars represent the actual activities which have to be performed

Monitoring & Control

To plan a project or a programme without implementing methods of monitoring and control is a bit like planning a route for driving from Point A to Point B, but trying to drive there by sitting in the back-seat with your eyes blindfolded.

Planning and Control, but without a proper Monitoring system means you are actually sitting in the driving seat, but still blindfolded – slightly better but not much.

It is only when you apply all three together that you have any real chance of success with the journey.

Data Structures

In the previous lesson, we looked at two approaches to planning programmes, The Consolidation Model and The Delegation Model.  

Both models depend on an effective system of monitoring and control so that events in real-life can be fed-in at the lower levels and the higher-level plans updated accordingly.

The Project Management community have, over the years, developed a number of data structures to represent and reference the various entities which are involved in a project.

The main ones are:


The Product Breakdown Structure
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The Work Breakdown Structure
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The Organisation Breakdown Structure

And
The Cost Breakdown Structure

Linear Responsibility Chart

An important factor in keeping programmes under control is for everyone to have a clear understanding of their own and everyone else’s responsibility and information requirements.

A useful little tool for keeping track of, and communicating such things can be made by combining the Work Breakdown Structure and The Organisational Breakdown Structure.

This called a Linear Responsibility Chart or Matrix and it works like this. Arrange all the elements from the Organisational Breakdown Structure across the top of a matrix, like so.
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Then, down the left-hand side of the matrix, make a one line entry for each activity on the Work Breakdown Structure.

Each point of intersection on the matrix can now be used to indicate each persons interest in each activity.

We will use a coding system to indicate the nature of each persons interest in the activity;

R denotes Responsibility – the person who actually does the work

A denotes Accountability – the person who will carry the can if the activity goes wrong.

C indicates Consultation – in other words somebody who can be called on to advise about the activity.

I indicates someone who needs to be kept informed about the status of the activity.

For this reason some people refer to this tool as the RACI Matrix.

Measurement of Progress

Many techniques have been developed over the years to give project managers a yardstick by which to measure how well the project is going.

The most basic of these is the simple Budget v’s Actual graph, sometimes known as the S-Curve.

As the project progresses, all you do is plot the actual money spent against the originally budgeted figures.

In this way you can see, at any stage in the project, whether you are over or under spending.

Earned Value Analysis

In an attempt to provide a more accurate view of progress, a technique has been developed called Earned Value Analysis, which sets out to rationalise the two parameters of schedule and cost into a single one called Earned Value.
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There is no doubt that Earned Value Analysis, properly applied, is effective at what it sets out to do in giving a meaningful measure of progress.  And the principles are just as valid for programmes as they are for projects.

Time Sheets

Like all things in life, the most potent way of monitoring progress and feeding back into the planning process is the simplest. 

Almost all programmes use timesheets as the foundation for their monitoring and control processes.

Timesheets are simple in principle and have the advantage that the information comes directly from the people who are actually doing the work – the ones who really should know how things are going.

Here is a suggested format for a timesheet which you might like to consider.


Earlier in the lesson we looked at data structures and the importance of the need for consistent data.  It is at this point where the accuracy and consistency of data becomes very important.

The three critical data items on this form are:  The Employee Name,  The Project ID, and the Activity ID.  All of these must be unique within your system and be accurately used in connection within each element.

Benefits Management

Many of the techniques and approaches which we have discussed so far in this course will be familiar to anyone from a project management background.  

This is because there is, quite obviously, a great deal of overlap between the skills of managing a project and those of managing a programme.

However, Benefits Management is an area which is peculiar to programme management and would not normally be covered in a course dealing specifically with project management.

Whilst project managers are primarily motivated to achieve set targets, the main function of the programme manager is to ensure that benefits are delivered.

Benefits and their management are fundamental to the objectives of programme management.

Benefits Management is a structured approach to the identification and realisation of programme benefits which focuses on:

· Identifying the expected business benefits and ensuring that they are both understood and accepted by all concerned.

· Planning how the benefits will be achieved and measured.

· Allocating accountability for their successful realisation.

· And monitoring progress towards their delivery.

An alternative definition of Benefits Management is:

“The enhanced efficiency, economy and effectiveness of future business operations to be delivered by the programme and how their achievement is to be measured, monitored, controlled and communicated.

[Geoff Reiss]

To ensure that benefits are eventually realised it is important that they are managed positively right from the start.

So, the first benefits management activities should take place in the Programme Identification Phase  The aim here being to define the expectations as far as the benefits of the programme are concerned.

In the Programme Identification Phase the benefits should be documented within a benefits framework which should form part of the Programme Brief.

By accepting the Programme Brief, the Programme Director is accepting overall responsibility for the realisation of the benefits which are defined within it.

Although it has very fuzzy edges, the Benefits Realisation phase proper, starts towards the end of each tranche of projects and continues for some time after each tranche has finished.

At the end of each tranche of work, the Programme Management Team should carry out an End-of-Tranche Assessment, one output of which will be the Programme Benefits Review Report.

Prioritisation

For a programme of any size, there will be many, perhaps hundreds of expected benefits which will be itemised in the benefits management plan.

Whilst the job of the programme manager is to secure all the predicted benefits – plus the ones which were not foreseen, it makes sense to give some thought to priorities at all stages of the programme.

Not all the expected benefits will be of equal importance – some will be major and crucial to the perceived success of the programme, others may be “nice-to-have” – but not essential.

A principle which is widely used in general management is particularly relevant here – that is the Parteo or 80/20 principle.

Wilfredo Pareto was an Italian economist who put forward a number of controversial theories, but one which has found general acceptance is his 80/20 rule.

Pareto observed that in any economy, the majority of activity, say 80%, was generated by a small number of businesses – say 20% of the total.

This is sometimes referred to as the law of “The Trivial Many and The Important Few”.  

If we express  this data graphically, using a histogram, the results would look like this.

Unless there is good reason not to, it would be sensible to give the projects which are delivering the most valuable 20% of the benefits a higher priority than the rest.

Non-Financial Benefits

The kind of analysis we have just been discussing relies heavily on your ability to quantify the benefits –ideally in financial terms.

However, it has to be accepted not all benefits can be assigned a numerical value.  

How can the value of that be quantified?

What you could do is arrange a survey of the managers in the target business areas to get their assessment of the relative importance of the various benefits of this kind.

Such surveys are best carried out at both the pre and post implementation stage.

It can be a useful measure of a Programmes success to categorise the benefits, at the definition stage into three types, A B and C.

With A being the essential benefits, the ones which must be realised if the programme is ever to be considered a success.

The B benefits would be the ones which are not essential to the success of the programme but are non-the-less worth having and could be valuable both in tangible and non-tangible returns.

The C benefits might be the predicted spin-offs and low-level benefits which would be nice-to-have and could add up to make an already successful programme outstandingly good.

This now gives us a yardstick by which we can measure the overall success of a programme.

For example, in the Programme Definition Statement, a target could be set that 100% of the Class A Benefits, had to be achieved, 80% of the Class B and 60% of the Class C.

The time by which each benefit is expected to be realised should also be defined as a benchmark date for assessment of these targets.

Programme Management Processes

Risk Management

Risk can be defined as:  “The Chances of Exposure To the Adverse Consequences of Future Events”

For the project manager, risks can come from many sources, but they can usually be categorised into three major kinds,  Physical Risks,  Financial Risks and Schedule Risks.

Physical or Technical Risks can include the risks of technical failure or of injury to people working on the project.  For this class of risk, insurance is often a viable way of reducing or mitigating against the occurrence of the risk.

Financial risks cover threats to the project budget – the danger of unforeseen events causing costs over-runs.

Schedule Risks are factors which could cause delays in the project, causing the planned finish date to be delayed.

Often there will be a relationship between Financial and Schedule risks in that delays often incur financial penalties and risks of delay can usually be removed – but at a financial cost.

Project Risks can be further sub-divided in either Internal or External risks.  

Internal risks, sometimes called Project Risks, emanate from within the project itself. They include factors such as technical failures, delays in carrying out scheduled work, errors by project staff and so on.  generally speaking, these are risks which the project manager can control and is in a position to do something about.

External risks, on the other hand, are threats to the project which come from the external environment.  The are sometimes referred to as Business risks, and are outside the control of the project manager.  Examples include legislative changes, which could render the projects products obsolete, or market conditions may change during the project – rendering the business case invalid.

In the majority of cases, the risks which are of primary concern to the Programme Manager are Financial Risks and, by virtue of the close relationship between them, Schedule Risks.

Physical or Technical Risks tend to be more of a concern for the project manager.

The justification for the whole programme will have been built on a Business Case which will have had at its core a financial projection for the programme.

The most important risks in any programme are risks which impinge on this financial justification.

In putting together a Business case, two closely related techniques are often used to help senior managers decide whether the risks involved in embarking on the programme are worth taking.  They are Break-Even Analysis and Discounted Cash Flow.

Break-Even Analysis is based on the assumption that money will have to be spent on the programme before benefits, in the form or financial returns are realised.

In graphical terms, therefore, the cumulative cash out-flows may look like this, before the cash-in-flows start to be generated at a later date.


If we aggregate together both the out-flows and in-flows we will get a cumulative cash-flow curve which will look something like this.

The point where this curve crosses the horizontal, or zero cash-flow line, is known as the Break-Even Point.  At this point, the programme has recovered all the money spent on it, but not yet generated any profit.

Before sanctioning any programme, a senior manager will want to know some crucial information which this graph can provide.

For example, How far in the future does this Break-Even Point occur?  The further away it is – the riskier the programme.

What is the lowest point on the cash-flow curve?  This indicates the likely borrowing or financing level which will have to be supported to fund the programme.

What is the eventual return at the end of the expected life of the programme?  Does this make the risk worth taking?

Discounted Cash Flow

The Break-Even information which we have just looked at is of great interest but it ignores a phenomenon to which we are all subjected.

This is that money in our hand today, is worth a lot more than a promise of money in the future.

To illustrate how Discounted Cash Flow works, lets consider a programme which delivers net cashflows over a 10 year period – like so. These are the net cash-flow figures in each year – not cumulative figures.

If we produce a cumulative plot of these figures, we can see that the Break-Even point occurs at the end of Year 7.

What we need now is a factor to apply to each of these cash flow figures to convert it to a value in today’s terms.

This is a bit like compound interest in reverse and the way we calculate the discounting factor for each year is from the formula:




D =    
1




        (1+r)n

Where D is the factor to be applied to the cash flow figure for each year, r is the rate at which you choose to discount and n is the number of the period concerned – in this case from 1 to 10.

The value which you choose for r will be dependant on prevailing interest rates, among other things. We can also see from this curve that the net cumulative value of the programme, in today’s money is £3153 pounds – this is called the Net Present value.

If we increase the discounting rate to 20%, in other words make r equal to 0.2, the figures and the graph now look like this.

Following this logic, we can keep increasing r until the break-even point is only reached right at the end of the programme and the net present value is therefore zero.


With this set of figures, the value of r at which this happens is 0.34 or 34%.

This figure, which produces a zero Net Present Value, is called the Internal Rate of Return.

When deciding whether to embark on a programme or not, it is the Internal rate of Return figure or IRR - which most senior managers will be keen to know about.

A high IRR indicates a programme which is worth doing – a low IRR – particularly one which is less than prevailing interest rates, means that you would be better off putting your money on deposit in the bank.

Once the Business Case for the programme has been approved and the programme sanctioned, the Management of Risk becomes an important component of managing the programme – since risks can arise at all levels and, if not managed properly, invalidate the original business case.

The Management of Quality

Let’s now move on to look at another Programme Management Process – The Management of Quality.

Quality is another word which people have long debated over its exact meaning – and some very expansive definitions have been put forward over the years.

The one which we like, because it is brief and is relevant in most circumstances – particularly in programme and project management - is “fitness for purpose”.

For the Programme Manager Quality Management is all about ensuring that everything that done or produced is fit for the purpose for which it is being done or produced.

There are three areas in which the Programme Manager will need to consider quality:

· Within the ultimate business operation for which the products of the programme are being produced.

· Within the design and execution of the programme itself and within the suppliers and sub-contractors who may be responsible for parts of the programme.

· There are two main facets to Quality Management,  Quality Assurance and Quality Control.

Quality Assurance covers all planning, design work and procedures to ensure that quality is achieved – in other words to ensure that what is done or produced is fit for its purpose.  Hence Quality Assurance can be thought of as activity which takes place before any work is done.

Quality Control is the inspection of finished products to ensure that they meet required standards – or are fit for their purpose – and where failure has occurred, the initiation of remedial action.  Thus, Quality Control is normally considered to be something which goes on after the work has been done.

It makes no sense at all to keep on doing things wrong in the hope that mistakes will be picked up and rectified in Quality Control.  It far better, more cost-effective and satisfying all round to do things right in the first place and to build in systems which ensure that mistakes cannot happen.

The Management of Change

The final process which we will be considering in this lesson is the Management of Change – or Transition Management.

A plan, detailing all the considerations involved in making the transition from the old business situation, to the new one brought about by the programme, will be included in the Programme Definition Statement.

This will cover all the human as well as technical issues, and the main headings which should be covered are:

· Communications

· Service Maintenance

· Personnel

· Infrastructure

· Help and Support

APPENDIX A  -  Glossary

baseline
An element of the business case for a programme, describing costs and performance levels that would be achieved if those operations 

continued unchanged over the planned period of the programme.  The baseline is used to compare the costs and benefits of the options 





evaluated in the business case.

benefits
The enhanced efficiency, economy and effectiveness of future business operations to be delivered by a programme.

benefits framework

A component of the Programme Brief which sets out in outline a 





description of the expected benefits of the programme, the business 





operations affected and current and target performance measures.

benefits management

A formal process within programme management for planning, 





managing, delivering and measuring the set of benefits which the 





programme is to provide.

benefits management plan
A component of the Programme Definition Statement, which specifies who is responsible for achieving the benefits set out in the benefits profiles and how achievement is to be managed, measured and monitored.

benefits management regime
The activities, roles and outputs of programme management for 





ensuring that the programme will deliver expected business benefits.  

The regime is described by the benefits management plan as set out in the programme Definition Statement.

benefits profiles
A component of the Programme Definition Statement which describes the planned benefits to be realised by the programme and states where, how, and when they are to be realised.  This description will be agreed between the management of the target business area, the Programme Director, and service providers (if appropriate).

Benefits Realisation phase
The fourth phase of the programme management approach, occurring at the end of each tranche of a programme, and particularly at the end of the full programme.  The objectives are to assess operational performance levels against targets in the benefits framework and  blueprint; to compensate for any short-fall in achievement; to seek additional areas of benefit from  the exploitation of the delivered facilities; to ensure lessons learnt are fed into the re-planning of the next tranche.  Finally, to close down a completed programme (or programme tranche), and ensure that the lessons learnt are fed back into strategy reviews and into future programmes.

blueprint
The section of the Programme Definition Statement which sets out the vision for the programme.  The blueprint will include business models, operational performance measures, organisation, information systems and support service requirements.

 business area


A general term used in the guide to refer to that part of an 





organisation containing the business operations affected by the 





programme.  Business areas may or may not coincide with current 

organisational units.  A business area may cover all the operations of a small organisation, but in a larger organisation it may be preferable 





to identify and manage change in several business areas separately.

business assurance 

The responsibility of planning, monitoring and reporting on a project’s 

co-ordination


business assurance aspects (costs, elapsed time and business case 





viability).  (Carried out by the Business Assurance Co-ordinator 





(BAC), within the Project Assurance Team (PAT) of a PRINCE 





project.)

business case


The section of the Programme Definition Statement which provides 

the justification for the commitment of resources to a programme.  The business case should demonstrate that the most cost-effective 

combination of projects has been selected when compared with costed alternatives.  It also provides the wider context and justification for infrastructure investment and costs of implementing policies and standards.

Business Change Manager
A role in the Programme Executive.  The BCM is responsible for 

(BCM)



maximising the improvement to business operations through benefits 





management, for drawing up the programme’s business case, for 





transition planning and the management of change, and for the 





management of risk.

business operations

Groupings of one or more business processes which combine to 





achieve a primary goal of the organisation (for security benefit).

business transition plan
See transition plan.

Communications plan
The plan for how the objectives, plans and progress of the programme are to be communicated to staff, to promote a feeling of common ownership, to facilitate knowledge transfer and training, and to ensure that those involved throughout the life of the programme.

Design Authority

A role within the Programme Executive, with the responsibility to 





manage the design of the business and information systems that are 





affected or created by the programme, ensuring that designs are 





consistent across all projects in the portfolio and with supporting 

services and infrastructure designs and plans, and that designs comply 
with the policies and standards of the organisation and the 





programme.  The Design Authority is also responsible for change 





control to technical specifications and technical infrastructure.

design management plan
The design management plan is a component of the Programme 





Definition Statement which helps to preserve both the programme’s 





overall technical design integrity and its coherence with plans for 





infrastructure and support services.  it includes the technical 





architecture design, configuration management plan, policies and 





standards to be applied, technical transition and quality plans.

end tranche assessment
A review carried out at the outset of the Benefits Realisation phase to 





verify the completion of all tranche projects and to plan for 





maximising benefits from trance projects and executing the next 





tranche.

feasibility study

During the Programme Definition phase, the programme feasibility 





study is conducted to develop in further detail the business 

requirements and benefits analysis contained in the Programme Brief - in order to draw up the blueprint of the future business operations - 





and to scope and structure implementation options.

hand-over plan

Part of the business transition plan component of the Programme 





Definition Statement:  a plan for the take-on of project deliverables to 





operational services.  A component of the programme’s design 





management plans.

infrastructure


In this guide, infrastructure is broadly defined to include both 





‘traditional’ forms of infrastructure such as IS/IT, telecommunications 





and estates, as well as supporting services such as accountancy, 





staffing and personnel.

‘Island of Stability’

A review point at the end of a tranche (and overlapping the next 

tranche) when the Programme management team review progress and re-assess benefits, risk and remaining uncertainty, and plan the next tranche in detail.

phase



A part of the programme’s life cycle, into which activities to manage 





the programme are grouped.  The four phases of Programme 





Identification, Programme Definition, Programme Execution and 

Benefits Realisation are defined in this guide.  All four phases may be repeated for each tranche of a programme if necessary.

portfolio of projects

See project portfolio

PRINCE
Projects In Controlled Environments, the CCTA’s standard methodology used for project management in many government and large private sector IT departments.

PRINCE-2
An updated version of PRINCE, designed to make the method more suitable for smaller, and non-IT projects.
programme


A portfolio of projects selected and planned in a co-ordinated way so 





as to achieve a set of defined business objectives, giving effect to 





various (and often overlapping) initiatives and/or implementing a 

strategy.  Alternatively, a single, large or very complex project, or a set of otherwise unrelated projects bounded by a business cycle.  The 





programme includes the controlled environment of management 





responsibilities, activities, documentation and monitoring 

arrangements by which the portfolio of projects achieve their goals and the broader goals of the programme.

Programme Benefits Review
A review to assess achievement of targets and to measure performance levels in the resulting business operations.  A PBR also analyses successes and failures in the programme management process.  The review is undertaken by a team commissioned by the Programme Director.

Programme Benefits Review
A report drawn up at the end of the programme (and of each tranche (PBR) Report


of the programme), describing the findings, conclusions and 





recommendations of the PBR.

Programme Brief

An output of the Programme Identification phase, describing the 





programme and giving the terms of reference for the work to be 





carried out, and the Programme Director’s terms of reference.

Programme Definition phase
The second phase of programme management.  A feasibility study is 





carried out to explore options for realising the benefits framework 





described in the Programme Brief.  The programme is fully defined, a 





benefits management regime established, and funding approval for 

major projects is obtained.  Initial Project Briefs are written, specifying project deliverables and outline project plans.  The results of the phase are documented in a Programme Definition Statement.

Programme Definition 
The agreed statement of objectives and plans between the target 

Statement (PDS)

business operation, the Programme Director, and the senior 

management group (Management Board, steering committee) to whom the Programme Director is reporting.  The PDS forms the basis for funding the programme and is the key monitoring and control document.  It is a dynamic document, maintained throughout the life of the programme.

Programme Director

The senior manger with individual responsibility for the overall 





success of the programme, and drawn from the management of the 

target business area.  the programme Executive and the programme’s Project Board chairmen Programme Director.

Programme Directorate
A committee which directs the programme, in circumstances where 





this is not performed by an individual.  It should be led by an 





accountable individual Programme Director as chairman.

Programme Execution phase
The third phase of programme management, in which the project 





portfolio management and transition activities are undertaken.  





Compliance with the programme design, corporate and programme 

policies, standards, and infrastructure plans is monitored and assured.

Programme Executive

The Programme Executive is the group of individuals, supporting the 

Programme Director, which has day-to-day management responsibility for the whole programme.  The Programme  Executive consists of those responsible for the following roles:  the Business Change Manager, the Programme Manager, the programme Design Authority. If a Programme Support Office has been established, its head may also attend regular meetings of the Programme Executive.

Programme Identification
The first phase of programme management, in which all high-level 

phase



change proposals from available strategies and initiatives are 





considered collectively and their objectives and directions translated 





into one or more achievable programmes of work.  For each 





programme identified a Programme Brief is written and a Programme 





Director appointed.

programme management
The selection and co-ordinated planning of a portfolio of projects so as to achieve a set of defined business objectives, and the efficient 





execution of these projects within a controlled environment such that 





they realise maximum benefit for the resulting business operations.

Programme Manager

The individual responsible for the day-to-day management of the 





programme on behalf of the Programme Director.  The Programme 





Manager is a member of the Programme Executive.

programme plan
A collective term for the benefits management plan, risk management plan, transition plan, project portfolio plan and design management plan, which are components of the Programme Definition Statement.

Programme Support Office 
An organisation giving administrative assistance to the Programme 

(PSO)
Manager and the Programme Executive, particularly with management information reporting.  The PSO may, where appropriate, serve both 
the programme and the individual projects.

Project Assurance Team 
The organisation which carries out technical and administrative roles 

(PAT)



on a PRINCE managed project, ensuring continuity of development, 





and technical integrity, of the project’s products.

Project Board


The executive organisation which provides overall direction and 




guidance to a PRINCE managed project.  All Project Boards within a 





programme report to the Programme Director.

Project Board Executive
A project management role within PRINCE (chairman of the Project 





Board).  Project Board Executives should formally report to, and be 

subject to direction from the Programme Director, if changes to Project 
Briefs are required.

Project Brief


A product of the Programme Definition phase which contains an 





outline specification for a project within the programme plan.

project portfolio plan

A plan contained in the Programme Definition Statement which sets 





out a schedule of work, covering the timing, resourcing and control, 





for the programme’s projects.

project portfolio

The constituent projects within a programme, which will deliver the 





products needed to move the business forward from the current 





business operations to those described in the blueprint.

quality plan


A component of the Programme Definition Statement, setting out 





quality objectives for the programme’s design and execution, for the 





future business as described in the blueprint, and for managing third 





parties involved in the programme.

resourcing plan

A component of the Programme Definition Statement stating how the 

programme will be resourced, and specifying what supporting services, infrastructure and third party services are required.

risk management plan

A component of the Programme Definition Statement, containing a 





record of all risks in the business environment and to the programme 

itself.  It assesses possible impact and what is to be done (and when) to avoid, remove and control them.  It includes the detailed processes for managing the risk.

status report


Project progress, variance, and corrective actions are summarised by 





Project Mangers in brief status reports.  These are collated by the 

Programme Support Office into a programme progress report which is issued prior to each Programme Executive meeting.  The reports 

should cover forecasts of problem areas as well as overall programme performance.  These will be Highlight Reports where PRINCE is used.

technical assurance co-
The responsibility of planning, monitoring and reporting on the ordination


technical integrity of a project’s products.  (Carried out by the 





Technical Assurance Co-ordinator (TAC), within the Project 





Assurance Team (PAT) of a PRINCE Project.)

tranche


A block of work within the programme, identified to facilitate the 




programme’s management.

transition plan


A component of a Programme Definition Statement, describing how





the transition from the current business operation to the new 





environment of the blueprint is to be managed.

APPENDIX B  -  Specimen Templates

1) Programme Brief - Suggested Contents Page
1.
Programme background and scope


1.1
Need for the programme


1.2
Programme objectives


1.3
Strategies (and other initiatives) to which 



the programme will give effect


1.4
Target business area and scope of the business 



operations affected


1.5
Interdependencies with other programmes

2.
Benefits framework


2.1
Description of expected benefits


2.2
Business processes affected and benefit interdependencies


2.3
Current (baseline) and target performance measures

3.
Risk analysis

4.
Requirements for support services and infrastructure

5.
Policies and standards to be followed

6.
Implementation time scales and resources


6.1
Major projects


6.2
Programme Definition phase



6.3
Overall programme

7.
Programme management roles and responsibilities

8.
Outline business case

9. 
Funding requirements for the Programme Definition phase
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2) Programme Definition Statement - Suggested Contents Page
1.
Programme background and scope


1.1
Programme objectives


1.2
Programme scope (target business area)


1.3
Inter-programme dependencies


1.4
Current business operations


1.5
Current and target performance measures


1.6
business case and risk summary


1.7
Progress against plan

2.
Future business blueprint


2.1
Business description


2.2
Future business models of functions, processes, decision-making 



operations


2.3
Operational measures of costs, performance, service levels


2.4
Organisation, staffing, roles and skills


2.5
Information systems, databases, files, equipment, information flow


2.6
Support services costs, performance, service levels

3.
Transition plan


3.1
Change management responsibilities


3.2
Organisational change


3.3
Changes in working practices


3.4
Change plans, phasing and intermediate stages


3.5
Training needs


3.6
Capture of historic information


3.7
Requirements for buildings and services


3.8
Hand-over plans


3.9
Roles and responsibilities

4.
Benefits and management plan


4.1
Baseline performance measures


4.2
Benefits profiles (including intermediate stages)


4.3
Detailed benefits management plan


4.4
Benefits monitoring and measurement


4.5
Roles and responsibilities for benefits realisation

5.
Risk management plan


5.1
Introduction (including an overview of the activity, its scope and



purpose, and an outline of the approach to the management of risk)


5.2
Risk analysis (including a description of the approach, survey results,



assessment findings and risk interdependencies)


5.3
Risk management (including resourcing, control information and

 

monitoring mechanisms)


5.4
Detailed plans (including schedules, milestones and review points)

6.
Projects portfolio


6.1
The overall portfolio and component projects


6.2
Project Briefs


6.3
Project interdependencies


6.4
Project timescales and resourcing needs


6.5
Outline costs


6.6
Directly attributable benefits


6.7
Overall project portfolio plan

7.
Design management plan


7.1
Technical design


7.2
Technical transition


7.3
Change control procedures


7.4
Roles and responsibilities

8.
Quality plan


8.1
Quality objectives within the scope of the programme


8.2
Quality management organisation, roles and responsibilities


8.3
Documentation requirements


8.4
Quality control procedures


8.5
Applicable standards


8.6
Tools, techniques and methodologies to be employed

9.
Resourcing plan


9.1
Programme resources


9.2
Support services descriptions


9.3
Infrastructure demands


9.4
Third party services


9.5
Procurement plan

10.
Programme organisation

11.
Business case and funding requirements

12.
PDS review plan


12.1
Revision cycle


12.2
Change control procedures


12.3
Responsibilities and approach

3) Benefits Review Report - Suggested Contents Page
1.
Summary of achievement


1.1
Programme objectives


1.2
Changes in scope and objectives


1.3
Achievement of benefits


1.4
Achievement of performance targets in the business operation


1.5
Achievement against management plans and progress



1.5.1
The overall programme



1.5.2
Major projects

2.
Effectiveness of the new business operation


2.1
Services and service levels (including quality)


2.2
Costs


2.3
Organisation and staffing


2.4
Information systems


2.5
Lessons for the future

3.
Benefits profiles


3.1
Achievement of planned benefits


3.2
Effectiveness of benefits management


3.3
Lessons for the future

4.
Transition


4.1
Achievement of transition plans


4.2
Effectiveness of transition management


4.3
Lessons for the future

5.
Projects portfolio


5.1
Achievement of management plans


5.2
Effectiveness of management of interdependencies


5.3
Effectiveness of change control procedures

6.
Adherence to standards


6.1
Were the appropriate set of standards applied


6.2
Achievement against standards


6.3
Lessons for the future

7.
Contribution of support services


7.1
Co-ordination with infrastructure planning


7.2
Performance of third parties 



(including procurement of third party services)


7.3
Lessons for the future

8.
Management of risk


8.1
Effectiveness of risk analysis


8.2
Effectiveness of risk management plans and procedures


8.3
Lessons for the future

9.
Effectiveness of the programme organisation


9.1
Costs of the programme management organisation


9.2
Adequacy of staffing and skills


9.3
Effectiveness of the programme's management and organisation


9.4
Lessons for the future
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The process of co-ordinating the management support and setting of priorities across individual projects, to deliver additional benefits and to meet changing business needs.
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The co-ordinated management of a portfolio of projects and non-project work which call upon the same resources.  The primary concern is to achieve maximum benefits for the organisation.
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The co-ordinated management of a portfolio of projects to achieve a set of business objectives.
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